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H E S S E L B E I N  &  C O M P A N Y

We all are experiencing a rapidly changing world with challenges for sure, but there is 
also tremendous opportunity to work together to create value for the greater good. 
The question is how?

Gone are the days when command-and-control, top-down, bottom-line leadership, and 
management are sufficient for near- and long-term profitable growth and value creation. 
Disengaged, unsatisfied employees, rapid turnover, failed initiatives, not to mention climate 
change, globalization, and political unrest, lead us to the conclusion that focusing on short-term 
results and just the bottom line is limiting our ability to create value for the greater good.

Alan Mulal l y  & Sarah McArthur

A CONVERSATION  
WITH ALAN MULALLY  
ABOUT HIS “WORKING 
TOGETHER”© STRATEGIC, 
OPERATIONAL, AND 
STAKEHOLDER-
CENTERED 
MANAGEMENT SYSTEM
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8   L E A D E R  T O  L E A D E R

In this article, we are going to discuss a tool that can 
help. “Working Together” is the management system 
for the purpose-driven, principle-based, performance-
focused leader who must be stakeholder-centered for a 
global future that benefits all.

Enter Alan Mulally

Raised in Lawrence, Kansas, with very modest 
means, Alan will tell you how fortunate he feels to 
have had parents who loved him and guided him to 
work together with others to make the most positive 
contribution to the most people. Such principles and 
practices as the purpose of life is to love and be loved - in 
that order; it’s nice to be important, but more important 
to be nice; and like Frances Hesselbein, to serve is to live, 
have been paramount in the development of Alan’s 
“Working Together” management system.

Alan is former President and Chief Executive Officer 
of Ford Motor Company from 2006 to 2014. He led 
Ford’s transformation into one of the world’s leading 
automobile companies and the #1 automobile brand 
in the United States with his “Working Together” 
management system.

During his tenure, he guided Ford in working 
together to develop and deliver a compelling vision, 
a comprehensive strategy, and to drive relentless 
implementation of the One Ford plan, ultimately 
creating value and delivering profitable growth for all 
the company’s stakeholders.

Prior to joining Ford, Alan served Boeing for 37 
years, including as Executive Vice President of the 
Boeing Company, President and CEO of Boeing 
Commercial Airplanes, and President of Boeing 
Information, Space, and Defense Systems. It was at 
Boeing that he first developed the “Working Together” 
principles, practices, and management system as he led 
the complex design and manufacturing of the high-
performance, safe, and efficient Boeing 777. The 777 
went on to help Boeing once again become the #1 
commercial airplane company in the world.

In my new role as co-editor-in-chief of Leader to Leader, 
Alan was kind enough to sit down with me to explain to 
our readers how the “Working Together” management 

system with its core principles and practices works to 
include and benefit all the stakeholders and the greater 
good. He also discussed the unique role, responsibility, 
and accountability for the leaders of “Working 
Together” and how the system can reliably support 
you as a leader creating the future. – Sarah McArthur

SMc: Alan, let’s start with the basics. What are the 
principles and practices of the “Working Together” 
management system?

AM: First, let’s change the terminology just a bit. 
This is our “Working Together” management system. 
Our means that “Working Together” is owned, used, 
and nurtured by All the Stakeholders. It is our reliable 
operating process and expected behaviors for how we 
will manage ourselves, and we can use it in any sector, 
profit or non-profit, government, and large and small 
organizations to create value for all the stakeholders 
and the greater good.

With that established, our principles and practices are 
designed to create a culture where skilled and motivated 
teams can work together to accomplish compelling 
visions and serve the greater good. Our principles and 
practices are the cornerstone, the foundation of our 
“Working Together” management system, as shown in 
Figure 1. I’ll walk through them one at a time.

People first, love ‘em up. What this means is that, as 
leaders, we have the honor of working with talented 
people around the world. And to work together they 
need to know what the vision, strategy, plan, and progress 
status is. With this knowledge, a team will be able to 
apply all their talents to what our organization is building.

