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mary macpherson: welcome

Good morning. I'm Mary McPherson, Executive Director of Morino Institute’s Netpreneur. Thank you for coming this morning to talk about leadership and building a winning corporate culture.
	At last month's Coffee & DoughNets we heard a panel of entrepreneurial executives and venture capitalists discuss how to build a board of directors and advisors. When I was looking at the transcript, the notion of leadership as part of that work came through loud and clear. In fact, as I looked at the many topics we’ve covered over the years (all available in the event archives at the Netpreneur.org website), it was obvious that today's topic -- leadership and building a winning corporate culture -- runs through everything entrepreneurs encounter. When starting and building a business, how you handle those intricately woven values will dictate how you conduct yourselves with customers, funders, suppliers, and everyone in your world.
	This morning we are delighted to bring you a panel of entrepreneurs whose companies are in very different stages of development. We've asked them to share their stories and offer practical advice, so it's our hope that you'll glean something from this discussion that you can put to use today. 
	Let me first take a moment to acknowledge our volunteers. We could not do these events without them. This morning we are helped by Vince D'Onofrio from ProxySource, George DeBakey of Plethora Technology, and Wanda Klayman of Acquient. Thanks very much to them.
	Let me now introduce our moderator, Jeremy Brosowsky. He will introduce the panel and facilitate the discussion, including your questions.


jeremy brosowsky: introductions

Good morning. As Mary said, my name is Jeremy Brosowsky and I'm the CEO and founder of Business Forward magazine. It is my honor this morning to introduce a panel to you that I think can be quite instructive, certainly very helpful. We begin with Andrew Hill, the founder, President, and CEO of  DevElements. DevElements was started in June 1999. At that time, it was just Andrew. Today, it is a growing company of 30 people and a multi-million dollar revenue stream. 
	To his left is Matt Pittinsky. Matt is the founder and Chairman of  Blackboard, one of -- if not the --flagship eLearning companies, certainly in the Washington area, and, many would argue, nationally. Matt's company has grown from an idea in his head and the head of his founding partner, Mike Chasen, into a company with nearly 450 people and offices around the United States.
	To his left is Caren DeWitt, the co-founder of webMethods, a company with which any entrepreneur in this space is familiar, whether they’re here in Greater Washington, around the country, or around the world. webMethods is one of the big success stories that we've seen in this region to date. Founded six years ago, they are now a publicly-traded company with over a thousand people. It is no longer Caren and Phil in their basement.
	I sat everybody in this order intentionally, because what we have is an extraordinarily interesting subset of the entrepreneurial community here in Washington, a continuum running small, to medium, to large. Why don't we start with the youngest company? Andrew, tell us your story.


andrew hill: hanging out with really excellent people

In order for you to understand DevElements' culture, it's important to understand how DevElements started.
	After years of being an employee and a consultant to various companies, I found myself consistently frustrated with the environment. Customer service and employee satisfaction seemed to be more like buzz words than part of the core value of the companies. My frustration, coupled with my entrepreneurial spirit, created DevElements, and what I'm going to talk about is how customer service and employee satisfaction helped us create DevElements. The vision of DevElements was to create high quality solutions at affordable prices while focusing on customer service and employee satisfaction.
	To start off, I think it's important to know that very early on I was lucky enough to have three partners who shared the same vision, believed in me, and took a huge risk in coming on board. I would not be here if it weren't for those three people, plus the other 26 people in the company. It is very much a team environment and a team effort, and it has been from the get-go. 
	It's important to know this because the people we surrounded ourselves with were people we wanted to hang out with. They were not only excellent at what they were doing technically, but they were the people we were most likely to be seen hanging out with on the weekends. I think that was an early contributor to our culture.
	As we grew to 10, 12 employees, we started running out of really close friends that were really good technically, so we had to branch out and look at other people. Before we made any steps in that direction, we set up an interview process. To this day, if you're a candidate coming into DevElements, you'll interview with four different people, and they'll look at a lot more than just your technical background. They'll look at whether or not your personality is a fit in the company because, in a small business, the wrong personality can be poison. 
	I think that our focus on surrounding ourselves with friends and really excellent people developed a culture for us. It wasn't something that I went out and tried to do; it just kind of happened, and it was everybody together who created it. To this day, I think that one of the reasons why DevElements has been very successful is that, since we are friends, we concentrate on hearing what people have to say. Our employees have a voice. It's important for us to understand their needs, or we won't be able to retain these great people that we've been able to mature with.
	A heavy concentration at DevElements has been placed on making sure that: 1) everybody understands the vision -- and the vision is customer service and concentrating on delivering the best solutions-- and, 2) having the company focus on the employees. That lets the employees just worry about dealing with the customers and making sure that they're delivering the best solutions. 
	In the two and-a-half years that we've been around, we've lost just two employees. I think our employee retention has helped us with our client retention. Growing very quickly as we did, though not as quickly as some here, we felt that it was important to get our clients involved and help them to understand what was going on. Most of them came to us and said, “We want you to grow. We need more help.” We went back and said, “That's great, we want to help, but we're not going to do it at the risk of losing our culture.” We set the ground rules very early, and the clients embraced that. They thought it was pretty cool. They looked at that and said, “These guys are about the quality. They're not about just coming in and making money for the sake of making money.”
	Let me give you an example. A client might come to us and say, “We have a competitive bid, and we want to build an eCommerce site.” The quote came in at a quarter of a million dollars. In many instances we've been able to leverage the technology at a cheaper cost to deliver the same solution. In some instances, it's started at $250,000, and we said, “We can do it for $15,000. It's your choice. You can pay us  $250,000. We'll do it, no problem, but we think this is the better way to go.” It's got to be something that you don't do just once, it's something that you repeat. It's got to be ingrained in your business. It's got to be part of your soul as a company. I believe that DevElements has done that, and I think that is why we've been able to retain clients as well as retain our employees. The employees and the customers, it's a family. It's not 25% of the people who come to happy hour, it's 100%. The people make everything happen.

Mr. Brosowsky: Is there one word that you would use to describe your corporate culture?

Mr. Hill: Family.

Mr. Brosowsky: Cool. Matt?


