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PREFACE

l 1 or many centuries, a series of ten simple drawings has been passed
from one generation to the next.

Known as the Ox-Herding Pictures, they tell the story of a search.

At first, the seeker looks outward, believing that what is missing lies
somewhere beyond the next hill or around the next bend. Then come the
footprints, the first glimpse, the long discipline of learning to see. In time,
the search itself begins to change. What once seemed distant becomes
familiar. What was pursued with effort is eventually discovered in quiet
attention. At the journey's end, nothing has been conquered. The traveler
simply returns to the ordinary world, seeing it with different eyes.

This book is not a retelling of those ancient pictures.
It is a walk beside them.

The ox in these pages is not an animal, nor is it revenue. It is the thing we
believe will finally make everything else make sense. Yet, as many leaders
eventually discover, revenue is rarely the thing that is missing. More often,
what is missing is the ability to see what revenue has been revealing all
along.

The walks that follow keep company with that older journey.
Each begins with an image.
Each offers an invitation rather than an instruction.

There are no techniques to master here, no formulas to memorize, and no
promise that every question will be answered.

Only the hope that, by walking slowly enough, you may begin to notice what
has always been present.

If, by the final page, you find yourself looking at your work, your colleagues,
your customers—or even yourself—with greater attention than before, then
the walk will have served its purpose.

The journey begins where it always has.
Not with finding.

With noticing.



FOREWORD

r I 1 here are books that promise answers.
This is not one of them.

There are books that offer frameworks, methodologies, and formulas
designed to produce predictable results. They have their place. Many of
them have shaped the way organizations think about growth, leadership,
and performance.

This book begins somewhere else.

Over many years I have sat in boardrooms, manufacturing plants,
universities, hospitals, technology companies, family businesses, and
organizations that could not have appeared more different from one
another. Their products changed. Their industries changed. Their language
changed.

The questions did not.
Why are we growing but becoming less profitable?
Why does every department seem busy while progress feels slow?

Why do intelligent people, looking at the same information, reach
completely different conclusions?

Why do some organizations create trust almost effortlessly while others
struggle despite extraordinary effort?

For a long time, I believed these were different questions.

Eventually I began to wonder if they were all pointing toward the same
place.

That realization did not arrive in a single meeting.

It arrived quietly.

One conversation at a time.

One customer at a time.

One unexpected observation after another.

Patterns have a curious way of revealing themselves.
At first they appear unrelated.

Then familiar.
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Walk One

r I 1 he meeting had been underway for nearly an hour before anyone
noticed what was missing.

The forecast filled one wall.

Numbers marched across the screen in neat rows.
Marketing described demand.

Sales described opportunity.

Finance described risk.

Operations described capacity.

Customer Success described what customers had been saying for months.
Each report was thoughtful.

Each was supported by evidence.

Each made perfect sense.

Individually.

Together, they did not.

The conversation continued politely.

People nodded.

Questions were answered almost before they had been asked.
Someone updated a projection.

Someone else circled a number with a digital pen.
A date was moved.

A target was adjusted.

No one was wasting time.

No one lacked intelligence.

No one lacked commitment.

Still, the room felt strangely unsettled.

Finally, someone leaned back in his chair.

He looked around the room, then quietly asked,
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Walk Two

T he next morning looked much like the one before it.
Emails arrived.

Meetings began.

Dashboards refreshed themselves.

Customers placed orders.

Employees solved problems no report would ever capture.

From a distance, nothing appeared to have changed.

Yet something had.

Once a question has been asked honestly, the world becomes more difficult
to ignore.

The familiar begins to feel unfamiliar.

Things that once blended into the background quietly ask to be seen.
Not because they are new.

Because our attention has changed.

For years I believed organizations revealed themselves through their
strategies.

Eventually I realized they revealed themselves through their habits.
Strategy is what we intend.

Habits are what we repeatedly choose.

The difference matters.

An organization may speak about innovation while rewarding caution.
It may celebrate collaboration while measuring individual success.

It may declare that customers come first while asking employees to spend
more time explaining policies than solving problems.

None of this requires dishonesty.
Only inattention.

Most organizations drift toward the systems they repeatedly reinforce.
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Walk Three

here comes a moment in every search when curiosity becomes
conviction.

Not certainty.

Something quieter.

The feeling that what you have been noticing is not coincidence after all.
It often begins unexpectedly.

A conversation that sounds strangely familiar.

A customer who describes a frustration you thought belonged to someone
else.

A question from a new employee that no one who has been there for years
thinks to ask.

The details are different.

The pattern is not.

At first, these moments appear disconnected.

They surface days apart.

Sometimes months.

Then, almost without warning, they begin to gather.

One observation gives meaning to another.

What once looked like isolated events begins to resemble a landscape.
You are still standing in the same place.

But you are seeing farther.

This is an exciting moment.

It is also a dangerous one.

The temptation is to believe you have found the answer.

Most often, you have only found a better question.

Patterns eventually reveal themselves. They rarely explain themselves.

That work remains ours.
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Walk Four

r I 1 here is a moment in every search when observation is no longer
enough.

Something asks to be changed.

Not the market.

Not the customer.

Not the competition.

Ourselves.

Until this point, the work has been quiet.
Notice the meeting.

Notice the patterns.

Notice the glimpse of something larger.
Now the search becomes more demanding.
Because reality begins to push back.

It is tempting to believe that organizations resist change.
Most do not.

People resist abandoning explanations that once made sense.
There is a difference.

An explanation can serve us well for years.
Markets evolve.

Customers change.

Technology shifts.

Teams grow.

The explanation remains.

Not because it is still true.

Because it is familiar.

Familiarity is remarkably persuasive.

It asks very little of us.
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T here is a quiet difference between control and discipline.
Control seeks compliance.