This is our 

“Working Together” 

management system.
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requirements for it to be put into service (e.g., safety, 
performance, reliability, and maintainability).

Airplanes are perhaps the most sophisticated machines 
in the world because of the safety requirements of 
carrying two to three hundred people halfway around 
our world. Hundreds of thousands of people are 
working on the creation of these airplanes to deliver 
them on schedule.

To deliver this innovation, requirements, and 
commitment, we must include all our stakeholders 
around the world: traveling public, airlines, employees, 
suppliers, unions, partners, leasing companies, bankers, 
investors, governments, and all the communities within 
which we operate.

Such inclusion requires stakeholder-centered 
leadership, a new concept for many as capitalism’s 
focus has been on the shareholders. As a member of 
the Business Roundtable for thirty years, advocating 
for inclusion of all the stakeholders to sustainably and 
profitably grow our companies, it was heartening to see 
this stakeholder-centered approach endorsed by all 181 

However, to drive the engagement and commitment 
to apply their talents, we also must love them up at the 
highest level. These are human beings who are worthy 
of respect. They are committing their lives to creating 
something bigger than themselves that is going to serve 
the greater good. And, when people know they are 
respected and appreciated and that their work matters, 
we have earned their hearts and minds.

This is what we mean by “love ‘em up”: include them, 
appreciate them, thank them, and celebrate them for 
what they are doing and their contributions.

Everyone is included.

“Everyone is included” is another way of describing 
stakeholder-centered leadership. A good way for me to 
explain this is to use the example of designing and 
building a commercial airplane.

Every commercial airplane has approximately four 
million parts and when we make a commitment to 
create that airplane, we make our commitment to 
the airlines and the traveling public to deliver it in 
five years. This means we are going to meet all the 

FIGURE 1.  OUR “WORKING TOGETHER” PRINCIPLES AND PRACTICES © 2022 ALAN MULALLY
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1 0   L E A D E R  T O  L E A D E R

areas that are going well and on plan, areas that are off 
target but have plans to get back on, and areas that 
need our collective special attention.

Clear performance goals: Clear performance goals are 
very important, because they are how we pull everyone 
together to work together on one plan.

One plan. Most companies have many plans versus 
one. Often teams are wondering what the plan is. At 
Ford and Boeing, we committed to One Ford and One 
Boeing, to having one plan, and to ensuring everyone 
knew what that plan was and the status of the plan.

Facts and data. As leaders, we really care what people 
think and what their opinions are, and we also need 
to know what the facts and data are. When we have 
an issue, knowing the facts and data allows us to move 
forward confidently to solve the issues together.

Everyone knows the plan, the status, and areas that 
need special attention. In “Working Together,” we 
share the plan, the status, and the areas that need special 
attention with everyone. Everyone! All the stakeholders! 
When we share status, we do so with color coding on 
each business plan review chart. Green is on plan. Yellow 
means there is an issue, and we have a solution. Red is 
an issue without a current solution, and we call these 
“gems.” As the leader, it is important to thank people for 
sharing, because now everyone knows the status and can 
help find a solution. In many organizations, the culture 
is to never bring an issue to your supervisor unless 
you have a solution. The result is that issues are not 
surfaced in a timely manner and the entire organization 
is managing a secret. As leaders, we can’t bring all the 
talent to bear on an issue if we are managing a secret.

Propose a plan, positive, “find-a-way” attitude. This 
is why we have special attention meetings where we 
work together on the reds and yellows to propose a 
solution and develop an even better plan. Positive, find-
a-way attitudes are so important as we “work together” 
to address our gems. It is important to let the team 
see that having a problem is not a reflection on them 
personally. It is a chance for the team to work together.

