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Family  before purchasing it in order to gage whether or not it would be worth my time, and all praised Everybody 
Matters: The Extraordinary Power of Caring for Your People Like Family: 

29 of 30 people found the following review helpful. Great Leaders Create Greatness in OthersBy William D. Anton, 
Ph.D.What Bob Chapman and Raj Sisodia have created in Everybody Matters is not only a beautiful and enduring 
message but so much more. It challenges each of us to embrace our own inner genius and liberate unselfish power in 
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ourselves and others. Robert Kiel in Return on Character empirically demonstrated the business and personal benefit 
of virtuous leadership, and Bob Chapman offers a living example of how it can be done. When a leader is obsessed 
with creating a culture that puts people first everyone benefits--the leader, the workforce, the customer and ultimately 
society itself. Knowing yourself as you truly are connects you with the deepest sense of what is right and transforms 
you into a person who is profoundly connected with others. This is the inner transformation that embeds you in a 
sublime ecosystem where others thrive and where your expectations routinely exceed your wildest dreams. Everybody 
Matters extends the gifts of trust and empathy enjoyed by those fortunate enough to be part of Barry-Wehmiller to all 
of us. Read it, buy it for those you value and experience the transformative power for yourself.William D. Anton, 
Ph.D.10 of 10 people found the following review helpful. Finding a "Real" Lean Culture Just by CaringBy N. 
RuhmannI had a colleague this past week suggest I read this book they'd stumbled upon 'cause apparently, "This guy 
sounds just like you!".Indeed I did enjoy it.I'd heard of the Barry-Wehmiller company before, having grown up in 
southern Illinois, it's a pretty familiar name to those close to the St. Louis metro area. But honestly - I had no idea that 
Barry-Wehmiller had so wholeheartedly embraced a philosophy of management that should be what lean managers 
strive for.The only part of the book that bothered me was the point in the book when they decide to adapt lean methods 
into their culture..."We scheduled a kickoff meeting in Green Bay with a group of senior leaders to lean about Lean 
and begin our continuous-improvement journey. On the first afternoon, a consultant gave an opening presentation on 
Lean. After forty-five minutes, I stood up and walked out of the room in frustration. The presentation was all about 
justifying bringing Lean tools into an organization because they help add to the bottom and get more out of people. 
The presenter actually said these words, "This will help you get more out of people." That's when I left the 
room......With fire in my voice, I said, "Brian, we are never going to have a Lean journey like that in our organization. 
We are not going to suck the life out of people and take advantage of them in that way. We are going to build a Lean 
culture focused on people or we're not going to do it at all."First, bravo Mr. Chapman for being principled enough to 
follow your own compass. Second, I'm very sorry that was the "lean" you were introduced to. I find it ironic and sad 
that Bob Chapman had to build a "Lean Culture focused on people" as if it were something new and different.Ironic 
because, had Bob gone to Toyota to learn the Toyota Production System he'd have found that's exactly what real lean 
is. Maybe not in the exact same way they've found to make it work at Barry-Wehmiller, but certainly within the same 
spirit.A real lean consultant would have known that:The Toyota Way is rooted in the concept of "Respect for People" 
and would never:overburden employeescreate an environment of fearthink of people as "heads" or "variable 
resources"Real lean knows that you cannot truly have continuous improvement, everywhere, all the time IF you don't 
respect people as people.Real lean knows that the best way to build / show respect for people is to trust them, listen to 
them, guide them, thereby - building better people.In this way, people are not a variable cost you want to flex up and 
down - but a fixed cost, or even a capital investment that continues to appreciate. Like a chunk of gold, that will 
increase in mass if you only appreciate it - or shrink if you ignore it.Bob may not have gone to Toyota, but according 
to his book he did meet with Jim Womack of the Lean Enterprise Institute. Poor Jim Womack even laments:"Bob, I 
can't believe I wrote this book that's been around the world, that a huge number of organizations in the country are 
embracing...I can't believe it hasn't changed the world"What does this say about us? What does it say that you can't 
almost hear the angst in Jim Womack's voice about the undelivered potential of this alternative way of 
management?You can practically hear Jim thinking, "How many times do we have to say this?"So many say they're 
lean consultants, OpEx professionals, etc...but why is it so rare to find a leader that can actually practice it?(let's be 
honest here...it's very, very, VERY rare.)There's also a section of the book detailing how they weathered the financial 
crash of 2008, asking all employees to share in the burden - rather than having a layoff and catastrophically impacting 
a few.This hit close to home for me - as the company I worked for at the time - did nearly the same thing. We did it a 
little differently, a single week at a time per month and we focused it on salary ranks rather than hourly (as well as 
giving up all bonuses and merit increases) but it was a similar strategy.Why would an organization do this? I explained 
this to another colleague a couple weeks ago:"Our clients don't care how great you did this year...or how great a team 
did, or a division...they see us as one company, one team. It's about time we thought of ourselves that way..."Business 
organizations don't get to succeed or fail in silos in the real world. This is a team sport - and good teams pick up the 
slack for a injured member. Bob Chapman and Barry-Wehmiller should be proud of what they're trying to do, the lives 
they've impacted, and those they might yet inspire to. I'm sure things aren't perfect, no company ever is. But if Bob is 
half as sincere as he comes across in this book, and they keep trying - they have a bright future ahead of them.11 of 11 
people found the following review helpful. My first book review ever is reserved from one of ...By SPGundMy first 
book review ever is reserved from one of the most transformational books ever. Bob Chapman shares his deeply 
personal story of his evolution from a traditionally trained business executive to a steward of the lives entrusted to his 
care. His leadership wisdom comes from deep introspection that he shares as his gift to others interested in 
demonstrating their personal care for their team. Having had the opportunity to experience the Barry Wehmiller 
culture, I can only tell you that Bob is one of the few of us with the strength and courage to live up to his aspirations 
while inspiring others to do the same. I hope that this book inspires you to join Bob's journey of continuously 
improving the lives of others.