matthew pittinsky: patterns of interaction

Hi, my name is Matt Pittinsky, and, as mentioned, I am the Chairman of Blackboard. I always wanted to make it big in Hollywood, and since I'm afraid this is probably going to be the closest I get, I will try to make it interesting and entertaining all at once. I really am appreciative to be here.
	My partner, Michael Chasen, and I went to American University together. He has a computer science background. My background is a little more on the education side. I was a student teacher here in the District of Columbia, junior high school social studies, and that is where I expected myself to be right about now.
	When we started the company, we had never heard of the phrase “venture capital.” We did not know what an “angel investor” was. In all honesty, we wouldn't have known that America Online was within driving distance. This was in June of 1997. Probably the wealthiest person we had ever met was our dentist, and, as you might imagine, it is kind of hard to give a good pitch when your mouth is clamped open. 
	All of this was completely foreign to us, and it will tie a little bit into our principles in the corporate culture. What we found was the most wonderful social network in the entire world sitting right in this region, willing to grab us by the back of our necks and throw us into it. For example, the lawyer who introduces us to the accountant, the accountant who introduces us to the venture capitalist, who introduces us to the angel investor. There was a lot of that, in fact, because 99.9% of them said no in our funding search. This social network that Netpreneur personifies is where I learned. That’s why I encourage you to ask a lot of questions. The truth is, we editorialized and we asked questions just to get our name out there.
	If you ask me: What is the biggest change in all of Blackboard's history? It wouldn't be a revenue milestone and it wouldn't be a capital-raising milestone. It would be the milestone when we moved from one floor to two floors. Now we have four floors and several offices and all that good stuff, but that time when we moved from one floor to two is still the biggest change I think I've ever experienced at Blackboard. Before that, when we grew, we took over the suites to the right and left of us, sort of like paying a game of Risk. Eventually, that didn't work and we had to head in a different direction. When that happens, you start running into people in different ways. All of a sudden, since the executives happen to be here, it’s an “executive floor,” and this one becomes a “development floor.” There are different lounges on each of these floors. The way that people interact with each other changed, as did the serendipity that ends up becoming a huge piece of how information flows. It became the drop in the pond, and the ripples that came out led to formalizing our organizational structure and our communication flows. We now have monthly meetings which we call First Fridays, although they actually never happen on the first Friday of the month. We have quarterly meetings. We do a lot in terms of information flow and the organizational structure because we moved from one floor to multiple floors. This is definitely an art, not a science, and something we're learning a lot about. 
	In preparation for this event, we were asked for a word that characterizes our corporate culture. I don't know if I can get it down to one. To me it's two words, “client relationship.” The reason why is that client relationship is what we do. We're an e-Education company. We provide the software that schools, colleges, and universities use to harness the power of the Internet to improve student outcomes. Whether that means involving parents in the teaching and learning process, or delivering courses to students who can't attend physically, or just creating a third dimension on campus, it's about improving education. Education is an $800 billion industry in the United States, and it's a $2 trillion global industry. If you imagine just 10% of education changing because of the Internet, that is going to be an $80 billion opportunity. It's going to be the virtual biology lab instead of textbooks, a distance learning course instead of coming onto campus, and all sorts of ways in which the education is going to change. If you are dealing with that kind of a big bang, by definition, you are the smallest you are ever going to be, and the industry is the smallest it's going to be.
	To be honest, 10 years from now we are probably going to look back at the Blackboard of today and say “Holy cow, how did we create this company on that product?” I don't want to put our products down, they're great products, but will it turn out that this was the big idea that actually made Blackboard hugely successful? It's reminiscent of Microsoft. Microsoft started developing programming languages. Never would they have imagined that they would ultimately be the company they are now because of operating systems and applications and now Web services. We're always cognizant of that. What makes us interesting is not the product that we sell today, but the client relationships and the trusted brand that we are creating with schools, colleges, and universities. As this market changes, they help identify the products and services that will grow Blackboard into a billion dollar business. We will be the one they collaborate with, the one they'll try things out with because it doesn't always go well the first time around. They'll give their ideas, they'll share, they'll partner. We'll be the first one they come to. We want to accomplish that in our corporate culture, in how we answer the phone, how we sell, how we describe ourselves to our neighbors. We wear a Blackboard shirt at a gas station and someone comes up and says “Wow, my kid is using your product.” If we're able to describe ourselves in a way that shows investment in our client's success, we build that relationship, and it's going to be at the core of everything we do.
	How does that manifest itself tangibly? In small ways, like our orientation, which is a very long orientation. Everybody gets a book called The University: An Owner's Manual by Henry Rosovsky, the dean of the faculty of arts and sciences at Harvard. It's a wonderful book about the flavors of higher education. Does the average developer care about that? Yes or no. Does the average salesperson care about it? It probably helps with their messaging. It’s just the symbolism of doing it. You would be surprised how many people in Blackboard actually read that book --at least who tell me they do, since I am the one that hands it out at orientation -- and how it infiltrates how they think about things. 
	So, for us, it's two words, “client relationship.” It’s not about being a product-centered company, or a technology-centered company, or an IPO-centered company. Which is good, because we haven't gone public. Building that kind of corporate culture has helped in the ups and downs of the last couple of years. It’s been about building a company that is invested in our client's success. 
	My last piece is some rules of the road, and I just have five very brief ones. The first is about the power of the pitch. It's obviously the key to raising financing and a lot of different things, but you have to have the power of the pitch to be able to describe what it is that the business is about and how it's going to transform the world. I think that webMethods is a great example of that, and I’m not just saying that because we're on the same panel. I've heard their executives speak in lots of places, and, being a technology layperson, “B2B integration” is interesting, but it’s probably hard to make it the sexiest thing in the world. At least compared to education. Everybody can initially get involved in education having been at school or university. But every time I hear the webMethods talk, it is sexy, it is exciting. You understand how webMethods technology really can change the world, even if it is very specific in its applications and only some people truly understand what it does and why it matters. It’s important to have the power of the pitch, not only externally, but also internally. 
	Second is: Know your industry. In our case, it is the university. Many entrepreneurs say, “I want to be an entrepreneur. I'll start a company and learn the industry second.” You have to have passion for the industry.
	Third is being able to stay true to your business model. When we were raising venture capital, there was one day when we went to a VC in Northern Virginia, and he said, “Okay, you're a software company. Do you guys think you'll make a lot of money in services?” We had worked at KPMG Consulting. We said, “Yeah, we think that is one of the great things about the business model. We sell them software, then we can follow it up with professional services and grow the client relationship.” It just seemed to make sense. He came back at us and said, “I think that's a terrible idea. It's hard to hire the people, there are lower margins, there’s project liability, it slows down the growth of your software in terms of market proliferation. Stay out of the software services business.”
	That same day we went to Maryland and met with another venture capitalist who said, “You guys are in the software business. Do you think you'll be in the services business?” Not being complete idiots, we said, “Oh, no, we don't want to get involved in the services industry. It slows down the scalability of the software; you know, it lowers the margins. We worked at KPMG. We know how much of a dog that business is.” He said, “Well, I think you're crazy. Services are an incredible way to grow a client relationship.”
	That’s really true. Particularly in the ups and downs of the last couple of years, you could get really excited and head in lots of different tangents. You can follow lots of different people’s advice that will just confuse the corporate culture. It will confuse the staff. You want to be focused, and you want to have an integrity around that focus. 
	Fourth, never underestimate how much people are willing to help. You can’t imagine what someone inside your company did before they came. The kinds of experiences they have, the people that they know, it's just amazing, and it's probably not on their resumes. I spent a year growing Blackboard before I realized that our Chief Technology Officer was the son-in-law of a very significant venture capitalist in the region. It didn't actually work out, but I never even thought to ask, because financing was my activity at the company. There are so many different stories like that of people willing to help. It also goes externally. Netpreneur is an incredible example of it. There are so many ways in which people have helped us.
	Fifth, let information flow. We have monthly meetings, quarterly meetings, I send out emails to the entire company four or five times every couple of months. Just let the information flow. 

Mr. Brosowsky: Thank you. Caren?


caren dewitt: the most important thing you have

Thank you. When he said that we represented small, medium, and large businesses, Jeremy couldn't have known that I'm incubating the next early stage startup on behalf of the webMethods team. That roll-out is due in June.