Respect, listen, help, and appreciate each other. The 
way we treat each other is essential to being a smart, 
healthy, and successful organization where people share 

member CEOs in the August 2019 “Statement on the 
Purpose of the Corporation,” which states:

“While each of our individual companies serves its 
own corporate purpose, we share a fundamental 
commitment to all of our stakeholders.… Each of our 
stakeholders is essential. We commit to deliver value 
to all of them, for the future success of our companies, 
our communities, and our country.”

[See the complete Statement at https://s3.amazonaws.
com/brt.org/BRT-StatementonthePurposeofaCorpora
tionJuly2021.pdf.]

The obvious follow-up question to this statement is: how 
do we do this? At Ford and Boeing, we did this to great 
success with our “Working Together” management 
system, which included all the stakeholders.

Compelling vision, comprehensive strategy, and 
relentless implementation

To develop our compelling vision at Boeing we asked, 
“What’s our vision for the airplane?” Our answer 
included considerations such as: Will the airplane be 
designed for short-range, long-range, point-to-point, 
or non-stop performance?

In determining our comprehensive strategy, we 
asked “What’s our strategy for achieving it?” Not just 
the technical strategy, but also the people, working 
together, partnership, financial, and communications 
strategies to ensure all our stakeholders knew and 
understood these elements of our overall strategy.

Relentless implementation is driven by the business 
plan review process. The full leadership team meets 
every week. Everyone is networked in from wherever 
they are around world and we go through every 
element of the vision, strategy, and plan. We look for 

Most companies have 

many plans versus one.
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S P R I N G  2 0 2 2   1 1

be very careful to avoid being a victim in the future. 
This often includes a reluctance to share what is really 
going on.

PGA. PGA stands for Profitable Growth for All. PGA 
means that everyone—all our stakeholders—is going to 
benefit. We are creating a profitably growing company 
by creating products and services that people want and 
value with ever-increasing productivity that will serve 
all the stakeholders and the greater good.

SMc: I love that all the stakeholders are taking 
ownership of the “Working Together” management 
system, so we call it “ours.” With these principles 
and practices as the foundation then, what is our 
“Working Together” management system and how 
does it work?

AM: Systems are made up of elements that function 
together to achieve an outcome. “Working Together” 
is a management system comprised of five elements as 
shown in Figure 2, which are proven to successfully and 
reliably do three very important things: (1) create the 
culture in which we include all our stakeholders, (2) 
implement our principles and practices, and (3) create 
value for all our stakeholders and the greater good.

what the issues are, feel safe doing so, and work together 
on the solutions and ultimately the better plan.

Emotional resilience, trust the process. As leaders 
working to build the future, we have to expect the 
unexpected and expect to deal with it. And we need 
to trust the process of “Working Together.” When 
there is an issue, go right back to the beginning of our 
process. Make sure everyone is included. Review the 
vision, strategy, and plan. And work together as a team 
to help each other turn the reds to yellows and the 
yellows to greens.

Have fun. Enjoy the journey and each other. This 
last one is about gratitude, being grateful for the honor 
to serve our organizations. The journey is purposeful, 
exciting, and fun. We enjoy working together with so 
many talented people who also are dedicating their lives 
and talent to create and deliver these great products 
and services for our stakeholders and the greater good.

There is one corollary that is critical to ensure a healthy 
team dynamic: never allow jokes at anybody’s expense. 
They are never funny. People will laugh and go along 
to get along, but they won’t feel safe anymore and will 

FIGURE 2.  OUR “WORKING TOGETHER” MANAGEMENT SYSTEM ©2022 ALAN MULALLY
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1 2   L E A D E R  T O  L E A D E R

Our creating value roadmap process includes our 
vision, business environment, strategy, plan, and 
business plan review. We thoroughly review the 
influences in the business environment such as the 
global and local economy, energy, environment, 
customers, competitors, technology, and labor. We 
review our PGA (revenue x margins), which we achieve 
by creating products and services that people want 
and value (revenue) with ever-increasing productivity 
(margins). And we continually improve our near- and 
long-term plan to an even better plan each year by 
mediating the risks and capturing opportunities.