ldquo;Bob Chapman, CEO of the $1.7 billion manufacturing company Barry-Wehmiller, is on a mission to change the 
way businesses treat their employees.rdquo; ndash; Inc. MagazineStarting in 1997, Bob Chapman and Barry-
Wehmiller have pioneered a dramatically different approach to leadership that creates off-the-charts morale, loyalty, 
creativity, and business performance. The company utterly rejects the idea that employees are simply functions, to be 
moved around, "managed" with carrots and sticks, or discarded at will. Instead, Barry-Wehmiller manifests the reality 
that every single person matters, just like in a family. Thatrsquo;s not a clicheacute; on a mission statement; itrsquo;s 
the bedrock of the companyrsquo;s success.During tough times a family pulls together, makes sacrifices together, and 
endures short-term pain together. If a parent loses his or her job, a family doesnrsquo;t lay off one of the kids. 
Thatrsquo;s the approach Barry-Wehmiller took when the Great Recession caused revenue to plunge for more than a 
year. Instead of mass layoffs, they found creative and caring ways to cut costs, such as asking team members to take a 
month of unpaid leave. As a result, Barry-Wehmiller emerged from the downturn with higher employee morale than 
ever before. Itrsquo;s natural to be skeptical when you first hear about this approach. Every time Barry-Wehmiller 
acquires a company that relied on traditional management practices, the new team members are skeptical too. But they 
soon learn what itrsquo;s like to work at an exceptional workplace where the goal is for everyone to feel trusted and 
cared formdash;and where itrsquo;s expected that they will justify that trust by caring for each other and putting the 
common good first. Chapman and coauthor Raj Sisodia show how any organization can reject the traumatic 
consequences of rolling layoffs, dehumanizing rules, and hypercompetitive cultures. Once you stop treating people 
like functions or costs, disengaged workers begin to share their gifts and talents toward a shared future. Uninspired 
workers stop feeling that their jobs have no meaning. Frustrated workers stop taking their bad days out on their 
spouses and kids. And everyone stops counting the minutes until itrsquo;s time to go home. This book chronicles 
Chapmanrsquo;s journey to find his true calling, going behind the scenes as his team tackles real-world challenges 
with caring, empathy, and inspiration. It also provides clear steps to transform your own workplace, whether you lead 
two people or two hundred thousand. While the Barry-Wehmiller way isnrsquo;t easy, it is simple. As the authors put 
it:"Everyone wants to do better. Trust them. Leaders are everywhere. Find them. People achieve good things, big and 
small, every day. Celebrate them. Some people wish things were different. Listen to them. Everybody matters. Show 
them." From the Hardcover edition.

Bob Chapman believes that every man and every woman in this country should go to work in the morning and return 
home in the evening feeling fulfilled by the day. There are companies that are great places to work, for sure. But what 
Bob envisions is much bolder. Bob's vision is not based on the charisma of a single leader, but on the collective genius 
of all the people inside the company Simon Sinek Bob Chapman is on a mission to change the way businesses treat 
their employees Inc. If you're ready for a new way of doing business, this is the book for you Daniel H. Pink, author of 
To Sell is Human and Drive It is almost impossible for me to adequately convey my admiration, excitement, and 
incredulity ... To give people the power and freedom to care for each other, to trust that people want to do well and be 
good ... and to see how these things create value for everyone - it doesn't get better than that Amy Cuddy, associate 
professor, Harvard Business School Everybody Matters simply blew me away. This is THE book that practically every 
corporate CEO has been breathlessly waiting for ... even if they don't yet know it! BOB BURG, coauthor of The Go-
GiverAbout the AuthorBob Chapman is Chairman and CEO of Barry-Wehmiller, a $2-billion global capital equipment 
and engineering consulting company. Raj Sisodia is FW Olin Distinguished Professor of Global Business and Whole 
Foods Market Research Scholar in Conscious Capitalism at Babson College. His most recent book is the Wall Street 
Journal bestseller Conscious Capitalism: Liberating the Heroic Spirit of Business (with John P. Mackey, cofounder 
and co-CEO of Whole Foods Market).Excerpt. copy; Reprinted by permission. All rights reserved.Forewordldquo;Our 
people matter,rdquo; says nearly every CEO on the face of the planet. ldquo;Without our people,rdquo; so the logic 
goes, ldquo;we would not achieve our goals.rdquo;Rare are the leaders of organizations who will tell you that their 
people donrsquo;t matter. However, there is a big difference between understanding the value of the people inside an 
organization and actually making decisions that consider their needs. Itrsquo;s like saying, ldquo;my kids are my 
priority,rdquo; but always putting work first. What kind of family dynamic or relationship with our kids do we think 
results?The same is true in business. When we say our people matter but we donrsquo;t actually care for them, it can 
shatter trust and create a culture of paranoia, cynicism, and self-interest. This is not some highfalutin management 
theorymdash;itrsquo;s biology. We are social animals and we respond to the environments wersquo;re in. Good people 
put in a bad environment are capable of doing bad things. People who may have done bad things, put in a good 
environment, are capable of becoming remarkable, trustworthy, and valuable members of an organization. This is why 
leadership matters. Leaders set the culture. Leaders are responsible for overseeing the environment in which people are 
asked to worknbsp;.nbsp;.nbsp;. and the people will act in accordance with that culture.Culture equals values plus 
behavior, as my friend Lt. Gen. George Flynn, USMC (ret.) says. If an organization has a strong and clearly stated set 
of values and the people act in accordance with those values, then the culture will be strong. If, however, the values 
are ill-defined, constantly changing, or the people arenrsquo;t held accountable to or incentivized to uphold those 
values, then the culture will be weak. Itrsquo;s no good putting ldquo;honestyrdquo; or ldquo;integrityrdquo; on the 



wall if we arenrsquo;t willing to confront people who consistently fail to uphold those values, regardless of their 
performance. Failure to do so sends a message to everyone else in the organizationmdash;ldquo;it doesnrsquo;t matter 
if yoursquo;re dishonest or act with questionable integrity, as long as you make your numbers.rdquo; The result is a 
