
- It was not the luck of being at the right moment in history that separated Bill Gates, but his 

proactive response to being at the right moment 

- When Gates first met Warren Buffett at a dinner, the host asked all those at the table what 

they saw as the single most important factor in their journey through life. As Alice Schroeder 

related in her book The Snowball, both Gates and Buffett gave the same one-word answer: 

“Focus” 

- Even during the most intense years building Microsoft, he periodically set aside an entire 

week to unplug for reading and reflection, a Think Week. 

- Proactive people focus their efforts in the Circle of Influence. They work on the things they 

can do something about. The nature of their energy is positive, enlarging and magnifying, 

causing their Circle of Influence to increase. 

- Roles and goals give structure and organized direction to your personal mission. If you don’t 

yet have a personal mission statement, it’s a good place to begin. Just identifying the various 

areas of your life and the two or three important results you feel you should accomplish in 

each area to move ahead gives you an overall perspective of your life and a sense of direction. 

- “The successful person has the habit of doing the things failures don’t like to do,” he 

observed. “They don’t like doing them either necessarily. But their disliking is subordinated to 

the strength of their purpose.” 

- To paraphrase Peter Drucker, effective people are not problem-minded; they’re opportunity-

minded. 

- I believe that if you were to ask what lies in Quadrant II and cultivate the proactivity to go 

after it, you would find the same results. Your effectiveness would increase dramatically. Your 

crises and problems would shrink to manageable proportions because you would be thinking 

ahead, working on the roots, doing the preventive things that keep situations from developing 

into crises in the first place. In time management jargon, this is called the Pareto Principle—

80 percent of the results flow out of 20 percent of the activities. 

- You can still adapt and prioritize on a daily basis, but the fundamental thrust is organizing 

the week. 

- Remember, frustration is a function of our expectations, and our expectations are often a 

reflection of the social mirror rather than our own values and priorities. 

- But if I have a habit of showing discourtesy, disrespect, cutting you off, overreacting, ignoring 

you, becoming arbitrary, betraying your trust, threatening you, or playing little tin god in your 

life, eventually my Emotional Bank Account is overdrawn. The trust level gets very low. Then 

what flexibility do I have? 

- Really seeking to understand another person is probably one of the most important deposits 

you can make, and it is the key to every other deposit. You simply don’t know what constitutes 

a deposit to another person until you understand that individual. What might be a deposit for 

you—going for a walk to talk things over, going out for ice cream together, working on a 



common project—might not be perceived by someone else as a deposit at all. It might even 

be perceived as a withdrawal, if it doesn’t touch the person’s deep interests or needs. One 

person’s mission is another person’s minutiae. To make a deposit, what is important to 

another person must be as important to you as the other person is to you. 

- One person’s mission is another person’s minutiae. To make a deposit, what is important to 

another person must be as important to you as the other person is to you. 

- My friend was asked on his return, “Do you like baseball that much?” “No,” he replied, “but 

I like my son that much.” *** 

- As one successful parent said about raising children, “Treat them all the same by treating 

them differently.” 

- The little kindnesses and courtesies are so important. Small discourtesies, little unkindnesses, 

little forms of disrespect make large withdrawals. In relationships, the little things are the big 

things. *** 

- “Daddy, if I were cold, would you put your coat around me, too?” Of all the events of that 

special night out together, the most important was a little act of kindness—a momentary, 

unconscious showing of love to his little brother. 

- Integrity includes but goes beyond honesty. Honesty is telling the truth—in other words, 

conforming our words to reality. Integrity is conforming reality to our words—in other words, 

keeping promises and fulfilling expectations. This 

- “It is more noble to give yourself completely to one individual than to labor diligently for the 

salvation of the masses.” 

- every P problem is a PC opportunity—a chance to build the Emotional Bank Accounts that 

significantly affect interdependent production. 

- When parents see their children’s problems as opportunities to build the relationship instead 

of as negative, burdensome irritations, it totally changes the nature of parent-child 

interaction. 

- INTEGRITY. We’ve already defined integrity as the value we place on ourselves. Habits 1, 2, 

and 3 help us develop and maintain integrity. 

- MATURITY. Maturity is the balance between courage and consideration. 

- definition of emotional maturity I’ve ever come across—“the ability to express one’s own 

feelings and convictions balanced with consideration for the thoughts and feelings of others.” 

- While courage may focus on getting the golden egg, consideration deals with the long-term 

welfare of the other stakeholders. 

- So we explained the difference between learner-controlled instruction and system-

controlled instruction to the trainees. We basically said, “Here are the objectives and the 

criteria. Here are the resources, including learning from each other. So go to it. As soon as you 

meet the criteria, you will be promoted to assistant managers.” 



