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What if there was a way to quickly diagnose the state of your customers and to 
know exactly what messages to use to get them to implement, work together and 
rally around you and your products.  And, what if this system also worked for you 
in managing your team?  My guest is Dave Logan, co-author of Tribal Leadership, 
the book I’ve been recommending to all of my clients for the last year now.  This 
program is about using Tribal Leadership to build your internal team as well as 
applying the principals to your continuity programs to lock in members longer 
and create a strong culture of success. 
 

• Why some organizations have super-effective, happy people and others are 
miserable people who complain all the time and aren’t productive.  
 
• How to diagnose the type of culture you have within your organization and 
create lasting change.  
 
• The five stages of tribes and how to move your organization from one stage to 
another.    
 
• How to apply Tribal Leadership to membership organizations.   
 
• Attract more continuity members, more customers and keep them longer based 
on the Tribal Leadership concepts.  

 
 



 

Page 3 

 
This program features our special guest: Dave Logan, co-author of Tribal 
Leadership 
 

Dave is a bestselling author, management consultant, and faculty member at the 

USC Marshall School of Business.   

He is author or coauthor of four books, including the New York Times #1 

bestseller Tribal Leadership and Wall Street Journal bestseller The Three Laws 

of Performance.   

Dave has been on the USC faculty since 1996, and served as associate dean for 

four years. He teaches in the Executive MBA, Executive Master of Leadership, 

and Master of Medical Management programs.  He is also on the faculty of the 

American Association for Physician Leaders (formerly ACPE), the Getty 

Leadership Institute at Claremont Graduate School, the Global Institute of 

Leadership Development (Linkage) and over a dozen corporate universities 

around the world. He has guest lectured at many major business schools around 

the world. 

Dave co-founded CultureSync in 1997, a management consulting firm 

specializing in cultural change, executive coaching, and strategy. CultureSync’s 

clients dozens of Fortune 500 companies, major nonprofits, and governments 

around the world.   

He has been interviewed on CNN, Fox, National Public Radio and most major 

networks. His CBS MoneyWatch blog has been read by over two million people, 

and his TEDx Talk (selected as an official TED Talk) has been seen by over a 

million people. 

Dave has a Ph.D. in Organizational Communication from the Annenberg School 

at USC. 
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Every group exhibits language and behaviors that are unique to them. What 
makes certain cultures so effective at innovating change, while others are a 
misery to everyone who participate? How can you change a culture to unleash 
your group’s potential, grow your company and increase membership retention? 
 
I talked with Dave Logan, co-author of Tribal Leadership, about what the beliefs, 
attitudes and loyalties of a group can reveal about its culture, and how to improve 
that culture for better results.  
 
Logan’s insights will lead you to breakout performances within your corporate 
team and to greater satisfaction and membership retention for your association, 
training program, or any other type of subscription organization where members 
interact with one another. 
 

 
The basic building blocks of any culture is the tribe— a group of 20 to 150 people 
focused on making an idea successful, Logan says. Big organizations are made up 
of smaller tribes that join to form a larger tribe of tribes. 
 
If you measure a tribe’s culture on a scale of one to five, and then elevate that 
culture just one level, performance can increase by 300 to 500 percent, he says. 
“It’s the most important thing you can focus on,” Logan says. “Culture eats 
strategy for breakfast.” 
 
To identify a tribe’s stage, look at what the people in the tribe say and do: 
 
Stage One – This tribe believes “life sucks.” Life is unfair, and God just messed 
this up. People in Stage One steal, commit fraud, punch each other in the face 
and worse. 
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Stage Two – This tribe believes “my life sucks.” They behave passively and avoid 
accountability.  They spend their time griping and complaining and do just 
enough work to not get fired. 
 
Stage Three – This tribe believes “I’m great (and you’re not).” People in this stage 
are busy self-promoting and competing with one another. They get very little 
done.  
 
Stage Four – This tribe believes “We’re great (and they’re not).” Think of sports. 
There’s usually a common vision and a common adversary. The team sets aside 
individual egos and takes ownership of group goals.  
 