culture of people who will drive for short-term results while systematically dismantling any sense of trust and 
cooperation. Itrsquo;s just the way people react to the environment they are in. And without trust and cooperation, 
innovation suffers, productivity lags, and consistent, long-term success never really materializes. The worst-case 
scenarios often end in crimes being committed, sleight-of-hand accounting practices, or serious ethics violations. But 
the more familiar scenarios include office politics, gossip, paranoia, and stress.I admit I am an idealist. I understand 
that it is a lot easier for me to say and write things like ldquo;put your people firstrdquo; than it is to actually put it into 
practice. Financial pressures, pressure from the competition, pressure from the board, the media, Wall Street, internal 
politics, egonbsp;.nbsp;.nbsp;. the list goes onnbsp;.nbsp;.nbsp;. all factor into why sometimes well-meaning leaders 
of organizations donrsquo;t (or canrsquo;t, as some say) care about their people like human beings instead of 
managing them like assets.Thatrsquo;s why Bob Chapman matters.If you ask Bob what his company does, he will tell 
you, ldquo;We build great people who do extraordinary things.rdquo; If you ask him how he measures his results, he 
will tell you, ldquo;We measure success by the way we touch the lives of people.rdquo; It all sounds rather fluffy and 
mushy. But for the fact that he means itmdash;and it works. Because if you ask Bob what fuels his company, only then 
will he talk about the financials. And on that level, the amount of fuel Chapmanrsquo;s companies are able to produce 
would be the envy of most CEOs.When I first met Bob, he told me he was building a company that looked like what I 
talk about. Again, Irsquo;m an idealist. I believe itrsquo;s important to strive for the things I speak and write 
aboutnbsp;.nbsp;.nbsp;. achieving it is an entirely different thing. And so I told Bob, the very first time we met, 
ldquo;I want to see it.rdquo; And see it I did!We crossed the country visiting various offices and factories and in all 
cases Bob let me wander around and talk to whomever I wanted. I was free to ask any questions. He stayed out of all 
the meetings and he wasnrsquo;t with us when we took the factory tours. And what I saw was nothing short of 
astounding. I saw people come to tears when talking about how much they loved their jobs. I heard stories of people 
who used to hate going to work, who didnrsquo;t trust management, who now love going to work and see management 
as their partners.I saw safe, clean factories, not because of some management-imposed safety or cleanliness program. 
The factories were safe and the machines well looked after because the people who worked there cared about their 
equipment and each other. I could go on and onnbsp;.nbsp;.nbsp;. but itrsquo;s probably better if you read the 
book.Irsquo;ve since taken others to see Barry-Wehmillerrsquo;s offices and factories, and the results are always the 
same. People are blown away by what Chapman has created. As for me? I can no longer be accused of being an 
idealist if what I imagine exists in reality.It begs the question, if what I talk and write about can exist in reality, if 
every C-level executive acknowledges the importance and value of people, why is Bob Chapman and Barry-
Wehmiller the exception rather than the rule? The reason, once again, is pressure. Though nearly every CEO on the 
planet talks about the importance of doing things for the long term and the value of long-term results, an 
uncomfortably high number donrsquo;t seem to run their companies that way. Forget about ten- or twenty-year plans, 
the quarter or the year is king. Even if a five-year plan exits, odds are it gets changed or abandoned within those five 
years. Itrsquo;s hard to make a strong argument to defend the way so many leaders of organizations conduct business 
today.Though a lot of leaders talk about this stuff, in Everybody Matters you will see what happens when you actually 
do it. You will learn what happens when leaders care about the lives of the people inside the company as if they were 
family, Truly Human Leadership, as Bob Chapman calls it. You will also learn about the remarkable power unleashed 
when leadership is aligned with a long-term vision. That single ability is what allows for the patience to do the right 
thing. That combined with a desire to do right by the people is what makes companies great. And I think we need a 
few more great companies in the world today.Prologue|nbsp;A Passion for Peoplenbsp;|ldquo;It was definitely a low 
point in my life,rdquo; recalled Ken Coppens. As a laid-off production worker for Paper Converting Machine 
Company (PCMC) in Green Bay, Wisconsin, with a wife and young son, Ken was resorting to whatever legal means 
he could find to make ends meet. It was game day at Lambeau Field. Midway into the third quarter, Ken, dressed in 
layers, grabbed two black heavy-duty trash bags and began the three-block walk from his house to the stadium. With 
any luck, Packers fans would have left behind enough recyclable cans to fill both bags. On good days, he sometimes 
gathered enough to buy diapers for his son and gas for the car.As he approached the stadium, Ken pulled his hat down 
further and kept his head low. Green Bay is a small town. Getting laid off was not only financially devastating but 
emotionally demoralizing as well. His shattered sense of self couldnrsquo;t handle the additional blow of someone 
recognizing him.When Ken went to work in the machine shop of PCMC in February 1980, he figured he was set for 
life. The company, which built machines for the worldrsquo;s biggest tissue suppliers, was considered by everybody in 
Green Bay to be one of the best places to work. For Ken it meant a several-dollar-an-hour raise from his 
mechanicrsquo;s wages. In fact, in his early years with PCMC, Ken remembers that several paychecks would often 
pile up atop his dresser, eventually to be cashed when he needed the money. But it was about more than just a good 
wage. Ken could see that, in a company of this size and stature, there was a lot of opportunity for a smart, enterprising, 
hardworking guy like him. As a parts delivery person, he was a low man on the totem pole then, but he knew there 



were many ways to move up. He was confident that a job at PCMC meant he had a secure future.A year and a half 
later, Ken was laid off for the first time. His wife was due to deliver their first child any day. ldquo;I remember the 
dread I felt. I had a baby on the way and a wife who had to take unpaid leave from her job to go on bed rest because of 
premature labor. Our savings were pretty well depleted. How would I replace my income? How would I provide for 
my new child? The sense of dread and feelings of uncertainty were awful.rdquo; Four days later, his son was born. 
