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124 Love Works 

input from around the room on how we ranked all of our new- business 
criteria. Through a steady process of calling on each person, he con-
firmed that we had the right “nonnegotiable” criteria for this decision, 
and the team agreed. Then Rick and the team established the right 
weights and priorities on the “negotiable” criteria for our new- business 
opportunities.

I have included here the tables Rick and our team came up with, 
because they can be remarkably helpful tools for organizations trying 
to get the truth on the table and move forward with a wise decision. If 
you aren’t currently making any team decisions, feel free to skip past 
these charts.

What do all these boxes and numbers have to do with leading 
with love?

First, getting the truth on the table corporately assures that all 
voices are heard. If we love our team, it is critical that their talented 
voices are heard and their opinions considered. I have found that in 
the heat of the battle, when the numbers are bad or the timing is short, 
most discussions get truncated; they get emotional, blame is deflected, 
listening is poor, frustration is high, and all of this often leads to poor 

NEW BUSINESS CRITERIA: NONNEGOTIABLE

Concept 1 Concept 2

Nonnegotiable Yes No Yes No

1. Supports our vision and mission.

2. Will be #1 or #2 in its segment.

3. Possesses a sustainable competitive 
advantage.

4. Capable of achieving our agreed- upon 
financial metrics.

5. We can execute effectively because we 
have the right people and/or the right 
partner.
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7.1  

CORPORATE­TRUTH­
ON­THE­TABLE

I­took a deep breath and closed my eyes for a moment. What should 
I do?

I was sitting in our largest conference room with my direct reports 
and some of their staff. We had recently made a difficult decision to 
close a money- losing theme park. We took a large financial write- off, 
which was not good news— no CEO can survive too many of those. 
Although the previous management had planned and built the park, 
I still took part of the blame and felt a great deal of pressure. This was 
a clear failure, and we needed the next step to be a good one.

This meeting was a tense situation where getting at the “corporate 
truth” would be critical. Corporate truth means dealing with the real-
ities of your specific organization and industry, as contrasted with the 
truth about an individual. However, as I was learning at that moment, 
corporate truth can be a slippery fish to land.

Our goal for the meeting was to decide what we would do with 
this shuttered park and the surrounding acreage. As we discussed 
the situation, the debate grew rancorous. Nerves frayed as we tried to 
recommend a course for a board meeting that was only a month away. 
Should we tear down the facility? Repurpose it? Sell it? Build a new 
attraction to replace it? People began interrupting one another; voices 
were rising; faces became red with frustration.
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9.2  

BE­VERSUS­DO

If we are dedicated to leading with love, it is critical to integrate love 
into our operating model so our teams see it in action and witness 

its successes. Many organizations talk about values, but few truly inte-
grate those values into how leaders are evaluated and chosen and how 
organizational results are measured.

I recently gained insight into this issue when I heard Andy 
Stanley give a talk on be goals versus do goals. Andy’s premise is that 
most people create many do goals in life: have a certain career, reach 
a certain income level, have a certain net worth, build a certain size 
family, and so on. And we all have way too many to- do lists!

However, a do goal can’t define how we will get there. What set 
of values will guide our decisions? Is it okay to be focused exclusively 
on our interests before considering the impact on others? What about 
exploiting others in order to achieve our goals? Are our marriage 
and family going to come first? Or does success come before family? 
Do the ends justify the means? Do goals may be good, but they are 
not enough.

In addition to having do goals, it’s critical to define the values that 
will drive our lives and our leadership behavior. These are what Andy 
calls our be goals. What kind of leader do we want to be? What values 
will we uphold in our leadership roles? How do we want to treat others 
regardless of how they treat us?
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We all have to- do lists, but how many of us have to- be lists?
Most leaders don’t.

INTEGRATING­LOVE­INTO­AN­ORGANIZATION
All organizations clearly define their do goals. What is their 

mission? What kind of guest experience do they want? What is their 
profit goal? Their cash flow goal? Even nonprofits have specific met-
rics for success, even if they aren’t specifically financial.

In that regard, HFE is no different. They have a clearly established 
business model revolving around do goals. They have metrics of suc-
cess for the customer experience, employee satisfaction, safety results, 
brand definition, and financial results. In other words, HFE clearly 
defines what they do every day to earn a profit. Their business model is 
expressed at a very high level in the arrow diagram below.

What makes HFE different from most organizations is that they 
also clearly define their be goals through leading with love. This is 
the fletching of the arrow in the diagram— the part of the arrow that 
guides its flight and ensures its aim is true. What kind of leaders does 
HFE want? What behaviors and attitudes are expected? How will they 
balance love with their do goals? In other words, how does HFE want 
their leaders to treat each other and their employees while achieving 
the expected financial results?

DO GOALS = WHAT

VISION
We Bring Families Closer Together

All in a Manner Consistent with Christian Values and Ethics

BE GOALS = 
HOW

MISSION

W
e C

reat
e Memories Worth Repeating

Guest
Focus

HOSTS
Great Place

to Work for

Great People

Lead with Love
SERVANT

LEADERSHIP

Nurture Our Brands

Safe and Secure Place

Manage Our Resources

STRONG BRANDS

SAFETY

STEWARDSHIP

PERFORMANCE WITH A PURPOSE
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Do goals will constantly change over time, while be goals should 
be timeless and rarely, if ever, change. Be goals represent the heart 
and soul of an organization, its culture. And HFE backs it up in their 
compensation plan. All leaders at HFE are measured on both the do 
goals and the be goals during their annual review. They use a 2 × 2 
matrix to capture both the numeric performance and how the leader 
achieves results.

If a leader scores high on his or her goal achievement (to do) as well 
as leading with love (to be), the leader will get the best raise— and if he 
or she does poorly at both, that leader should expect a pink slip soon! 
Leaders who do well in only one area are given tools and training to 
help them succeed in their area of weakness, and all senior leaders in 
the company must excel in both areas.

Typically, people who worked for me scored themselves lower 
than I scored them on leading with love, so most of the time our con-
versations were positive and encouraging. In fact, most of the difficult 

Living by Our Mission and Core Values

Goals

Rarely

40%

70%

100%

Most of the Time
Always Walks

the Talk

DO

BE

MANAGEMENT EVALUATION MATRIX
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