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Work-Life Integration 
Host: Hi, I’m Marianne Jacobbi. Welcome back to our series of podcasts for managers. Today, we’re talking with Stewart Freidman. He’s the founding director of the Wharton School’s Leadership Program and its Work-Life Integration Project and the author of numerous books, including his recent bestseller Total Leadership: Be a Better Leader, Have a Richer Life. He’s with us on the line to share tips on how to help employees better achieve work-life integration. Professor Friedman, thanks for joining us.

Stewart Friedman: Thanks very much for having me.

Host: So let’s begin with a definition. What is work-life integration? Could you define it for us?

Stewart Friedman: Well you know the common language that people talk about is work-life balance. And the problem with work-life balance is that it implies tradeoffs, where success in one part of life comes at the expense of some other part of your life. And that’s an outdated way of thinking about how to bring together the different parts of life for mutual gain, what I refer to as, “The pursuit of four-way wins,” where the goal is to improve performance in all the different parts of your life—work and home and community and the private self, the domain of, mind, body, and spirit, by better integrating the different parts. And you do that by exercising leadership and leadership skill in all the different parts of your life. So work-life integration is really about the creative and intelligent blending of the different parts of your life for mutual gain. And everybody does it differently. So it’s got to be entirely customized. Balance is no longer a useful term even though that’s how most people tend to approach this issue.

Host: You’ve written about the importance of examining one’s core values about work and personal life. Could you talk about and that how it relates to this topic of work-life integration?
Stewart Friedman: Sure. Well the approach that I’ve been using now since we created this Total Leadership Program at the Ford Motor Company when I was a senior executive there responsible for leadership development in the late ‘90s was a merging of leadership development and work-life integration. And the first piece, be real, has to do with acting with authenticity by clarifying what’s most important to you. So we have series of really easy-to-do, very practical and powerful exercises that require you to identify what your core values are, in part by looking back over your life history and describing the three or four critical episodes that have shaped your values and beliefs and describing those briefly and sharing this with other people. And also by looking forward. Fifteen years hence, what’s the impact you’re having on the world, the legacy you’re creating, your vision for the kind of world you want to create? Both of those taken together, along with some other exercises that ask you to look at what’s important—work, home, community, and self—and where you devote your attention. Those exercises help you to realize, “Well what matters most to me as a person and as a leader in the different parts of my life.” And that’s the root. That’s the foundation because you’ve got to be clear about what matters in order to be able to bring the different pieces together in a way that works for you and for the people around you. So that’s the foundation. 
Host: Let’s talk about some practical tips for managers listening today, about ways to help employees integrate these different parts of life—work, home, community, personal self. Could you share some practical tips with us?

Stewart Friedman: Sure. Well it really does have to be simple and small and customized. One of the things we know is that one size doesn’t fit all because what your needs and interests are and the people who matter most to you, they’re very different than, you know, what I face in my world, in my life. So that’s the first thing is as a manager you’ve got realize that you’ve got a whole person there and the more you attend to the whole person, the more they’re going to give you back in turn. So it can be as simple as asking your people, “What matters most to you? And what’s standing in the way of your achieving the thing that matters most to you in your life? And what small step can you take within your control that doesn’t require a radical revolution in how your world is shaped, but a small step within your control that you could try that would help you to better meet the most pressing interests of the most important people in your life that would also benefit us as a company?” And when you ask people that question, which I did when I was an executive in a company, I asked you know the dozen people reporting to me to do that very exercise and everybody comes up with something. And usually it’s really easy to help them. Because you’re telling them to make it small and make it something that’s doable by you that doesn’t require radical adjustment but that would make things a lot better. And simply by asking that, you’re telling people that you care about them, that you want them to be successful in the different parts of their life, and they’re going to appreciate that, and they’re going to feel a great sense of loyalty, in turn. So it’s everything from making small adjustments in scheduling, but not just the where and when, but also the how of getting things done. So for example, there was a plant manager who found out from undertaking brief conversations with the people who worked for her as well as other people in her life that one of the folks who worked for her had a son who was blind and who attended a school for the blind. But this worker had never had a chance to take his son to school in the morning because it was during working hours so that he couldn’t get around. So she heard this and said, “Well how about if we adjust your schedule slightly a couple days a week.” And one of the other members of her team said, “Sure. You know, actually, we can trade our hours here, and that’ll work for me even better.” So they did that. And when this plant manager reported this story to our group in a workshop a little bit afterwards to tell us what had happened, there wasn’t a dry eye in the room. I mean everyone was so moved by how a simple act like this could make a profound impact on this guy’s life. I mean he was so endeared to her now. He was so, in love with her, I would say, as a manager and really committed to her but also to our company. So it doesn’t take it a lot. But that’s just one small example. Another would be shutting off. You know, we’re all kind of drowning in the deluge of data streaming at us through all kinds of digital sources and so many, many people conduct experiments involving shutting down for short periods of time that allow them to pay attention to people and projects that matter. And so you experiment with that. So I might say to you, “Hey boss, what I’d like to try for the next month is, between 6:00 and 9:00 p.m. on Tuesday and Thursday, I’m going to shut my Blackberry off. And I believe that that’s going to be improve my performance over the next month according to how you evaluate things. Can we try that for a month and see how it works and you know if it’s absolutely urgent, here’s a way for you to contact me. But let’s just try it and let’s just see if my performance doesn’t improve as a result of my being more focused and more available unless distracted when I’m actually on. Can we try that?” And most bosses will say, “Sure, I’m willing to try that. You’re promising me that you’re expecting that you’re going to actually perform better as a result of not being connected 24/7? Okay, let’s try that, and then let’s see how it’s working. And if it doesn’t work, we’ll go try something else.” So you’re engaging in an experimental mindset. You’re telling people, “Look, I know that you’ve got other things happening in your life. You’ve got commitments to us, to this company. But I’m willing to experiment within bounds. And that sends a really powerful message of support and has a powerful effect on engagement and productivity.   
Host: Those are great suggestions. So how good are you, Stew, at applying those principles to your life? Do you turn off your BlackBerry?

Stewart Friedman: Well it’s a really interesting question, Marianne. You know, we were supposed to meet at 4:00 for this meeting, right? And we adjusted it. And my son came to me and said, “Hey, there’s something I need to do now, can you help me?” And I made a decision right then and there thinking, “Well, you know, Marianne can probably adjust for 20 minutes, and that’s not going to be so terrible because I know that this is a flexible setup that we’ve got to begin with, and his need was really quite pressing.” So I made the call and it wasn’t a difficult one in part because you were so gracious about it. 
Host: That’s a great example, great example. And you made the right choice. So, Stu, I want to thank you for all the helpful tips you’ve shared with us today and thanks for making time for us. I really enjoyed the conversation.

Stewart Friedman: Well thanks, Marianne. I appreciate the opportunity to talk with you about it. 
Host: For more on Stew Friedman’s work, go to www.totalleadership.org. And to receive helpful information all year long, subscribe to our monthly manager newsletter. If you’re not already receiving newsletters, go to the home page on our Web site, scroll down to where it says “Email Newsletters.” Then click to “Sign up for MyLifeWorks.” Then select the topic you’d like to receive, such as “Managing People.” Also, be sure to stay tuned for our podcast next month. Thanks for listening.
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