ldquo;I had really strong feelings of failure and inadequacy, with some periods of depression. We had bought a house 
but had to sell it and lost all of our down payment money. It was really difficult.rdquo; Eventually Ken was called 
back to work, but other layoffs would follow. In fact, in Kenrsquo;s first six years at PCMC, he never worked longer 
than eighteen months at a stretch.In those days PCMCrsquo;s business was subject to wild swings. The company 
would receive large orders from customers, then hit a period when it had no work at all. When there was no work, the 
company laid off low-seniority union members like Ken, as well as engineers and office staff, to cut costs. There was 
little predictability as to when a layoff might happen. Once Ken found himself working overtime on a Saturday, only 
to learn on Tuesday that he was being laid off again.Executive jobs were never touched, and those who held them 
barely felt the impact of the ups and downs of the business. For people like Ken, those ups and downs often meant 
financial devastation. There was no way for low-seniority employees to plan for a layoff since there was little 
communication from the company about when one would happen and how long it might last. If Ken left PCMC, 
hersquo;d give up the good wages and his chance to grow in seniority in the union. And getting hired by another 
company during a layoff was next to impossible as many of the other local employers required workers to sign an 
agreement saying they wouldnrsquo;t return to PCMC when the downturn was over. It was both a financial and an 
emotional roller coaster.PCMCrsquo;s manufacturing director, Gerry Hickey, was experiencing his own emotional 
roller coaster. His natural tendency was to be a supportive and trusting leader who gave his team lots of 
encouragement and helped them solve their problems, but he also gave them plenty of space and freedom to do their 
jobs. He viewed the people he led as friends. As business pressures mounted, he was given repeated and clear 
directives to micromanage all activities, including what people were doing on a minute-to-minute basis. This mandate 
to micromanage took him back to a dark point in his career when at an annual review his supervisor told him explicitly 
to be tougher on his people, stating, ldquo;You need to be a jerk to them. You need to let them know who the boss 
is!rdquo;Part of Gerryrsquo;s role was scouting locations outside the United States where the company could move 
their parts production facilities. His passport was peppered with stamps from countries from Mexico to Poland to 
China. In essence, Gerryrsquo;s job was to eliminate jobs in Green Bay and take opportunities away from his friends. 
With every trip, Gerry felt more demoralized. But he knew that if he stepped aside, his replacement might not do 
everything that he tried to do for his team of employees. He felt trapped in a sinking ship.The culture at PCMC grew 
ever more toxic. The atmosphere was one of fear, insecurity, and distrust. Ken recalls once being asked by company 
leaders to monitor a friend of his who had just been laid off as she packed up her personal belongings. They wanted to 
make sure she didnrsquo;t steal anything on the way out. It made him sick to his stomach. He, like most everyone else, 
came to work each day wondering if more bad news was imminent. ldquo;PCMC had brought in a consulting group to 
help them decide what to do. They said, lsquo;Here are the people you need to let go to right-size the business.rsquo; 
Right-size was the big term at that time. I was a team leader then, and some of my team members were let go without 
my prior knowledge. There was a day that we refer to as Black Friday. I was walking past my leaderrsquo;s office and 
one of the people on my team was there, in tears. I had feelings of inadequacy and a sense of failure because I 
hadnrsquo;t been told she was being let go. In all, three of my team members were let go that day. I ended up having 
to go over to their cubicles to console them, help them pack their things and then carry them down to their cars. I felt 
absolutely terrible.rdquo;This story about Ken and Gerry and their company follows a sadly familiar pattern. PCMC 
had been a market leader but had lost market share to aggressive foreign competition. In its final year as a family-
owned business, PCMC lost $25 million on $200 million in revenue. It faced deep uncertainty about the future, 
experiencing many of the challenges confronting other US-based manufacturing businesses. It responded to its 
financial difficulties with traditional management tactics like frequent restructurings and layoffs, but succeeded only in 
exacerbating its problems, damaging its culture, and destroying morale. Fear and distrust were rampant. A corrosive 
ldquo;us vs. themrdquo; mentality pervaded the company: union vs. nonunion, office vs. shop, management vs. 