Mr. Brosowsky: That is not what I meant at all.

Ms. DeWitt: We actually conceived the idea for the webMethods product back in late 1995. My husband and co-founder, Philip Merritt, is the CEO. He has a background in software engineering and management, and I have a background in marketing and management. It seemed like we had found another great way to express our partnership, and we did. 
	We were living in Australia at the time. My husband is from Australia, and we had moved there because one of our dear family members was terminally ill. It's interesting that when your priorities are right for you, things have a way of working out. We spent a year and a half there, and, towards the end of our trip, we conceived this idea for the company. We knew that if we were going to launch a software company, we needed to do it in the US where the dominant market exists. 
	We started making phone calls to friends and family to get some money and investors into the company. We spent many, many long hours walking along the beach near where we lived in Melbourne, and I recall that we spent as much time talking about what the company would be like as we did about things like who we would target for early investors and early customers, what the product would be like, and how we would solve customer problems. For us, it's always been a very holistic picture about what the company would be. That was good because what I've learned over the past six years is that the culture is really the most important thing that you have. You need to have a clear understanding from the outset of who you want to be and what your company is going to be like, because it affects everything from the very beginning, including all of the people that are involved in your company and the companies that you choose to accept venture capital from.
	It's funny to hear me say that because we were rejected by “the best and the brightest” venture capital companies from around the globe, particularly in Silicon Valley, Boston, New York, and even here in Greater Washington, DC. I'm glad that we were rejected by some of them because they did not share our culture. If we had, I don't know that our company would have survived intact the way it has now. Some of these folks just didn't share the same values that we did for a corporate culture. In our discussions with companies that we have thought about acquiring, we have come across boards that are diametrically opposed to their management teams, for example, so it's very important that you consider all of the people that you get involved with. The network really does work in the way Matthew said -- your accountant will introduce you to the lawyer you will use and so on and so forth. 
	We were incredibly fortunate that one of the companies that decided to make the first major investment in webMethods was FBR Technology Venture Partners. It was the first venture fund that they started, led by a wonderful man named Gene Riechers, who is above reproach. I highly recommend that whoever you get involved with as your advisors, board members, accountants, legal team, and others, that they be above reproach. By that I mean that they have high, high levels of integrity, that they are not arrogant, and that they care as much about your people and your vision as you do. We were very fortunate in that. Even prior to meeting Gene, we met a very fine man named Jack Lewis, a partner at the law firm of Shaw Pittman, another incredibly fine man who has done so much for this region. We actually met Gene through him. You'll never read about Jack in the newspapers, but he has done incredible things for this region in terms of technology. 
	As the company grows, naturally you want your management team and those early folks on board to share your values. It should have a lot to do with integrity. I want to emphasize that because there is a lot going on right now that is affecting our business -- your business and my business, especially publicly-traded companies -- because of a lack of integrity. We all read about it every day. We read about Global Crossing, we read about Enron, we read about Arthur Andersen. I apologize for those of you who work for Andersen. It's unfortunate that a small few can derail a lot of great activity.
	Those of you who want to start a company or join a startup, you will lay the foundation of the corporate culture at the outset. As the leaders, you will have a lot of influence over it as the company scales and grows and becomes something different. In the early stages of webMethods, I had a Post-It note in my cube -- by the way, we all had cubes. We still do, although we're nearly a thousand people in 11 countries. Most of our offices, including the headquarters in Fairfax, have cubes. That way we can retain the openness and collaboration. Interestingly, we don't have cubes in Silicon Valley. We acquired a wonderful company out there called Active Software, and they had offices. The culture is a little bit different. We are working on how to transfer some of what we've learned in Fairfax out into Silicon Valley, recognizing that it's a totally different geographic region with different nuances than Northern Virginia.
	Anyway, getting back to the Post-It in my cube, it was Margaret Mead's quote, “Never doubt that a small group of people can change the world. Indeed, it is the only thing that ever has.” I can't tell you how much that motivated my team and me, because there are so many obstacles when you are starting a company, such as 30 to 40 venture capitalists rejecting you or getting your bank account down to $33 -- which is indeed what happened to us in addition to maxing out all of our credit cards. We really had a passion for and a belief in what we were doing.
	As the company has grown, we now have an employee handbook, which is what a grown-up company will do. In our employee handbook, the core values of our company surround the Golden Rule. We selected that because it's very simple, it's easy to understand, it cuts across all cultures and belief systems -- we have a thousand people who come from all cultures and belief systems -- and it actually works. If you follow that rule, if you try to treat your customers the way you want to be treated, as well as your colleagues, your partners, and even your competitors, it's going to be a win/win situation. 
	Another things we have found that works, as Matthew was saying, is communication. From a very early stage, we did monthly meetings with the whole team where everyone from each division would report on what was going on. We also continued to reiterate the core values and the core criteria, for example, that people are very, very important.
	Our hiring practices were critical, and we definitely wanted to recruit and retain the best and the brightest. We had three guidelines for hiring, and people would develop their own posters and post them all around their cubes with our hiring criteria because we were ramping up so quickly. It had three simple ideas. One was that we wanted to hire people with what we call “neurons in excess.” We only wanted incredibly smart people, not just nice, reasonably smart ones. Second, we wanted them to be incredibly passionate about working for webMethods and about what they did. We felt that if we had to sell too much to get them on board, they probably weren't the right folks for us. If they spent too much time talking about their stock option package, if that was the dominating thing in the recruitment interview, they probably weren't for us because this was not about making a fast buck; it was about creating a company with long-term value. Even at the highs and lows, we always said to our employees, “Don't look at the stock price.” Believe me, when we were up at $300 a share, which was absolutely unbelievable and something we didn't invite, we would say, “Don't focus on the stock price.” That was good, because, when it started to go down, we were very consistent in that message. 
	The third element of our hiring criteria is that people had to have high levels of integrity. If there was even the slightest red flag, if there was a reference check and things didn't add up, they couldn't work at webMethods. That stood us in very good stead. We've had a very low turn-over rate, and we've had a very high retention rate and high satisfaction level among our employees.


the panel: colloquy

Mr. Brosowsky: I have a question that I'd like to start with. Caren, you and your husband, Phil, started webMethods, with two others in a basement. Matt, you and your partner had an idea and launched Blackboard. Andrew, you said that you had several partners that you worked with to launch DevElements. Can you each pinpoint for me a moment when a culture was born?

Mr. Pittinsky: Can the answer be no?

Mr. Brosowsky: The answer can absolutely be no. My question gets to the fact that it's a very different thing having five people in a basement than having a thousand around the globe. It's a very different thing when you move from one floor to two. What I'm curious to know is whether the culture that is born when there are five people in the basement, or two people with an idea, or a bunch of partners getting together, the same core culture when you grow to become a thousand-person public company or a 30-person startup. Where does that seed come from?