Stage Five – This tribe believes “Life is great.” There is no “us” and “them.” Stage 
Five tribes are driven purely by values, and that produces world-changing 
innovation. However, they can sound a little crazy and unstable, like the dot com 
companies which said, “We don’t need revenue, all we need is eyeballs.” 
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Tribes at Stage Two feel unempowered. To get them inspired, it’s best not to take 
on the whole group, Logan says. 
 
“The negativity is just too great. It'll overwhelm you,” he says. “They'll make 
sarcastic jokes about you and character assassinate you without you even 
knowing that it happened.”   
 
Instead, find one person in the tribe who wants things to be different and mentor 
him. Offer specific advice, like “Let’s start by getting organized.” Or, “Let’s start 
by setting some goals.”  
“You're not trying to improve the tribe, you're just trying to elevate that one 
person,” Logan says.  
 
After a week or a month, that person moves to stage three and says, “I’m great.” 
But they look at everyone around them, and they all really suck. 
 
“And at that point, you make that person a mentor to someone else in the tribe,” 
Logan says.   
 

 
Think about the sports team that suddenly starts to win lots of games. Their story 
is never about having the best talent, Logan says. It’s about the individual journey 
the players make from “I’m great, and you’re not” to “We’re great, and they’re 
not.”  
 
How do the best coaches and managers get their teams there? Here are four 
strategies: 
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1. Find something that trumps individual ego. Find a common enemy that 
everyone has to compete against. “Maybe the opponent is better organized. 
If the team’s not going to die, they have to close ranks,” Logan says. 
 

2. Identify core values. Find commitments that are more important than each 
person’s individual desire to be the best. 
 

3. Find a noble cause. This is different than a core value. It’s when the status 
quo gets under people’s skin. There’s something that is just not right about 
the industry. There’s some service that people should be receiving and 
they’re not. “It’s something that actually makes them angry and anger can 
be a huge motivator,” Logan says. 
 

4. Build triads. These are three-person relationships where everyone has two 
goals: to build the relationship, and to solve a problem. “There’s an issue 
that they're working on together. But it’s within this context of this three-
person relationship, that makes it become a very, very strong commitment 
for them,” Logan says.  

 

 
Tribal leadership can work for your corporate team, but also for your 
subscription members. How many times do you find a person at your coaching 
meeting who thinks he’s too smart for the room? He says, “I’m great. I’ve heard 
this stuff before, I don’t need to hear it again.” You need an antidote to protect 
your group’s synergy.  
 
Look for a common enemy, find core values, identify a noble cause, or steer 
people into triads. Whether you use it for your membership or for your corporate 
team, tribal leadership creates empowering relationships that increase 
productivity, group participation and member retention.    
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Robert:  Every group of people has a language and behaviors that are unique to 

that group.  We call that a culture.  But what makes some cultures so effective at 

innovating change while others are dysfunctional and a misery to everyone who 

participates?  

Today's program is how to look at the beliefs, attitudes and loyalty of a group of 

people, say that's your team or your continuity program members, how to 

diagnose what they're feeling and more importantly how to change the culture for 

the better.  If you've worked with me or talked with me at all over the last year, 

I'm sure that I've recommended the book Tribal Leadership by Dave Logan.  All 

my coaching clients have read it, folks on my team have read it, and I've sent it 

out to perspective clients to illustrate why they need me helping them to grow 

their membership programs.  And I'm so glad today my guest is Dave Logan, co-

author of Tribal Leadership.  Welcome Dave.  

Dave:  Thank you Robert.  Great to be with you.  

Robert:  Now Dave is the cofounder and senior partner of Culture Sync, a 

management consulting firm specializing in cultural change, strategy and 

negotiation.  Culture Sync's clients include Intel, Collier's International, 

American Express, Prudential and Health Net.  Dave is also a professor at the 

Marshall School of Business at USC.  From 2001 to 2004 he served as the 

Associate Dean of Executive Education and during that time he launched the 

largest training program in commercial real estate and new programs with 

dozens of other organizations from Northrop Grumman to numerous small cap 

financial institutions.  Currently he teaches leadership and negotiation at the USC 

Executive MBA, a program that's ranked fifth in the world, and is on the faculty 

of the Center for Medical Excellence in Portland and International Center for 

Leadership in Finance in Kuala Lumpur endowed by the former Prime Minister 

of Malaysia. 