workers.Ken recalls what happened when he moved into a nonunion job. ldquo;I was offered an opportunity in 
manufacturing engineering at PCMC. To use the terminology of the day, I was lsquo;jumping the fence,rsquo; going 
out of the union. The position offered a little bit of hope, an opportunity for some education and growth. But 
psychologically, it was very difficult because I lost some friends; they stopped talking to me because I was no longer 
in the union. When I went into the shop to ask questions and get information, some people refused to talk to me.rdquo; 
Ken had come to realize that many of his friends saw the union as their foundation, the floor they stood on, their rock. 
ldquo;But I saw the union as a ceiling. There was nothing you could really do to control your own destiny; you were 
simply a number. No matter how hard I worked, what types of improvements I tried to make, I could never get above a 
certain grade level that was preassigned.rdquo;PCMC moved production of one price-challenged product line to Brazil 
to access the lower labor costs there. But even that wasnrsquo;t enough for its largest customer, who laid down an 



ultimatum: Move primary production to China within three years or we will pull our business from PCMC. The family 
that had owned PCMC for over eighty years didnrsquo;t know how to deal with the mounting challenges and 
essentially gave up. The company had lost money five out of the previous seven years; the outlook for the future of 
hundreds of team members was bleak.The solution to their problems wasnrsquo;t in China, though. It was right in 
front of their eyes. As Ken recalls, ldquo;We knew the business was failing. Some of us knew there were things we 
could do to help. But it was a very stifling, controlling environment. The leaders in the business who had that control 
werenrsquo;t interested in having others engaged in the business. It was a very nerve-wracking and uncertain 
environment, filled with tension and absolute fear.rdquo;mdash;Everybody Matters is about what happens when 
ordinary people throw away long-accepted management practices and start operating from their deepest sense of right, 
with a sense of profound responsibility for the lives entrusted to them. When we say ldquo;long-accepted management 
practices,rdquo; wersquo;re talking about a wide range of behaviorsmdash;from how companies treat their team 
members in meetings to how they handle a multimillion-dollar shock to their bottom linemdash;that begin from the 
assumption that people are the functions they perform, and that succeeding in business means knowing how to make 
the hard decisions in the interest of making the numbers. Throughout this book, wersquo;re going to tell stories about 
the many times my company, Barry-Wehmiller, faced a challenge or crisis that could have been answered with 
sacrificing people for the benefit of the business. Instead, we challenged ourselves with this question: How can we 
redefine success and measure it by the way we touch the lives of all our people?At the heart of these stories is a 
simple, powerful, transformative, and testable idea: Every one of your team members is important and worthy of care. 
Every one of them is instrumental in the future of your business, and your business should be instrumental in their 
lives.This isnrsquo;t simply idealism, though therersquo;s nothing wrong with that. Business leaders are always 
looking for investments with the potential for good returns, but our focus is on creating value for all stakeholders. 
Machinery can increase productivity in measurable increments, and new processes can create significant efficiencies. 
However, only people can stun you with quantum leaps. Only people can do ten times what even they thought they 
could. Only people can exceed your wildest dreams, and only people can make you feel great at the end of the day. 
Everything we consider valuable in life and business begins and ends with people.We may all know that, yet most of 
us consistently get these situations all wrong. We apply cruel, myopic solutions. We misjudge the results. Most of 
these business challenges are not what we think they are.mdash;If you drive through many small towns in Wisconsin 
or Ohio or Michigan, or in rural Pennsylvania or in many parts of California or indeed in most parts of the country, 
you see sad and stark reminders of a world and a way of life that has gradually ceased to be. Decaying hulks of 
abandoned factories, shuttered warehouses, and empty office buildings are all that remain of a once-thriving 
manufacturing economy that delivered secure, well-paying jobs and supported full, vibrant lives for tens of millions of 
people.Even among businesses that are still operating, you see numerous companies with a proud heritage that are 
trying to shrink their way to success, routinely announcing mass layoffs and never-ending ldquo;restructuringsrdquo; 
in desperate bids to survive. You see people losing their livelihoods, but also their sense of self-worth and hope for the 
future. You see communities being hollowed out, schools operating at a fraction of their capacity, young people 
leaving en masse in a despairing search for more meaning and better opportunities elsewhere. It feels like a race to the 
bottom; everything that can be cut has been cut, and little of value remains.The cause of all this is a corrosive mind-set 
that has taken root in the world of business, based on a narrow and cynical view of human beings. The devastation we 
are seeing today is the predictable end point of an unfolding that started in the first decades of the industrial revolution. 