In other words, we always have a plan. We deal with 
our reality and the issues. We incorporate our changing 
business environment into a continually better plan. And 
in this way, we expect, endorse, and manage change.

Our business plan review is our weekly meeting where 
we review the progress on our creating value roadmap and 
our business plan. Our entire leadership team reviews all 
aspects of the global and local business environment and 
our changing world. Every team member shares their 
part of the strategy and the plan, the status, forecast, 
and areas that need special attention. We do not address 
the gems in the business plan review meeting. These 
gems are addressed in our four monthly special attention 
meetings: strategy, products, production, and people. At 
the end of the year, approval for the better plan going 
forward is relatively straightforward, because the team 
is already aligned on the mitigation of the risks and the 
capturing of the opportunities.

So, that’s it. This is how our “Working Together” 
management system works. It is continuously and 
relentlessly implemented, pulling our stakeholder- 
centered leadership team together around a common 
objective to grow the business profitably and 
sustainably for the benefit of all our stakeholders and 
the greater good. It is who we are, what we do, and 
how we do it.

SMc: What is the unique role, responsibility, and 
contribution of the leader and leadership team in 
our “Working Together” management system?

AM: The leader is really important, and the 
responsibility of the leader cannot be delegated.

Based in the foundation of our principles and practices, 
our “Working Together” management system is how we 
will work together to create the products and services 
that people want and value with ever-improving quality 
and productivity. It is the reliable operating process and 
expected behaviors that facilitate a viable, sustainable, 
and profitably growing enterprise for stakeholder-
centered leaders.

The five elements of our “Working Together” 
management system are:

Our principles and practices are the foundation of 
“Working Together.” They create a smart and healthy 
organizational culture with a clear management system, 
operating processes, and expected behaviors for all the 
participants and stakeholders. Everyone commits to 
our principles and practices with zero tolerance for 
violating either. This enables talented and motivated 
people to work together to deliver our compelling 
vision to create value and deliver sustainable profitable 
growth for all our stakeholders.

Our governance process is how we manage ourselves. 
It includes all our stakeholders, our board of directors, 
our leadership team, our creating value roadmap, 
our business plan review, and our special attention 
meetings. It is how we will work together, share 
information, make decisions, manage risk, and stay 
aligned to deliver on our vision, strategy, and plan.

Our leadership team includes the leaders of all the 
functional disciplines. Our leaders must be fully 
committed to stakeholder-centered leadership, to 
our vision and strategy, and to our unique role and 
contribution as leaders, which is to hold ourselves and 
our teams responsible and accountable to the processes 
and expected behaviors of our “Working Together” 
management system.

We are grounded in the principles of humility, love, 
service, courage, discipline, and resilience, which 
enable us to coach and facilitate our teams and 
organization to be cohesive, diverse, and inclusive. 
And, with our commitment to lifelong learning and 
continuous improvement, performance management, 
and stakeholder-centered coaching, we ensure and 
nurture growth for all our stakeholders.
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S P R I N G  2 0 2 2   1 3

understands. It is a reliable discipline and clear 
operating process and expected behaviors for all the 
stakeholders, with zero tolerance for violating either. 
“Working Together” creates the culture that enables 
us to continuously identify and solve the issues in our 
plan and continually update our strategy and plan to 
adapt to our rapidly changing world and exogenous 
shocks.

Further, our culture includes all the stakeholders’ talents 
to develop the compelling vision, comprehensive strategy, 
and relentless implementation plan. Our leadership 
understands their unique role, which is to hold themselves 
and their teams accountable for the process and behaviors 
of “Working Together.” And this creates the culture that 
enables the identifying of the issues, the solving of them, 
and the developing of the better plan, which creates value 
for all the stakeholders and the greater good.

SMc: Alan, is there anything else you’d like to share 
with us?