Dave:  Well, thank you Robert.  It's great to be with you today.  
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Robert:  Well Dave, we've got to cover a lot of territory because your book Tribal 

Leadership is written for large companies who have a large team of people and 

even small teams, but about managing their people and getting them to be more 

productive, and it certainly is something that I've embraced here and applied 

many of the strategies, and so I want to talk through that. But also, I want to also 

translate some of the other things that I've done.  I kind of see it as maybe using it 

like you hear about doctors having off the label uses for different drugs, and I feel 

like it's the same thing.  This is authorized to use with your team, and I've used 

some of your concepts and strategies to help folks build and grow continuity 

programs, build memberships within their customer base. And so, I want to talk a 

little bit about those off the label uses as well.  

Dave:  Yeah.  I love the analogy.  I mean the truth is tribal leadership has gone 

really quite broad, in fact quite far broader than I ever would have expected, and 

so we have a lot of people using it in membership organizations and all sorts of 

things that would have surprised us back in 2008 when we originally wrote the 

book.  So, I really appreciate it and I hope that your listeners get some value out 

of this and hopefully some things that they can apply right away.  

Robert:  Now let's talk a little bit about the big picture.  The transformations 

that occur when a company uses these tribal leadership concepts and is able to 

get their team to be more effective.  I think you tell a couple of stories in the book 

itself but I'm sure in your work at Culture Sync you've seen several other 

examples, but when somebody takes this concept, tribal leadership, and uses it 

within their organization what are some of the transformations that you've seen, 

some of the real benefits from embracing what you're teaching?  

Dave:  Oh well, so many.  Let me just, if I could, tell you what happened since we 

wrote the book.  So, I founded Culture Sync with my long-time business partner 

John King back in about 1996.  We had a couple of different iterations of it but 

basically 1996 we cofounded it.  And then what became tribal leadership is a 

census of a lot of the coaching work that John had done, some kind of personal 

development work that John had done and a focus in corporate culture that was 

the subject of my doctorate at USC. And we wrote the book because clients kept 

asking us to write down what we had learned mostly just in working with people.   
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As someone who spent a lot of time in academia I was also collecting a lot of data, 

far more than John was collecting, so we kind of put all that together, the data, 

the focus on culture and the focus on coaching and personal development and it 

was this great synthesis of what we'd both been doing and that's what became 

tribal leadership.   

And when the book first came out, this was 2008, in hard cover, essentially 

nobody noticed.  We did very little promotion of the book. In fact, the day the 

book came out, I think I was finishing my next book.  I was actually in a writing 

meeting in Miami and it had dawned on two of us in the meeting who were 

coauthors in Tribal Leadership, myself and Halee Fischer-Wright who came on 

as a third coauthor that we should really be doing something. We should be, I 

don’t know, signing books or giving a talk at a book store, or something, because 

we literally hadn't done anything.   

And then just jump forward to 2011 when the book came out in paperback it 

debuted number one in the New York Times list and was out, I mean you couldn't 

find it in bookstores.  It was just, I mean it was sold out and I think we went 

through a bunch of printings right away.  So, the obvious question is what 

accounted for the turnaround, and I wish I could say it was the brilliance of the 

authors or the marketing plan, but the truth is there were a lot of people in all 

sorts of different organizations and parts of the economy that just adopted it on 

their own.   

Two of the famous ones were Tony Hsieh, the CEO of Zappos, they began 

teaching classes on tribal leadership at Zappos.  They began giving copies of the 

book away when people would go on a tour of Zappos.  One of the other ones that 

is a bit more recent, Phil Jackson it turns out was a big fan of it in his coaching 

work.  We know that because when he wrote his last book Eleven Rings the 

chapter one of that book is essentially a summary of Tribal Leadership and then 

he applies it, and he weaves a lot of other threads in there too, but he shows how 

we kept plotting the framework first in the Bulls and then the Lakers and 

presumably now in the Knicks.   