There was a fatal flaw at the heart of the capitalist enterprises that once enabled these communities to flourish: From 
the beginning, employees were treated as functions or human resources, as interchangeable as the parts they labored to 
produce. Concessions on safety and more humane working conditions were granted grudgingly and only after 
protracted battles between uncaring management and militant unions. Lacking heart and passion and soul, such 
enterprises eventually became easy prey to ever more hard-nosed competitors operating with lower costs and willing 
to cut every possible corner.It doesnrsquo;t have to be this way. It is possible to restore hope and provide secure 
futures for people living and working in these kinds of communities, indeed in all communities. But to do that, we first 
have to radically change the way we think about business, about people, and about leadership. If we do so, we can 
build thriving organizations that bring joy and fulfillment to all who serve them and depend on them.Though they are 
the exceptions rather than the rule, organizations do exist today in which everybody connected with the enterprise 
flourishes: customers, employees, suppliers, communities, and investors. Such companies operate with an innate sense 
of higher purpose, have a determination to create multiple kinds of value for all of their stakeholders, have leaders who 
care about their purpose and their people, and have cultures built upon trust and authenticity and genuine caring for 
human beings.Most of these ldquo;consciousrdquo; companies were born that way, and almost all of them operate in 
growing industries. But there is another less known, but in some ways more compelling, phenomenon that is also 
stirring. It is a way of being as a business that is slowly bringing about a renaissance in American manufacturing. It is 
a mind-set that is proving to be effective in diverse locations around the world and that works equally well in business 
contexts outside of manufacturing. At Barry-Wehmiller, we have evolved a fully fleshed-out business philosophy that 
we have used to rejuvenate and restore to prosperity dozens of businesses that were floundering, that in many cases 



were on their deathbeds, so to speak.This is a story about the power and impact of ldquo;truly humanrdquo; 
leadership. It is about bringing our deepest sense of right, authentic caring, and high ideals to business. It is about 
achieving success beyond success, measured in the flourishing of human lives. It is a story of an approach to business 
and leadership that emerged only in the last twenty years or so in the life of a 130-year-old company, but that has 
already built a strong track record of enriching the lives of team members and creating extraordinary shareholder value 
at the same time. It is an approach that has been tested, refined, and proven to work dozens of times in half a dozen 
very different countries and in numerous towns and cities across the United States.mdash;In October 2005, Barry-
Wehmiller acquired a struggling PCMC from its then owners, a long-established local family led by a benevolent 
leader who cared deeply about the organization. But it was also an organization with a top-down approach to 
leadership, very little trust, and a bit of cronyism. Ken recalls how it felt to work there. ldquo;In the period just before 
the acquisition, I used to stop at a little convenience store for a cup of coffee on my way to work. I had my name 
badge and entry card clipped to my belt. The young lady at the checkout counter noticed it and said, lsquo;Oh, you 
work at Paper Converting? That must really suck.rsquo; It was surreal and embarrassing to me, because I thought, 
lsquo;Here is a young lady who is working at a minimum wage job, and she feels sorry for me.rsquo;rdquo;As the 
acquisition was being completed, people in Green Bay were convinced that more production would be moved to lower-
cost countries so that the company would be better able to compete, meaning that most of them would have no future 
with the company. Instead, as a first signal of the new approach, we announced that manufacturing for the product line 
that had been moved to Brazil would return to Green Bay. The news was met with disbelief: Could this possibly be 
true? Ken felt some stirring of hope. ldquo;Within the first week, the Guiding Principles of Leadership (Barry-
Wehmillerrsquo;s vision and values statement) got hung up in the hallway in the office area that I worked in. I 
remember stopping and looking at it and feeling a sense of hope and yet a sense of doubt. It seemed too good to be 
true, because in my twenty-five years, this was what everyone wanted but never experienced. I remember thinking to 
myself, lsquo;Man, if we can do ten percent of what it says in this document, this will be a great place to 
work.rsquo;rdquo;As always after acquisitions, I met with groups of associates that included office, plant, union, and 
nonunion team members. We told them we would do everything we could to give them a better future and shared a 
vision of a ldquo;great American manufacturing company.rdquo; I said, ldquo;We believe in you. We can turn this 
business around, and we can do it with the people who are here today. We can compete with equipment made 
anywhere in the world. Letrsquo;s go out and build something great together. We will show the world that you can pay 
people fairly, treat them superbly, manufacture locally, and compete globallymdash;right here in Green Bay, 
Wisconsin!rdquo;Ken found himself awestruck as he listened. The promise of a new approach to business was 
encouraging, but he was dubious about yet another management strategy. He remembers, ldquo;I wasnrsquo;t sure 
what to expect. First we thought that we wouldnrsquo;t have a job, then we heard about this crazy CEO who was 
going to focus on fulfillment at work. This guy seemed like he was from another planet.rdquo;Sitting next to Ken, a 
clearly skeptical union team member raised his hand and said, ldquo;I want to hear you say that you care about our 
union.rdquo; Without missing a beat, I responded, ldquo;I donrsquo;t give a damn about your unionnbsp;.nbsp;.nbsp;. 