Ms. DeWitt: That is a great question. I think that the culture starts right away because it's who you are. At the beginning, when there is a small group of people and you are the focus of the leadership, it's who you are and what you believe. That is why it's important that you think about it, so you can articulate it and make sure that the values you hold dear are the things that carry you through as the company grows. 
	We recognized that our culture is really important, which is why we had certain hiring criteria. Also, as we grew, we would continue to communicate what that culture meant. An interesting event for us was our first high-level termination. We had recruited somebody from a very, very well-known enterprise software company who had come with great brilliance, but, also, undetected by us, habits that were very corporate and political. This person started to undermine other people on the management team and was let go because we weren't going to tolerate that. It didn't matter whether that person could deliver to the bottom line if they couldn't also foster the culture that we were interested in. 
	As the company has grown, we have looked for lots of ways to do that, the cubes being one. We also set up a kind of “think tank” within the company in which we gathered some of the software developers who were very attracted to an early stage startup. The types of people who will work for a startup are different from those who will come once you're a publicly-traded company. You need to constantly listen to your employees and find a way to reach your constituents in your company. We started this little think tank incubator in the office of the Chief Technology Officer, and it was actually some of the same people who helped grow the early product at webMethods. They're having a great time because they're in this little bullpen. They don't even have cubes, which we couldn't afford initially. You just keep recalibrating and staying open to new ideas.

Mr. Brosowsky: Andrew, you're a little bit closer to the startup experience. Tell me what your experience has been in the two-and-a-half years from seed stage to where you are now.

Mr. Hill: I think that Caren hit it on the head. At DevElements, in the very early stages, after the four partners came in, we had a very small office space of about 1200 square feet that we lovingly referred to as “The Crack House.” It was right across the street from a place that had dogs outside and guys sipping beers. It was a really bad neighborhood. Anyway, the moment I knew that we had a good culture is when we were attracting people from really big companies like Computer Associates who were tired of the mess and wanted to be part of something different. The first 10 to 15 people that were at the Crack House know what I'm talking about. It was a hardship going in every day, and it wasn't glamorous. Being a startup isn't glamorous. There are a lot of days of Birkenstocks and shorts and T-shirts and just hanging out. I think that kind of created the culture. It's the little things that you concentrate on that create the culture for you. I don't think you create the culture. I think it just happens.

Mr. Brosowsky: Would you argue that culture is an organic thing, and not necessarily something that can be managed from the top down?

Mr. Hill: I think it starts from the top, but, as Caren said, as we grow our culture will change. Our fundamental values will stay the same, however.

Mr. Brosowsky: Matt, I've been to your office, so I know that it is now very fancy, not a crack house. How does it work now that it's not just you and Mike, that it's now you standing in front of the orientation seminar?

Mr. Pittinsky: Culture is formed by the people when they join a company, either directly, organizationally, socially, or however these relationships develop. Hopefully, we personify that culture and it emanates. It's not the kind of thing that you write out up front then people go do it. It evolves organically, and people contribute to it.
	We keep talking about culture in a singular sense, in a monolithic sense. At least for Blackboard, I don't think that is true. We have multiple cultures. One reason is that there are various organizations that comprise Blackboard. Sales, not surprisingly, has a different culture, than Development, which has a different culture than Technical Consulting. The Technical Consulting people are all Mensa types who solve problems and have that kind of personality. I went up there and found this puzzle where you drop a marble and it kind of rolls and then falls down, and then rolls some more, it’s spread out across the entire floor. This is what they enjoy doing in their free time, and it symbolizes that group's culture. We have multiple cultures, and I don't think that is bad as long as it builds on a core culture.
	Additionally, we've acquired five companies. Most were very, very small, but two were relatively large. One of them is in Phoenix, Arizona, a former subsidiary of AT&T. We merged into it a former subsidiary of American Express from South Dakota. Things are very different there, everything from age ranges to the way they think. We have these little blackboards at Blackboard for the name plate to your office. A cutesy idea. Also since people can move around very quickly, you just write a name or wipe it off. People play these jokes, which aren’t very funny, where they'll come and wipe off your name. Well, Mike plays that joke on me. Anyway, we sent these blackboards out, and someone in the Phoenix office, a very well-meaning person, hadn't put it up in over a month and-a-half. When we asked why, he said, “Well, at AT&T they had a guideline that all name plates had to be a certain height from the ceiling, and a certain height from the floor. I couldn't find a measuring stick and haven't had time to go to Home Depot to buy one.” That was their culture. It wouldn't be appropriate to expect people to change immediately. It really is something that becomes much more ingrained as you go along. 
	Mike and I just try to personify it. The fact there are two people in each of us, that we get along so well and hopefully personify teamwork, that one of the reasons why we get along so well is because we know what we're really bad at. It's just good that Mike is good at everything that I'm bad at. Hopefully I'm good at the things he's bad at. People see that, and see that it's okay not to do everything yourself, to rely on other people. You personify culture, but you don't create it. It evolves, and it's definitely heterogeneous as the organization grows.

Mr. Brosowsky: How much of culture is internally driven versus externally driven? We spent a lot of time talking about employee relationships, less on how the culture impacts your relationships with clients. Do they have to be consistent?

Ms. DeWitt: I think they do. I think that you can't control the culture. There are some cultures, sales and engineering are two great examples, where each is a lot of fun in its own way. You have to provide the leadership, however. I am not going to name the company, but I worked at a huge corporation that is kind of a new technology company. The senior folks, like the Chairman and the CEO, had a certain set of values. It was very clear and something that you gravitated toward. As the company grew and grew, they ended up recruiting a lot of folks from the entertainment industry, for example. The culture in the entertainment industry is much more political and cutthroat, so you had a real chasm between folks who had been with the company for a long time and the newcomers who were managing day-to-day operations. The ones who were managing day-to-day operations tended to encourage what they were familiar with, which sometimes might be crossing the line in terms of competitiveness. Competitiveness is healthy, but maybe crossing the line a little bit beyond what is healthy and what you want in your culture. That is one of the reasons why I left the company. It's very important that you pay attention to that, because you don't want to be known for it. The same company got a lot of feedback from other folks, from partners, “You're an arrogant company. We can't deal with you. We have to deal with you, but we don't want to deal with you.” Things like what you sometimes hear about Microsoft, even though there are a great many people at Microsoft who are wonderful and not like that. They sometimes apologize to you for it.
	You want your customers to want to work with you, and you want to help your employees. You want to empower them in terms of training and consistency and whatnot so that your customers want to work with you as well. You can do that. We've had customers who have said, “We love working with you, so we want to give you more business,” just as Andrew was saying earlier.

Mr. Brosowsky: Has that been your experience as well?

Mr. Hill: You communicate to your people, “This is the way we want things to be, and this is the vision.” When we brought people in, we made sure they understood the vision. If you walk through the front door of DevElements now, it's not at The Crack House anymore. First, you see Kevin who is going to tell you the same thing that everyone else will tell you as you go all the way back. In every single office you go to, the people should have the same message. That came through to our clients very early on because we were a small company and we didn't have sales and marketing. I was doing the sales and everybody was doing the marketing, so we built very close relationships with our clients, almost to a point of unhealthiness. They'll call me up on Sunday at 9:00 at night and say, “I just had an idea for something that would be really cool.” That is great. I want to have that relationship, but it would be nice if I had my Sundays off.
	The bottom line is that you have to be there for your clients. We solicited feedback from them. As we grew, we said, “We're going to grow the company to help meet your needs, but we need feedback. We need to know when we bring in those people who are making a negative impact.” Trust me, the client will let you know. They'll say, “This is not like DevElements.” That is what we get. It's not very often, and we correct it as soon as it happens, but people will call and say that. It's important for the clients to understand that you have a vision, and that you're moving forward. Retention is a huge thing. They want to know that the person that is working for you now is going to be there six months from now. A lot of our clients will lose their jobs if their projects don't come in under or on budget, and it had better come in on time. We've been able to replicate that over and over and over again. Our smallest client is now our largest client, and the way we've been successful at doing that is by paying attention to their needs.