And so, some of the places the book was adopted were membership 

organizations, a lot of community foundations, I mean of all places the NBA 

program at UCLA and I'm teaching the MBA program at USC so that's a little 

ironic.  And so again, it kind of caught on in all these little pockets in all these 

little communities so that's a long way of then letting me answer your question 
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which is what are some of the benefits.  So the bottom line of the book is that if 

you take your culture which is composed of these little things called tribes and 

you measure where they are on this one to five scale and then you elevate them 

one level, so you take them from a two to a three which is common or a three to a 

four, then whatever it is you want, your key results, your key performance 

indicators, whatever you're calling it, then those things tend to increase by a lot 

and depending on the KPI often they increase by 300 to 500 percent.  It's a really 

huge number.   

So, in the early days of the UCLA MBA program Dylan Stafford who's now their 

Assistant Dean of Admission in the Fully Employed Program, and you know, he 

was doing a lot of this on his own.  We didn't teach him to do it we just kind of 

noted that he was using a lot of best practices but he would set up these events 

where people would come and think about getting their MBA at UCLA and they 

would sort of being welcomed into this new tribe or into this new culture and 

suddenly they realized that these are my people.  And there was a time when the 

number of applicants were going up geometrically and if you extrapolate that 

from in 2007 when we noticed it to now you'd probably have to have the entire 

population of the earth applying to UCLA so at some point that's capped out.  But 

you know that's the sort of thing that we see, so it's just massive, massive 

upgrades and results that people get by using a lot of these principles.  

Robert:  And I think it's important to note, I mean you're looking at a 300 to 

500 percent improvement in production without changing the employee salaries, 

without changing the tools, without changing the systems, by changing the 

culture and what folks within the culture are talking about.  And of course, this 

isn't an overnight thing but whether it's your internal team, you know, your 

employees that are working and getting them to triple their productivity or your 

customers who are implementing what you teach or using what you are selling 

them and having them get a 300 percent better results from what you're teaching 

simply not at all because you're providing them more or you having to do more 

but instead by the culture that you create within your customers.  

So, I think it's a fabulous breakthrough, and so let's talk a little bit about the 

stages.  You outlined in Tribal Leadership five different stages and I think this is 

one of the key things that I learned by going through this because this is the 

biggest take away that I took from the book was realizing that there really are five 
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stages and how to move folks from, or a culture from one stage to the next.  So, 

let's talk a little bit about those.  

Dave:  Yeah, sure.  So again, that's the main point of the book, so just a little bit 

of vocabulary.  This is all people need to know is if you think of any organization, 

a membership organization or a big for-profit company and you want to notice 

what the culture is you first have to talk about its tribes.  So, a tribe is a group 

that is between 20 and 150 people.  There's a reason for 20 and there's a reason 

for 150 we can go into if you want but that's the basic building block.  So, if you 

get an entrepreneur working on a business they often say, "I don't have a tribe," 

and I say, "Well, then you're screwed because unless you have really at least 20 

people that are focused on making your thing successful there's a good chance it 

won't be."   

But the key with a tribe is don't just think about people in some formal role think 

about all the informal roles.  So, think about your clients, think about your 

spouse, think about your investors if you have any, think about the people that 

might be sitting on some advisory board or the people that you meet with for 

coffee once a month and you're talking about how your thing is going.  That's 

your tribe.  So again, if you don't have 20 of those people you've got a problem 

and then that goes up to about 150.   

So, if you think of let's say a membership organization as perhaps setting 

chapters well there's a good chance every chapter will be a tribe or if a chapter's 

big maybe it's a couple of tribes or three tribes.  And then the whole thing put 

together is a tribe of tribes.  So that's your culture, the minimum building block is 

tribes.   

So, when I mention these five stages we're not talking about all the culture we're 

talking about of the specific tribes.  So, stage one, so now we're done with the 

heavy lifting, so stage one what they say.  What comes out of their mouth about 

themselves, their work and each other is that life sucks.  And I know it sounds 

strange but it happens in organizations about two percent of the time that you get 

these weird tribes and they will steal things, they will do accounting fraud, they 

will punch each other in the face and do far worse.  It leads to homicide at work 

which is far too common, so you know, bad things.  So, we don't need to talk a lot 

about that other than just to note that it's there and it can be a real problem when 

it happens.   
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Stage two, so now we're moving up a notch, so the theme of stage two is not life 

sucks but it's my life sucks.  And that might not sound like a big difference but it's 

actually huge.  So, if someone says, "Life sucks," they have a generalized kind of 

complaint about all of life that, you know, if the person's religious God just 

messed this up.  Often, you'll actually hear things like that come out of people's 

mouths and you'll want to hear just some graphic discussions at stage one look at 

these videos that unfortunately far too many people have made before they go 

shoot up a place.  Like I think of this kid who shot up UC Santa Barbara and he 

sat in his car and he recorded these videos.  That's stage one.  It's not my life 

that's in disarray it's the nature of life is unfair and so anything they can ride the 

balance even a little bit is permissible and it's very scary.  It's what leads to 

among other things terrorism and again violence.   