I care about you.rdquo;In the years since, hersquo;s come to see I meant it. I believe that if you trust people and show 
them that you believe in them, they can transform their own lives and the future of a business. Ken remembers the 
exact moment when he realized this. ldquo;We were all wondering when the Barry-Wehmiller people would come in 
and fix us. I reported to Steve Kemp, who is now the president of PCMC. I asked him when the bus from St. Louis 
would pull up. He put his hand on my shoulder, and said, lsquo;Kenny, there is no bus. People like you and me, we 
have to fix this.rsquo; Instead of feeling disappointed, I actually felt good; we knew things were broken, but we had 
ideas, we wanted to try some things, and this gave us a feeling of hope and trust. I felt like somebody finally had faith 
in me and faith in our ability to improve things.rdquo;We promised to create a future for the hundreds of union and 
nonunion team members in Green Bay, so that Ken and many others like him could count on the security of a good job 
and a fair and predictable wage. We were committed to building a sustainable business model, one that would be 
resilient in shifting economic times.Our promise went beyond simply a secure future. I had grown to understand that 
my responsibility as a CEO transcends business performance and begins with a deep commitment to the lives of those 
in our caremdash;the very people whose time and talent make the business possible.We envisioned a new kind of 
business culturemdash;a culture that puts people first and where true success is measured by the way we touch the 
lives of people. Irsquo;m completely obsessed with creating a culture in which all team members can realize their 
gifts, share those gifts, and go home each day fulfilled. Barry-Wehmiller was already on this cultural transformation 
journey, and now PCMC would be too.mdash;With our guidance, PCMC immediately got busy turning around its 
broken business. It was clear that they needed to quickly make some changes to restore the faith of their disillusioned, 
broken-spirited team members. As a first step, we sent a team from PCMC to visit Barry-Wehmiller facilities in 
Phillips, Wisconsin, and Baltimore, Maryland. These were businesses that were struggling when we acquired them, 
which we had turned around financially and culturally. Gerry, who was selected to join both trips, recalls his first 
impression: ldquo;Associates in those locations were extremely enthusiastic and involved in the business. We were 
invited to speak with whomever we wanted to; they had nothing to hide. Rather than being told what to do, the Phillips 



and Baltimore teams felt engaged in creating their own future, a remarkable contrast from the environment at PCMC, 
where supervisors micromanaged every activity. Those trips gave us hope that the same thing was possible in Green 
Bay.rdquo;With renewed enthusiasm, the Green Bay team got to work. A clear first priority was expanding 
PCMCrsquo;s customer base beyond the industryrsquo;s few largest companies with their unpredictable buying 
cycles. The company had become far too reliant on their business and reactive to their needs.Recall the customer that 
insisted we move production to China so they could reduce the cost of buying our technology. Our team flew to their 
corporate headquarters and informed them that PCMC would not be moving production to China. Instead, we gave 
them our assurance that we would find a way to earn their business while operating in Green Bay. Needless to say, the 
customer was skeptical. For Gerry, the news lifted an enormous weight off his shoulders. Rather than carrying the 
guilt of executing a plan to cut jobs, he could now focus on rebuilding his team.A few months later, senior VPs from 
that customer were invited back to tour the new PCMC. In the intervening months, the team had worked hard on 
implementing multiple process changes using the tools of continuous improvement. By examining key processes and 
making incremental improvement in the ways PCMC executed orders, they were able to get higher-quality parts out in 
record time. During the visit, the customer group walked around, observing the improvements that had been made and 
talking to the associates. One senior VP selected an associate from manufacturing who had spent a long time as a 
member of PCMCrsquo;s union. He asked, ldquo;Does everyone here believe in the change thatrsquo;s 
happening?rdquo; Unprompted, the PCMC associate responded, ldquo;No, but wersquo;re focusing on those who do 
believe.rdquo;Simultaneously, we made operational adjustments. PCMCrsquo;s service business was strengthened by 
introducing a greater sense of urgency and new performance metrics, which resulted in better value to customers and 
the business. Through it all, the team worked on creating an exciting new visionmdash;an ideal future statemdash;for 
PCMC. The result? Extraordinary commitment from its hundreds of team members, union and nonunion 
alikemdash;commitment to being part of the team that would create that better future.PCMC achieved a healthy 
turnaround in its first year under our ownership. Within two years, the business started showing financial performance 
fundamentals that more than validated our faith in its future. The remarkable recovery was overshadowed only by the 
profound emotional recovery of its team members, who no longer left home for work each morning wondering if the 
day would bring news of yet another layoff and no longer returned each day drained and dispirited.Within eight years, 
we took a company that was losing money, that was near financial insolvency, and that had little hope for the future to 
a company that has not had any layoffs, has brought jobs back to Green Bay from abroad, is gaining market share, is 
developing new products, and has become a model of truly human leadership. The transformation at PCMC transcends 
what can be expressed in numbers. It took real human initiatives to create a culture that today gives people optimism 
for the future despite the massive challenges they faced. We have shaped an organization over time that has a future in 
Green Bay with the same team members it had when it was failing. Our unique approach to leadership and strategy has 
created a business that is thriving!Gerry Hickey now says that his job as a leader is to see every situation through the 
eyes of his team. A graduate of every leadership class Barry-Wehmiller University offers, Gerry says that some of his 
greatest learnings have been to truly understand others, and to listen intensely and work harder on recognizing and 
celebrating individual accomplishments. Even more importantly, he says the experience has improved his thirty-eight-
year marriage to his wife, Wendy. ldquo;During the lsquo;dark daysrsquo; when we were fighting for survival, Wendy 
would describe me as confused, frustrated, and somewhat bitter. It was impossible not to bring the challenges we were 
facing home. Now, I think Irsquo;m a better listener and a more caring husband, and I think Wendy would 
agree!rdquo;Eventually, Ken Coppens left his position within the sales administration team to lead continuous-
improvement initiatives in two Barry-Wehmiller businesses. Through that role, he discovered his gift to inspire and 
facilitate change, ultimately leading to his current role as a professor at Barry-Wehmiller University. Today he teaches 
other Barry-Wehmiller team members around the world courses ranging from Communication Skills Training to 
continuous improvement to creating a culture of service. His job every day is to inspire change in others, creating a 
sustainable foundation for Barry-Wehmiller and its culture to endure. That begins with enabling its people to flourish. 