Mr. Brosowsky: I want to shift gears for a minute. This is something that I think everyone in this room grapples with to some degree or another, but it doesn't get talked about as much as it could, and that is the issue of diversity. I sat on a panel once for an African-American networking organization, and someone in the audience asked, “Do you think that in this world today we still need corporate diversity officers at big companies?” A couple of people who work for big companies answered, “Well, it's important, so forth and so on.” Then the question turned to me. I run a company of a dozen people. My reaction was, “When you are a very small company, all you're looking for is the best possible people, black, white, yellow, purple. You don't care what they look like, as long as they're smart and hungry and terrific.” Someone on the panel looked at me and she said, “That is why all growing companies are all white.”
	I thought that was a very interesting thought. It was something that I hadn't given any thought to at that point, and I want to turn it over to the three of you to and talk about, especially given that you're at very different stages of development. There are even different rules that apply to a company with 30 people versus a company with 500 or 1000. What are your thoughts, first on the importance of diversity for your growth, and, second, on how you get there if you think it's important. Why don't we start with you, Matt, then Caren and Andrew?

Mr. Pittinsky: It is important, and I think we're a little bit lucky in the sense that we recruit a healthy number of people out of academia, people who are clients of Blackboard, who know what we're doing and have credibility. Fortunately, we serve a relatively diverse client base of people who comprise leadership roles, particularly in middle management across school districts and universities. I'm not familiar with the most recent statistics, but, off the top of my head, I feel pretty good about where we are.
	In all candor, I don't think that we ever consciously described those issues in our recruitment processes. I would repeat what you said, which is that we are looking for the best possible people to fill the roles. However, as Caren mentioned, the way we define the best possible person was never been just about the job, it was the whole person, including some of their experiences. Maybe that is why we ended up with the mix we have, which is fortunate. The logical recruiting pool we draw from happens to be a little more balanced than if we were more of a generic company.

Mr. Brosowsky: Can you give me a sense as to the scale of diversity? Can you tell me what percentage of your team is minority?

Mr. Pittinsky: In all honesty, I can't.

Mr. Brosowsky: It's not something that you focus on in terms of numbers, necessarily.

Mr. Pittinsky: There are other people who probably do, Michael, in particular, but in my role I've never come across that number, or know it off the top of my head.

Mr. Brosowsky: Caren, what about webMethods?

Ms. DeWitt: I know that we would not tolerate any discrimination. That would just be against the core of our value system. I think we have at least 30% of our company that is non-white, depending on how you classify white. I don’t know if the person that you were talking to on that panel, Jeremy, had a lot of familiarity with software companies, but they tend to be very diverse. If you were to look at most software companies, you would see a rainbow of people from all over the world, from here, from developing countries.
	For us, it's an interesting thing, because we definitely see diversity as including gender. I think that webMethods is unique in the software industry in that almost half of our management team are women. Some of the key roles that usually go to men went to women. For one thing, the co-founder is a woman, that is not as frequent as we might hope, that women are starting technology companies. Our Senior Vice President of Product Development is a woman and she has a great many people on her management team that are women. Our Chief Financial Officer is a woman, our Senior Vice President of Global Alliances is a woman who is in charge of our partnerships the world over. We don't see color, we don't see gender, we just hire the person that seems to be the best one to meet the objectives of our company, our customers, and our investors.

Mr. Hill: I would agree with Caren. Even though we're a 30-person company, I think the same rule applies. We certainly don't discriminate. We look at every single candidate that comes through the door. As we grew and started looking at outside people, and it was just whoever's resume was coming in. We would go through 200 resumes and interview four people. On the resume you don't know if they're black, green, red, yellow, white, purple. It doesn't matter; it is the person. You find technology interviewees by looking at the resume, then you talk to them on the phone, then you bring them in. Most of the time we don't know what the person's background is, just whether they're male or female. I wouldn't say that we have a policy where we're trying to diversify, we have a policy that we want the best people working here who understand the vision. It's that simple. It doesn't matter.

Mr. Brosowsky: My question to follow up on that is, has that led to a diverse team of developers?

Mr. Hill: Sure. Absolutely. Most of my years of experience were as a consultant, doing the code and being a programmer. I worked with three different females in eight years, and I hired two of them.

Mr. Brosowsky: There were three?

Mr. Hill: Three senior programmers who were at the top. I probably worked with 25 or 30 other females in the area, but the top people who I felt closest to, one was my biggest partner early on, Bonnie, who is still a partner with DevElements. The goal from our perspective is to find the best people who understand what it is we're trying to do and who will fit, because the wrong people will be poison in a small business.

Ms. DeWitt: I would add that we recognize that one of the issues with this has to do with the pool of available people. One of the things that we did, which we thought about from the very beginning, is that about a year or so ago is we started the webMethods Foundation. Its core goal is to help underprivileged people achieve their potential in the areas of housing, education, and healthcare. Last year we focused on housing. That role actually helps to create a larger pool of educated folks from various races and ethnic backgrounds. This year we're focusing on education, and we’re very excited about that. We knew we couldn't tackle everything at once and become expert in everything, so the first year it was housing to get our feet wet, the second year, education.
	Of course, education is key in this discussion for getting folks up to speed and qualified, and for leveling the playing field for folks in underprivileged circumstances. Not to embarrass Mario, but he's been a great mentor to us in this. We were part of a group that invested in Mario's Venture Philanthropy Partners, which is also very focused on this at a much higher level and has a lot more horsepower behind it. He's been a great leader and example.


the audience: q&a

Mr. Brosowsky: Consider that the previews, now the feature presentation, your questions.

Audience Member: I’m Max Chapman with Software Technology Magazine. Looking back on your earliest rounds of venture capital, what signs or characteristics would you now say could have helped you skip the venture capital offers that didn't go through and go straight for the ones that did?

Mr. Pittinsky: We met with hundreds and hundreds of venture capitalists. You never knew there could be hundreds of venture capitalists, but there are. 
	I have two answers. Part of it is the stage of development. You look at yourself in the mirror and your mom says “You are worth a million dollars,” but you probably aren't. At least not when we were starting the company, so we spent all of our early time focused on venture capital when we really should have focused on angel financing. Ultimately, we hit some growth milestones and focused on growing the business. The purpose of the business is not to raise money, it's to do business. We grew the business a little bit, and it clicked in the venture capital community. For us, the thematic lesson was that, as wonderful as you think you are, as often as these websites say that they will get involved with two 25-year-olds with a good idea who are just starting a company, they really don't. Unless you are Bill Gates or somebody like that.
	To be honest, in five rounds of financing, I never developed the ability to look someone in the eye after a meeting and really understand how it went. I've had meetings where we walked out thinking it was a slam dunk. They're articulating the story better than we did, they know the industry, they have all these portfolio companies that are incredibly synergistic. We were funny, witty, charming, . . .