- With Win/Win accountability, people evaluate themselves. The traditional evaluation games 

people play are awkward and emotionally exhausting. In Win/Win, people evaluate 

themselves, using the criteria that they themselves helped to create up front. And if you set it 

up correctly, people can do that. With a Win/Win delegation agreement, even a seven-year-

old boy can tell for himself how well he’s keeping the yard “green and clean.” 

- My best experiences in teaching university classes have come when I have created a Win/Win 

shared understanding of the goal up front. “This is what we’re trying to accomplish. Here are 

the basic requirements for an A, B, or C grade. My goal is to help every one of you get an A. 

Now you take what we’ve talked about and analyze it and come up with your own 

understanding of what you want to accomplish that is unique to you. Then let’s get together 

and agree on the grade you want and what you plan to do to get it.” 

- Management philosopher and consultant Peter Drucker recommends the use of a 

“manager’s letter” to capture the essence of performance agreements between managers 

and their employees. Following a deep and thorough discussion of expectations, guidelines 

and resources to make sure they are in harmony with organizational 

- goals, the employee writes a letter to the manager that summarizes the discussion and 

indicates when the next performance plan or review discussion will take place. Developing 

such a Win/Win performance agreement is the central activity of management. With an 

agreement in place, employees can manage themselves within the framework of that 

agreement. The manager then can serve like a pace car in a race. He can get things going and 

then get out of the way. His job from then on is to remove the oil spills. 

- In Win/Win performance agreements, consequences become the natural or logical result of 

performance rather than a reward or punishment arbitrarily handed out by the person in 

charge. 

- There are basically four kinds of consequences (rewards and penalties) that management or 

parents can control—financial, psychic, opportunity, and responsibility. Financial 

consequences include such things as income, stock options, allowances, or penalties. Psychic 

or psychological consequences include recognition, approval, respect, credibility, or the loss 

of them. Unless people are in a survival mode, psychic compensation is often more motivating 

than financial compensation. Opportunity includes training, development, perks, and other 

benefits. Responsibility has to do with scope and authority, either of which can be enlarged or 

diminished. Win/Win agreements specify consequences in one or more of those areas and the 

people involved know it up front. So you don’t play games. Everything is clear from the 

beginning. 

- When my daughter turned 16, we set up a Win/Win agreement regarding use of the family 

car. We agreed that she would obey the laws of the land and that she would keep the car clean 

and properly maintained. We agreed that she would use the car only for responsible purposes 

and would serve as a cab driver for her mother and me within reason. And we also agreed that 

she would do all her other jobs cheerfully without being reminded. These were our wins. We 

also agreed that I would provide some resources—the car, gas, and insurance. And we agreed 

that she would meet weekly with me, usually on Sunday afternoon, to evaluate how she was 



doing based on our agreement. The consequences were clear. As long as she kept her part of 

the agreement, she could use the car. If she didn’t keep it, she would lose the privilege until 

she decided to. 

- And we had a built-in accountability, which meant I didn’t have to hover over her or manage 

her methods. 

- We had a Win/Win agreement, and it liberated us all. 

- We set up a system whereby the managers only made money when their salespeople made 

money. We overlapped the needs and goals of the managers with the needs and goals of the 

salespeople. 

- A friend once shared with me a cartoon he’d seen of two children talking to each other. “If 

mommy doesn’t get us up soon,” one was saying, “we’re going to be late for school.” These 

words brought forcibly to his attention the nature of the problems created when families are 

not organized on a responsible Win/Win basis. 

- They suggest that the essence of principled negotiation is to separate the person from the 

problem, to focus on interests and not on positions, to invent options for mutual gain, and to 

insist on objective criteria—some external standard or principle that both parties can buy into. 

- APPLICATION SUGGESTIONS: Think about an upcoming interaction wherein you will be 

attempting to reach an agreement or negotiate a solution. Commit to maintain a balance 

between courage and consideration. Make a list of obstacles that keep you from applying the 

Win/Win paradigm more frequently. Determine what could be done within your Circle of 

Influence to eliminate some of those obstacles. 

- Select a specific relationship where you would like to develop a Win/Win agreement. Try to 

put yourself in the other person’s place, and write down explicitly how you think that person 

sees the solution. Then list, from your own perspective, what results would constitute a Win 

for you. Approach the other person and ask if he or she would be willing to communicate until 

you reach a point of agreement and mutually beneficial solution. Identify three key 

relationships in your life. Give some indication of what you feel the balance is in each of the 

Emotional Bank Accounts. Write down some specific ways you could make deposits in each 

account. Deeply consider your own scripting. Is it Win/Lose? How does that scripting affect 

your interactions with other people? Can you identify the main source of that script? 

Determine whether or not those scripts serve well in your current reality. Try to identify a 

model of Win/Win thinking who, even in hard situations, really seeks mutual benefit. 

Determine now to more closely watch and learn from this person’s example. 

- The real key to your influence with me is your example, your actual conduct. Your example 

flows naturally out of your character, or the kind of person you truly are—not what others say 

you are or what you may want me to think you are. 