ldquo;Years ago someone dismissed my dream of becoming a teacher, so I did too,rdquo; Ken shared. ldquo;This 
organization has given me so much opportunity, and I feel this incredible sense of being unchained. Itrsquo;s given me 
a new life.rdquo;mdash;The Barry-Wehmiller approach to transformation, rejuvenation, and renewed growth has been 
proven to work in dozens of companies in different industries and diverse cultures around the world. No matter the 
status of the industrymdash;distressed or vibrant, even companies experiencing severe challengesmdash;our approach 
has created tremendous stakeholder value. The key pillars are establishing a shared long-term vision, fostering a 
people-centric culture, developing leaders from within, and sending people home fulfilled.In the end, it is about truly 
caring for every precious human being whose life we touch. It is about including everybody, not just the fortunate few 
or the exceptionally talented. It is about living with an abundance mind-set: an abundance of patience, love, hope, and 
opportunity.Everyone wants to contribute. Trust them. Leaders are everywhere. Find them. Some people are on a 
mission. Celebrate them. Others wish things were different. Listen to them. Everybody matters. Show them. We 
donrsquo;t just need a new guide to leading in times of change or adversity. We need a complete rethink, a 
revolution.How do I know? Because I started out as one of those leaders who put profits before people, who always 



thought about costs, never about caring. Eventually, I realized it is all about leadershipmdash;but not the kind of 
leadership I had learned in business school. And that has proven to be more rewarding than any numbers could ever 
be.Part One|nbsp;The Journeynbsp;|Walk with the dreamers, the believers, the courageous, the cheerful, the planners, 
the doers, the successful people with their heads in the clouds and their feet on the ground. Let their spirit ignite a fire 
within you to leave this world better than when you found it.mdash;WILFERD PETERSONChapter 1|nbsp;The 
Mantle of Leadershipnbsp;|My parents were children of the Great Depressionmdash;simple Iowa people who came 
from no money whatsoever, so their families didnrsquo;t have a lot to lose when everything fell apart. The devastation 
was felt equally both on the farms and in the cities. My mother, Marjorie Estle, was a farm girl from West Branch, 
Iowa, who grew up without electricity or indoor plumbing. Often, there was not even enough money for new shoes, let 
alone extravagances. During high school, she sold tomatoes door-to-door for pennies a pound to earn enough money to 
buy her first store-bought dress from Lernerrsquo;s. She was able to go to college only because a kindly banker in 
town gave her father $500 so he could afford to send her.My father, Bill Chapman, was a city kid from Cedar Rapids. 
He and my mother met while they were working in the kitchen of a hospital in Iowa City to help pay their way through 
the University of Iowa. After he graduated, they got married and moved to Chicago, where my father began his career 
with Arthur Andersen; they moved to St. Louis when he was asked to help open a new office for the firm. That is 
where I was born, the middle child of three and the only son.My childhood was ordinary in every way. I grew up in a 
three-bedroom ranch house in a middle-class, white-collar neighborhood in Ferguson, Missouri. Because my father 
worked very hard and traveled a lot, I didnrsquo;t have much of a relationship with him. I was very close to my mother 
and to my grandfather; I spent most school vacations happily playing and working at his farm in Iowa. I was an 
average student in an average high school, never turned on intellectually by my public school education. I rarely read 
any books that werenrsquo;t required, and there werenrsquo;t many of those. My greatest joy was becoming the stage 
manager for plays and musicals. I designed and built scenery and organized teams to build the sets. If you ask my 
schoolmates today what they remember most about me, they would likely recall my positive attitude. I was 
infectiously optimistic and something of a class clown.After graduating from high school, I started at Cornell College 
in Iowa but soon transferred to the much larger Indiana University, where I remained an average student. That is when 
I experienced the first crucible moment in my life: During my sophomore year, my longtime girlfriend and I realized 
with a shock that she had become pregnant. We were faced with the prospect of becoming parents by the time we 
turned twenty.We hurriedly planned a small wedding in St. Louis. I felt like a real loser because I had disappointed 
everybody. My dad helped us buy a small mobile home. While all my friends were living in dorms or apartments and 
enjoying a carefree college experience, we lived in a trailer park until I graduated two and a half years later.I felt a 
huge sense of responsibility for my wife and child. Almost overnight, I left my irresponsible, underachieving self 
behind and awakened to a new sense of purpose and focus. I was determined not to let this setback define me or derail 
me. My life changed dramatically. I worked multiple jobs to contribute to my educational expenses and support my 
family, and for the first time in my life, I became serious about academics. Everyone who knew me was amazed as I 
went from being a perennial C student to earning straight As. I graduated with honors with a degree in 
accounting.What could have broken me made me. This has been a recurring theme in my life. So many times, I could 
have admitted defeat, folded my tent, surrendered to fate. But I never did. An indomitable will surfaced time and 
again; my reaction always was to spring into action, to face challenges head-on, do what needed to be done to extract 
something positive from every setback.My father wanted me to get a law degree and become a tax accountant, but I 
was increasingly fascinated with business and wanted to learn more about it. To me, it was like a sport, with offense 
and defense, a scoreboard, winning and losing, and all kinds of ldquo;gamerdquo; strategies. I became intensely 
interested in how businesses create value. So I decided to stay in school and get my MBA from the University of 
Michigan, one of the top business schools in the country. After graduating, I accepted an offer to work for Price 
Waterhouse in public accounting, which exposed me to a wide variety of businesses. I was interested in business 
models, and my role as an auditor gave me a unique vantage point into what made businesses tick. I discovered in 
myself an ability to look beyond the numbers and clearly see the real issues facing companies.I didnrsquo;t notice at 
the time but realized much later that my business education had ignored the question of how my leadership would 
impact the lives of other people; instead, it was mostly about how to use people to further my own financial success. I 
was taught to view people as functions and objects to be used and manipulated to achieve my own goals rather than as 
full-fledged human beings with hopes, dreams, fears, and aspirations every bit as legitimate as my own. It would take 
me a long time to open my eyes and heart to all that I couldnrsquo;t see or feel before.mdash; 