Mr. Brosowsky: Not to mention good looking.

Mr. Pittinsky: . . . good looking, and then we never got a phone call back. Then the one that actually led our first round of financing, Novak Biddle Venture Partners, like Caren and FBR, I just can't say enough about them. They are wonderful, wonderful investors, and wonderful, wonderful people. In particular Jack Biddle, who has this image, probably well-deserved, of being a tough guy, kind of crusty. We met him, and he is not warm and fuzzy. We thought, “Man, that just went horribly.” On the way out he asked us, “Would one of our advisors be recruitable as a CEO?” Since Mike and I were co-CEOs, we didn't think that was necessarily the best sign, only to find out that he went back and thought it was the greatest thing and recommended it. They ultimately turned us down at that point, but a half year later they came back and saw the growth and led that round of financing. Since then, there is nobody I would want to have on my island more than Jack Biddle. He is a tremendous bulldog on behalf of his companies. He's just a wonderful, wonderful person who is incredibly nurturing, just the opposite of that image. I was never able to develop that lens, and I would be blown away by somebody who could. Part of their job is not letting you know what they think.

Ms. DeWitt: Can I just add that you don't necessarily want to skip that phase, even though it's very time consuming. You learn so much from the venture capitalists, even those who reject you. We had a couple of them kind of adopt us. They never invested any money in the company, but they provided great advice and introductions throughout. They became cheerleaders and champions for the company, and we learned a great deal. 
	The other mistake you can make is when you only want to talk to the name brands, the big ones that everybody has heard about. The company that invested in us was a regional firm, FBR, and I think it's worthwhile. Another thing is that conditions are different from cycle to cycle. When we were seeking funding, profitability was not that important, scaling and market share were. It's different now. Getting profitable much quicker is more important. If you can get to profitability without huge amounts of dilution, go for it, but it wasn't possible in our day to achieve scalability and market share without a lot of outside investment.

Mr. Brosowsky: Andrew, as I understand it, you built your company without taking venture capital, correct?

Mr. Hill: Yes.

Mr. Brosowsky: More power to you. William Jordan of MelaNet had this question about inflection points: At the moment when you feel that your company is either going through the moon or it's going down, how does a culture handle that? I guess the first question is, have any of you had those moments?

Mr. Pittinsky: Lots. We've had both. Like it's six days to go and we're not going to make payroll. We're well-capitalized now, in case there are any current or perspective Blackboard staff in the audience, but we've had those hair-raising situations. There is always a cadre of people who are aware of it because they're in the finance group or involved in the capital raising process. It's not something you can keep secret. For me, the power of the culture, in part, was that people stayed focused. People kept that information relatively close to the chest. They respected that, and they still had confidence and belief in the long-term growth of the company.
	As Caren mentioned, it's important to be consistent when the stock is all the way up, then down, and up and down and up and down and up. We have private stock, so it's not up and down, but there are other ways of measuring people's perceptions of our fortunes. A lot of it is just prestige. When you’re in a community one day and people say, “Wow, you work for Blackboard? That's great.” We've been able to build a little bit of a buzz in the region. Other days, people say, “Oh, you work for Blackboard? You guys are probably going out of business.” The important thing is to be consistent. If you are consistent in both situations, you have the ability to take the high road, and I think that is exactly right. 

Mr. Brosowsky: A member of our audience, who did not sign their card, has a very good question that I want to put to all three of you: Given what you know now, from the time that you started the company until today, what is one thing you would do differently from a cultural perspective? Caren?

Ms. DeWitt: That is a tough one.

Mr. Brosowsky: That is why it's a good question.

Ms. DeWitt: Yes, that is a good one. What would we do differently.

Mr. Brosowsky: Would you like to share your name? 

Audience Member: Sure. Tasha Tilock, with Cultural Axis Partners. Thanks.

Mr. Brosowsky: Thank you.

Ms. DeWitt: Cultural Axis Partners? They could probably answer that question very well. 
	What would we do differently? Well, you have to think in terms of your successes and failures, and the biggest challenge comes once you start to grow rapidly. Some things were happening in our culture, like a grapevine developing. I know it sounds naive, but we didn't want a gossipy grapevine at our company. We saw things like that developing, so what we did -- and what we could have done sooner -- was to get the next couple of tiers of management more involved in the strategy of the company. We started to do these off-site meetings once a quarter for the senior management team, where we spend a few days talking about the business, the problems, moving forward, recalibrating, and whatnot. We started to take the next couple of layers of management and put them in a room. We said, “These are the five issues facing the company.” They had some mentors on the senior management team. We said, “Break up into groups and help us solve these problems.” It did a lot of good things for us, including reminding all the other leaders in the company what the culture was all about and what the business goals and objectives were. It also helped them know that we were listening and that they had a role to fulfill in the company. As the company grew bigger, it wasn't turning into just another job. Third, it helped us identify the next couple of generations of leadership, which is very, very important if you want your company to keep growing and succeeding.
	To summarize, we should have gotten more layers of the company involved in the strategy and problem-solving of the company sooner than we did, but we did it, and it helped turn around some of the problems that we were seeing. 

Mr. Hill: For the most part, I wouldn't change anything about the culture. I think I would change a couple of things that I might have done differently early on. I would have acted sooner in a couple of situations. Earlier, I talked about how the wrong people in an organization could be poison, especially with a smaller company. It's harder when you have so many people to see the one person coming through the door who is going to be trouble. There are a couple of times when I sensed trouble that I should have stepped in a lot sooner. As a result of that, I think it made me more aware, it made me concentrate on making sure that I didn't make the same mistakes again. It goes back to making sure that you bring in the right people. Like I said before, culture is just something that happens. You control it at the very beginning, but then it takes on a life of its own, so I don't think I would change anything about the culture, I'd just change some of the things about me.

Mr. Pittinsky: A very similar answer. It sounds harsh, but it was not acting quickly enough about people who didn't share the values, who were political, and who were spreading that within the organization. You can't underestimate how quickly and how decisively you need to act. You build people up in your mind because you recruit them, you're excited, they're perfect, you make a big deal about them, then you can't imagine life without them, so you take the shortfalls. It's so hard to realize that the person just isn't the right fit. It may be nothing about them, just not the right fit, but you have to act quickly when you see it. Inevitably it is the right thing to do if the person isn't a match for the culture.

Mr. Brosowsky: If there is one thing you want everyone in this audience to go away with, what would it be?

Mr. Hill: I think that the one thing to walk away with is that if you focus on customer service and employee satisfaction, it will make you profitable. It's not focusing on the money or the other things that just aren't important. If you are focusing on the things that are really important, which are the people who do the job, and the people who make having a job feasible, a.k.a. the customer, you have your priorities right. And, as you grow, remember how you got there.

Mr. Pittinsky: This may sound a little bit Apple-ish or Steve Jobs-ish, but build a company with an identity -- your brand identity, your logo, your values, your culture, the way in which you describe your company and yourself. Build a company with an identity, because it pervades everything else in terms of recruiting people, retaining people, motivating people, and building a culture. Organizations have identities. Either it's going to evolve organically, or you can try to shape it against your values. Focus on the company's identity, don't take anything for granted, and be creative with it.