Discipline seeks understanding.

From a distance, they can look remarkably similar.

Both create structure.

Both establish expectations.

Both ask people to move together.

Only one builds trust.

Many organizations mistake one for the other.

Rules multiply.

Approvals increase.

Reports become more detailed.

Meetings become more frequent.

The intention is understandable.

If uncertainty creates discomfort, more control feels like the obvious

answer.
For a while, it often works.

Problems become less visible.

Variations become smaller.

Predictability increases.

Then something else begins to disappear.
Curiosity.

People learn which questions are welcome.
Which ideas are worth sharing.

Which concerns are better left unspoken.
No policy asks for this.

It happens quietly.
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Walk Six

T here is a quiet moment when effort begins to feel different.
Not because the work has become easier.

Because the struggle has changed.

Earlier in the journey, every observation seemed to demand another answer.

Every question required another meeting.

Every problem appeared to ask for another solution.

The search felt urgent.

As though clarity waited just beyond the next report or the next initiative.

Eventually, something unexpected happens.

The urgency begins to soften.

Not into complacency.

Into attention.

The organization is no longer chasing every symptom.

It is learning to understand the system that produces them.

That changes everything.

The work remains demanding.

Customers continue to change.

Markets continue to evolve.

Unexpected problems continue to appear.

None of these disappear.

What disappears is the illusion that every challenge is an emergency.

Perspective quietly replaces reaction.

This is one of the least celebrated qualities of good leadership.

The ability to remain present without becoming overwhelmed.

To respond without rushing.

To listen without immediately solving.
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Walk Seven

r I 1 here comes a time when the search grows quiet.
Not because every question has been answered.

Because we have stopped believing that every question requires an

immediate answer.

This surprises many people.

We imagine experience brings certainty.
More often, it brings patience.

The farther I have walked with organizations, the less interested I have
become in quick conclusions.

Not because they are always wrong.

Because they are so often incomplete.

Reality rarely reveals itself all at once.

It unfolds.

One conversation.

One observation.

One small contradiction that asks to be noticed.
Then another.

Leadership begins to change here.

Earlier, it felt like guiding.

Then it became listening.

Now it becomes trusting.

Trusting that careful attention will reveal what hurried certainty cannot.

Trusting that people are capable of remarkable things when they are invited
to think instead of merely comply.

Trusting that understanding grows stronger when it is shared.
This kind of trust is often misunderstood.

It is not optimism.
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Walk Eight

T here is a curious moment in every long journey.
We stop looking behind us.
Not because the past no longer matters.
Because our attention has quietly settled somewhere else.

The search that once occupied every thought no longer asks for constant
effort.

It has become part of the way we move through the world.
This can feel unsettling at first.

We wonder if we have become less ambitious.

Less disciplined.

Less driven.

Perhaps we have simply become less distracted.

The questions remain.

Customers still need to be served.

Teams still need to grow.

Decisions still carry consequences.

The work has not disappeared.

Only the constant need to prove ourselves through it.

For many years I believed revenue was the destination.

It seemed obvious.

Organizations existed to grow.

Growth produced revenue.

Revenue measured success.

The equation felt complete.

Experience slowly revealed something different.

The healthiest organizations rarely spoke about revenue first.

They spoke about customers.
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Walk Nine

E very journey reaches a place that feels strangely familiar.
Not because we have been there before.

Because we begin to see ordinary things with uncommon attention.

The meeting is still on the calendar.

The customer still has questions.

The forecast still requires revision.

The phone still rings.

Emails still arrive.

The work has not become less ordinary.

Only the way we meet it.

For a long time, I believed meaningful change announced itself.

New strategies.

New systems.

New language.

New priorities.

Sometimes it does.

More often, it arrives so quietly that only those who have been paying
attention recognize it.

A conversation that would once have become an argument now becomes an
inquiry.

A mistake that would once have been hidden is shared openly.

A customer who expected to be defended instead feels heard.

Aleader pauses before answering.

No one applauds these moments.

Most are forgotten by the next day.

Yet they are the moments that slowly reshape an organization.

Cultures do not change through declarations.



WALK TEN



X

Walk Ten

T he journey ends quietly.

There is no final lesson.
No great revelation waiting beyond the next hill.
No moment when everything suddenly makes sense.
Only the quiet recognition that we have been changing all along.
The world looks much as it did before.
Customers still arrive with hopes and concerns.
Employees still bring their gifts and their frustrations.
Markets continue to shift.
Unexpected problems continue to appear.
The work remains.
So do we.
What has changed is the way we meet it.
Early in this journey, we searched for better answers.
Then we searched for better questions.

Eventually, we discovered that neither answers nor questions were the
destination.

Attention was.

Attention to people.

Attention to relationships.

Attention to promises.

Attention to the small moments from which every culture is built.
Organizations are often described through their strategies.

Their products.

Their technologies.

Their financial results.

These things matter.



EPILOGUE

T he final page is a curious place.

It invites us to believe that something has ended.
Perhaps nothing has.
When this journey began, the search felt important.
There were questions to answer.
Problems to solve.
Organizations to improve.
Along the way, those ambitions quietly changed.
Not because they became less valuable.
Because they became part of something larger.

We discovered that every organization is, first and always, a collection of
people.

People trying to do meaningful work.
People trying to serve someone well.

People trying to understand one another a little better than they did
yesterday.

The names of the companies will change.

The technologies will change.

The markets will change.

The people will change.

What will remain are the quiet choices made every day.
To listen.

To notice.

To keep a promise.

To ask one more question before offering an answer.
To treat another person with dignity, even when the moment is difficult.
These choices rarely appear in annual reports.

Yet they shape everv number that eventuallv does.
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