But stage two is completely different.  It's just passive.  It's where people avoid 

accountability.  They spend their time griping and complaining.   

So as one specific example I spend a lot of my time traveling and I suspect some 

of your listeners do too, and I'm always amazed, I do try to obey all of the airport 

rules, but quite often I'll get on a plane and I'll reach down and I've got one of 

these computer bags that I travel with, and I'll have a bottle of Crystal Geyser, 

and not one of the little bottles one of those big bottles.  And the reason often that 

they don't catch it is when the bags are going through the machine they're busy 

griping or complaining.  Last trip I took they were complaining about the new 

schedule that just came out.  So again, they're just kind of not looking at things so 

quality is low, innovation is very low, performance is very low, people do the 

minimum to not get fired and that's the case 25 percent of the time.  So, stage two 

my life sucks where people gripe and complain is 25 percent of the time.  

Stage three is again very different from stage two.  The theme of stage three is, 

"I'm great and you're not."  So, Robert, if you and I were to step into the stage 

together I would try to point out to you how in fact I know more than you do 

about what you think you know something about.  You would do the same back.  I 

would do some combination of self-promoting and putting you down.  So, the 

most common things that you hear in stage three are I, me and my.  But 

remember, we're not just measuring an individual here we're measuring the 

proclivity of a tribe and we've probably all been in those tribes where every 

comment that comes out of someone's mouth is self-promoting, we're putting 
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others down and if you just mentally go back to a tribe like that there's probably a 

good chance you noticed there are some amazing people in this tribe and yet so 

very little gets done.  So, stage three is the case 49 percent of the time.  So that's 

the big one.  That's almost half.  

Robert:  And then those tribes can be very, very productive and there's a lot of 

sales organizations that, you know, it's amazing when you start seeing this you 

can see sales training programs that are based on this premise that every single 

one is an individual, that every single one's performance needs to be separate and 

apart from everybody else's and that you have to monitor each person because 

people won't be subjective, they won't be motivated by team goals, and so you see 

a lot of training with this theme, this assumption built in, but it's really only one 

of five states.  

Dave:  Yeah.  Well, in the U.S. in particular a lot of what passes for education 

and training is actually getting people up to a slightly higher notch within stage 

three.  So, if you think you're great hey if you take this course you can be even 

better.  You think you're a good negotiator take this you'll be better.  That sort of 

thing.  And the truth is it happens in universities too.  One of the big reasons that 

people go back and take one of the programs that I teach at USC or perhaps take 

one of the courses that my consulting company offers in many, many, many 

companies around the world is as a result of this I will be better and there's 

nothing wrong with that, in fact, that's really helpful.  It's just not the goal.  It's an 

interim step.  Every person should try to maximize their own potential but then it 

kind of makes sense if you'd look at in the context of stage four.   

So, stage four is not, "I'm great," but it's, "We're great."  And this is where often 

there's an adversary or someone that you're benchmarking against it could be 

another tribe in a membership organization, it could be another location or 

maybe it's another I'm thinking of a couple of membership organizations, I'm not 

going to name them, but they were essentially in the same industry and they were 

always vying for the same people and they always wanted a better keynote 

speaker at the conference than the other one did and there was a point where 

actually both groups would ask me to go in a do a keynote and just you know full 

disclosure required me to reveal that and then suddenly they tried to outbid the 

other and put a stipulation on the contract that I couldn't speak in the other 

group and the other group was doing the same thing.  It was just kind of crazy.  
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That's we're great, so it's not I'm great and you're not, it's we're great and they're 

not whoever they are.   