Ms. DeWitt: I think that the most important thing -- given that you already have a reasonably good idea, that you want to start a business, and that you know who you are and what you stand for -- the most important thing you can do is to surround yourself with the right people. You are learning and growing at such a rapid rate, you are encountering so many new experiences that you need these folks to touch base with. The people I was talking about before, Jack and Gene, collaborating with them, bouncing ideas off of them, that was so important. Choose those people wisely. You get to choose. Even though you're out there scrambling for money, you get to choose who becomes your core advisors. Selecting those people is the most important thing you do once you have your idea, you have your passion, and you have the self-confidence to go out there and do it. Which, of course, I encourage everybody to do.

Mr. Brosowsky: I would like to thank Ben Martin, Mary MacPherson and the rest of the Netpreneur team for putting this event together this morning, and thanks to our panel. Now I'll introduce Mario Morino. 


mario morino: wrap-up

First, thanks to everybody for coming this morning. I especially want to thank our panelists, Jeremy, Andrew, Matt, and Caren, for giving their time. It's a symbol of what you have been saying, your care, and your respect for this community. You are each at a different stage of development, and I know what you are doing individually for the region and for many of the people you've been in touch with. For that, I thank you very much. 
	The subject of leadership and culture is critically important to your success and to your life. I always try to draw a connection between your business and your life because, in the end, you always have to think through why you are doing all this. Why are you killing yourself? Is it simply to make money, or is it to change something in your life status? 
	It was said that culture is organic. While you don't sit down and flow chart your culture, I would argue that you nurture it. If you don't, it will run wild and grow you under. It will become the gossip machine that Caren mentioned.
	Think for a moment. I'm going to give you some names and I want you to picture in your minds the cultures of these companies.
	Enron. What would be one word that you'd use to describe this company? It would not be a good one.

Audience Member: Selfish. 

Audience Member: Greedy.

Audience Member: Sharks.

Mr. Morino: You're all being kind. I won't tell you mine because we are on public record. I think the nature of the business has been deceptive to its people and its clients. It goes to the core of the problem of a lack of values. We're seeing tremendous and devastating impact on the business community, and many good businesses are being tainted by association.
	Here’s a company that has done very well. I'm going to take you to the early '80s, and give you the name: Oracle. 

Audience Member: Arrogant. 