AM: “Working Together” is available for you to use as 
you continue your journey of leadership and service. 
We encourage leaders to use our proven successful 
“Working Together” management system to lead us 
toward a “bright future” as Frances Hesselbein has 
charged us to do.

Thank you, Sarah for the opportunity to share 
“Working Together” and for your leadership as co-
editor-in-chief of Leader to Leader.

* * *
Finally, we, the authors, wish you the very best on 
your stakeholder-centered leadership and “Working 
Together” journey of service. Thank you to our dear 
Frances Hesselbein to whom we dedicate this article 
and from whom we have learned that our work is 
clearly our love made visible.

* * *

In our “Working Together” management system, the 
unique role and most important contribution of our 
leader is to hold themselves and their teams collectively 
responsible and accountable for our “Working 
Together” operating process and expected behaviors 
with zero tolerance for violations of either. We must 
be constantly vigilant and nurturing.

Our leader holds themselves and their team collectively 
responsible and accountable to define a compelling 
vision, comprehensive strategy, and to drive relentless 
implementation to deliver profitable growth for all.

Our leaders must continually remind the team why the 
organization is committing to “Working Together,” 
which is to build a smart, healthy, and high-performing 
culture. This culture enables the very best from each 
participant, and, in the process, we have fun, enjoy the 
journey and each other, and feel the wonderful satisfaction 
of meaningful accomplishment working together.

We want a leadership team that is a cohesive group 
of stakeholder-centered professionals, who lead 
with humility, love, service, courage, discipline, and 
resilience. The team maintains and improves the 
quality of life for all stakeholders, resolves the global 
and local issues for the greater good.

The “leader is expert” style from earlier eras, where 
the leader was supposed to have all the answers, often 
led using a command-and-control style. “Working 
Together” leaders are facilitators and coaches who 
enhance and enable lifelong learning and continuous 
improvement with performance management, 
stakeholder-centered coaching, and growth for all 
stakeholders. The good news is today’s leaders often 
have more of these characteristics than they exhibit 
when they are in the workplace.

Our leader ensures that anyone who cannot commit to 
the “Working Together” principles and practices and 
our management system is choosing to move on and that 
it is OK. It is better for them and for the organization.

SMc: Does “Working Together” always work?

AM: It does. “Working Together” always works 
because it is a clear management system that everyone 

© 2022 The Authors. Leader to Leader published by Wiley Periodicals LLC 
on behalf of University of Pittsburgh.

This is an open access article under the terms of the Creative Commons 
Attribution License, which permits use, distribution and reproduction in 
any medium, provided the original work is properly cited. 
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Sarah McArthur is co-editor-in-chief of  Leader 
to Leader with Frances Hesselbein. Former 
chief operating officer for Stakeholder Centered 
Coaching pioneer Marshall Goldsmith, Sarah is 
an avid student of “Working Together” and is 
working with Alan to share “Working Together” 
and stakeholder centered leadership to create 
maximum positive and sustainable impact for the 
most people and organizations possible.

Throughout his career, Alan Mulally has been 
recognized for his contributions, industry leadership, 
and service, including being named #3 on 
Fortune’s “World’s Greatest Leaders,” one of the 30 
“World’s Best CEOs” by Barron’s magazine, one 
of “The World’s Most Influential People” by Time 
magazine, “Chief Executive of the Year” by Chief 
Executive magazine, and the Leader of the Future 
by the Frances Hesselbein Leadership Institute. He 
was also honored with the Automotive Executive 
of the Year, and the Thomas Edison Achievement 
Award.
Mulally previously served on President Obama’s 
United States Export Council. He served as co-
chairman of the Washington Competitiveness 
Council, President of the American Institute of 
Aeronautics and Astronautics, and as Chairman of 
the Board of Governors of the Aerospace Industries 
Association.
Mulally currently serves on the board of directors 
of Alphabet, the Mayo Clinic, and Carbon 3D. 
To learn more, see: https://media.ford.com/content/
fordmedia/fna/us/en/people/alan-mulally.html
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