Mr. Morino: Right. Arrogant. And draconian, because there was a time when they dismissed people without a second thought. If you missed your numbers, if you missed your targets, you were canned. It created such a ruthless mentality within the sales divisions, that you can come to your own conclusions about what type of behavior this kind of pressure motivates. 
	Andrew mentioned recruiting from Computer Associates. I'm not saying that is good or bad, but when you describe CA, I don't get a good vision. I respect Charles Wang and I respect Sanjay Kumar for what they have achieved, but I also understand the inherent disdain that CA has shown for their clients. That is the one word I always use to describe them.  
	Microsoft. What is your view of Microsoft? At different levels I actually have a lot of respect for the firm, but I have always described them this way: “legally ruthless,” meaning ruthless within the extent of the law. I guess that’s debatable, now, but there was a time when if you ever sold a business or did acquisitions with them, or dealt with them otherwise, you'd have been wise to remember that term, “legally ruthless.”
	Terms like those are stigmas for those businesses. You also hear other terms and get different views of companies like SAS in Raleigh, North Carolina. Jim Goodnight is clearly cultivating a culture that borders on being “benevolent.” He’s a remarkable stanchion of the North Carolina community. The company is still private. They have their own Montessori schools. They built a $30 million school for their employees and community. There is a remarkable conscience in the company, and it emanates through all aspects of the organization.
	Cultures are real, but they are organic, and you nurture them as a leader. Caren said it very well, and all of the panelists epitomize the fact that culture starts with you. When you are starting a business, by definition, you are the culture. The question is, how does that culture grow and change over time? I believe that your challenge is to create a petri dish. You are going to define what goes into the dish, therefore you are going to affect the culture that comes out of it. You can't control the culture, but you can control how it gets seeded and grows.
	How do you do that? First of all, by example and execution, by what you do, day in, day out.
	I was with a gentleman recently who was talking about being on calls with me. He said, “I can't get over how polite and courteous you are to people.” Many people don't agree with that, by the way, but if you went back to look at how we did business, courtesy and politeness and respect were always driving factors. He was describing it like it was something special. I said, “That's what I should do. Don't compliment me for something I should do.” You are just treating the person with respect. 
	Who you hire, that’s what ultimately defines your culture. You need people who will both fit with and will help you change your culture at different phases. You do that consciously, and you do it holistically. Caren used the word “holistic.” I think it's a very important point. I can tell you about times I made the mistake of violating it, and I got chewed up. We used to have a veto process in hiring, in the development team, in particular. I'm an ex-developer, too. We thought that chemistry was so vital that if anybody among our core group of 20 people said no to a candidate, they didn't get in. You had to really climb that wall to make it into our team. There was a guy we were recruiting, many of you may even know of him because he became quite famous in his own right. Everybody said no to him, but I hired him anyway. I was right about how good he was, but, boy, he did not fit us. He caused an awful lot of pain for a long time in the company. That was my mistake, and I wore it for a long time. 
	We talked about execution and example, but the other way you drive home culture is by reinforcing behavior that supports the culture. For example, that means not only rewarding the sales team that brought in their numbers, you also reward the sales team that created good will or exceptionally positive reaction or respect in the marketplace by how they dealt with the client. By recognizing them, you're demonstrating your convictions and how important the culture is to you.
	Andrew said something very important. You are going to spend enormous amounts of time with people, so you want to be able to go to dinner with them or have a drink with them. You don't make it an iron-clad rule, but the reality is that you are going to be spending long hours every day with these people. If they don't fit the model, this marriage is going to break up. You’d better be able to get along with folks, and it’s absolutely critical in the early stage. 
	Matt made a very insightful comment, that there are multiple cultures in an organization. You want to make sure that you have a core culture that you nurture and advance and hire around that reflects the central values of who and what you are, but you will get different cultures around that core. Respect those different cultures. The technology group and sales group will have remarkably different cultures. There is no question about it. I remember, it took me a long time to understand that. I was doing a mind trip on our development group to understand and respect the sales culture, but, for a long time, my stubbornness as a technical person limited our growth. I couldn't understand the nature of the salespeople, the respect they needed, or how they were motivated. Once we got over that hump, we became a different organization. It was a different culture.
	I don't think that there is an internal/external culture difference. If there is, you have a big problem. It means you are a “suit.” If you are not the same on the inside as the outside, there is something wrong and you have violated a basic value structure. Respect and honesty are as imperative with somebody inside the business as with clients.
	Jeremy asked the question: What happens when things go bad? I might as well be blunt: Everything hits the fan. You really see culture when you endure hardships together. It is easy to get along when everything is running smoothly. You don't even know what you have, then. It's only when it gets hard that you realize how deep and how real your people and your culture are. Or how you are, for that matter. Your stock price goes from $52 to $17 in 48 hours and everybody is in panic mode, everybody wants to take your head off. Or you're still private and you don't know if you can make payroll. Or a contract you were expecting that was going to change the nature of the business did not come through. Or there has been a major sexual harassment crisis and people are looking to see what you are going to do about it. Crises are opportunities. You demonstrate the true culture and value of your organization when you respond to the hardships and crises you face. 
	You have to back up what you believe. If it's discrimination, if it's dishonesty, if it’s an issue of integrity, you've got to act quickly. When I say quickly, you've got to think it through, of course, to make sure that you do it right, but you have to act with determination because everybody is going to watch you. They're going to judge your value system right then and there. It’s the same as when you release an individual from the company. People are going to judge you. Your values get judged all of the time, so how you execute against them and how you reinforce them is essential.
	Take responsiveness, for example. I believe that any inquiry coming into the organization should be responded to within 24 hours. No exceptions. Whether it’s a call from customer support or a call from an executive, it doesn't matter, within 24 hours there should be a response to that call. It’s just common politeness. How do you enforce it? You do it yourself. It's that simple. When you make a sales call or you call on anybody, you send a follow-up note. “Thank you for the time.” You do it all of the time, no exceptions. You are demonstrating courtesy. Regardless of who is hiring whom, you always thank the other person. You try to go on their turf to respect their organization. All of these are symbols, but by executing on them you demonstrate your cultural makeup and the values you're trying to build in the organization. 
	You've got to support symbolism with execution. You want to have the identity Matt spoke of, and you want to live that identity and walk with it every step of the way. People see right through phoniness. They always do. We kid ourselves with our posters about “quality” and “integrity.” Forget the signs. People are looking at you, how you act, and what you do. 
	I want to mention a few other points that were covered, including one that Matt mentioned, the importance of an orientation. You all do it your own way, but when people come into the organization, you have a tremendous opportunity to set their expectations at that moment. You probably should have done it in the recruiting process, but, nonetheless, you have to do it again. It is important to give people the chance to understand the business, its values, and how you do things. Two or three days or a week spent up front will have an enormous payback over time. 
	As Caren said, what is important is that you understand who you are. When you are talking about defining culture, it starts with you and your management team. Who are you? What is your makeup? If you can't define that, you'll never get to your core value structure. People need to know why they're there. It’s clarity of mission and clarity of identity. People want to work for an organization that is good. They want to walk away feeling good about themselves and that there is integrity. They want to feel that they are involved, and they want to have passion. You have to create the environment where the individual has an affinity with the organization and what it represents. 
	Here are some cultural issues we went through at my company. They are not right or wrong, just things that we did. For example, there was a comment about executive row. I always disliked executive rows because they are a cultural and style definition in themselves. It doesn't mean that it’s right or wrong, it's a style. For years, our executives were with their troops, not in an executive row. That was a message we were sending because we wanted to instill teamwork and camaraderie at the deepest level of the organization. It changed, by the way, when we had others with different styles come into the organization. 
	We had a remarkable sense of egalitarianism, although I don’t know if it came through as much as I'd have liked it to. All of the offices were the same. My office had a couch. If anybody else wanted one, they could buy it, just like I did, out of their own pocket. It didn't come out of company money. That was the rule. We did that on purpose, because, right or wrong, we wanted to have it egalitarian. I’ll always remember one company. The CEO and I were walking out of his massive corner office that was probably the size of this hall we’re in now, with a spectacular oriental rug and all of these other wonderful things he was describing to me while explaining how his people -- his people, mind you -- wanted him to have this environment. What he didn't know was that they had to browbeat everybody to buy his birthday gift that day. They couldn't get enough money to buy him a little decanter. They actually had to force people to give the money. But his people really loved him. 
	Caren mentioned the work of the webMethods Foundation, and I want to come back to that. There is a lot of new money jumping up around the country, and a lot of new money people who are making total asses out of themselves. They are coming across too fast, with too many answers, thinking that they know all of society's problems. The reality is that they  know little of the new world they’re entering. I take my hat off to what the webMethods Foundation has done under Caren's leadership and that of Diane Tollefson. They have come in quietly, they have assimilated well into the community with traditional philanthropy (actually, a better job than we did), and they delivered on meaningful programs. They’ve got the real issues: homes, education, children, families. They deserve a tremendous compliment and a thank you from the many people who respect what is going on. They are living their value structure. They are walking the walk. 
	If I think about everything that the panelists said, the word that jumps out to me is respect. Not that they said it, but did you notice that whenever they talked about the people in the company or the clients, it was always with a sense of respect about the relationship. I think that is the basis of everything. Respect gets established by how much of a focus there is on people.
	Everyone talked about it, but Caren said the word: you want to instill passion. People do want to get up in the morning and come to work. You want an environment in which they get charged. You don't want the environment in which people are coming in because they’ve got to be there. You want people busting 70, 80 hours a week because they want to, not because you are trying to force them to. You want that individual with drive, who cares about the work, and you have to create the environment that makes it happen. 
	Two points of caution. First, Caren mentioned the issue of stock price. I was involved in a business two years ago where I was the “old man” on the board. I said, “You are looking at stock price too much.” They looked at me and said, “You are too old-fashioned, Morino.” Guess what? That's right, the crash. You don't look at stock price, you look at the performance of your business. You look at your people. You can't control the stock price. Somebody else decides that number, you worry about the factors you can control and influence. 
	I respect Andrew's point about family, but I would say to come off that. I learned a hard lesson: Companies are not families. Don't ever kid yourself about that. You don't fire your son or daughter; you don't lay off your nephew. You will be forced to do that, and, when it happens, the company is no longer a family. Be honest about it. You can be trusting, you can have a great relationship, you can be supportive, but you're not family. It's a growth issue you go through. I don't mean it to be critical, I just think it's a fact.
	One element that I would encourage you to think about is the term “employee.” When we formed our company, Morino Associates, we wanted it to be small, and we wanted everybody to be an “associate.” We didn't know the wisdom of our way, actually, until later when Tom Peters wrote a piece that caught my attention. He talked about the origin of the term “employee.” Turns out that it comes out of a chattel agreement. It's chattel. That stuck with me. I said, “I don't want to call people chattel.” Anybody who’s been around me knows that we never use the word “employee.” It's a small point, but it's also about how you respect people, both as symbolism and the way you live it. These are small things, but they are the kind of things, when pulled together, that also pull your culture together. 
	The question everybody here is living through, Caren especially, is: What does growth do to you? The real challenge is to maintain and redevelop your culture, or to allow it to grow in positive ways as you grow. When you have 14 offices around the country, some that came through acquisition, let me tell you, you have spaghetti. Your challenge is to go in and instill a sense of core common values over time. Those are the companies that will succeed. The ones that can't do it are the ones that fail. Core values are about how you perform, what you do, how you execute, how you treat your clients, how you treat the people in the company. Growth gives you an enormous challenge. It is what separates the true success stories from the others.
	Culture is remarkably important, and leaders have a tremendous influence on the culture. Over time that wanes, and your job becomes making sure that you have created the petri dish that allows the culture to grow productively, constructively, that rewards people in the organization and respects them.
	I want to thank everybody again for being here, the Netpreneur team for putting on another great program, and, especially, our panel.