This makes a lot of sense if you look at sports.  Phil Jackson would often say in his 

book that when the different teams, when the Lakers and the Bulls moved from 

stage three to four whoever they were playing that day is who wasn't great.  They 

weren't in any kind of existential competition with poverty they just wanted to 

beat the other team and that's the case about 22 percent of the time.  And if you 

just think about that transition from three to four then it makes sense why your 

results would go up so far.   

So, at stage three think of a bunch of lawyers working together or a bunch of 

doctors or a bunch of college professors, those are classic places where you see a 

lot of stage three, there's no gelling together, there's no vision, there's no sense 

that we're working on things together.  You'd probably look to the person in the 

next office as frankly being an idiot and they're probably looking at you as being 

an idiot, and so you just kind of ignore what they do and you focus on your thing 

and then when someone comes in and says, "We're going to pay you according to 

what the person next door is doing," you say, "I don't want my compensation tied 

to that idiot," and of course they're saying the same thing.   

But at stage four there's this ownership of the group and the group goals and if 

you want to see why this is so important again look back at Phil Jackson's book 

when the players made the transition from three to four they started winning 

games and a lot of games and he said that they actually missed the point, a lot of 

the sports pundits.  It wasn't about the best talent or any of those things it was 

about the individual journey that the players had to make from I'm great and 

you're not, to we're great and they're not.  And at that point the Bulls became the 

most winning team in the NBA in their history.  

Robert:  And I loved the book Eleven Rings and have followed and read a lot of 

Phil Jackson's books over the years and I think when the Bulls were stage three 

and Phil Jackson makes the point, Michael Jordan was scoring a lot of points and 

the whole offense was essentially based on getting everybody out of the middle so 

that Michael Jordan could create a shot for himself and score because he was 

great and everybody was not and that was a real theme that's pervasive 

throughout the team and very often I see a lot of entrepreneurs have that feeling 

about their own team is that they feel they're great, they feel like the people that 

they've hired that are around them are not and that the people are really there to 
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help the entrepreneur make his or her shots they're not there about working 

together.  And what Phil, or Coach Jackson was able to help Michael Jordan 

understand was that you will win championships by helping all your teammates 

feel good and feel like we're all part of the team.   

And I think one of the real brilliances of the book is that you actually give little 

crib notes for how to get from one level to the next and this particular, correct me 

if I'm wrong, but I understand it's a common enemy.  So, for the Bulls it was the 

Detroit Pistons were the common enemy at that time, they were the real nemesis 

and so everything was about all training, all season was about getting better than 

the Detroit Pistons so that when they faced off during the playoffs that the Bulls 

had the team to beat and it was all about we're great, the Pistons are not, we're 

going to take them down.   

And I see within membership organizations the same thing.  I wrote an article 

about my client Jim Augustus Armstrong who sells to flooring dealers, and within 

his marketing and within his coaching program he is constantly talking about the 

Home Depot and Lowe's and the big box retailers and how the big box retailers 

are taking customers, and so he's made the big box retailer a common villain so 

that all of his customers who are a flooring dealer from Topeka and a flooring 

dealer from Chicago and a flooring dealers from around the country feel like 

they're united together and my own little individual efforts are part of the overall 

team's efforts to beat the big box stores and together we can win this and just 

helping them move from that third to fourth level will help them embrace what 

you're teaching and get better results.  

Dave: Yeah.  It's well said.  Very well said.  

Robert:  So let's talk also about the fifth level and how to move from the fourth 

to the fifth.  

Dave:  Yeah.  So, the fifth one we actually had a hard time identifying, well I did, 

John thought before I did, but we walked into this strange company, it was Amjet 

out in Thousand Oaks, California, and people, I don't know how else to say it 

people just talk funny compared to how people normally talk and we realized 

after some time that they were in fact the state's organization.  So, the big 

difference between four and five, so the theme of five is life is great.  There is no 

them.  So, there is no sense of competition or no sense of trying to better, you 

know, you compared to another group.  It's a pure values play and it's really 
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impressive when you see it.  These are the cultures that do the world changing 

innovation, think of Apple making the first iPhone, you know, that no one at that 

point had ever done.  That was something that was really new.  That's stage five.   

So those are the five stages.  Again, the premise of the book is that culture is 

actually the most important thing that you can ever focus on.  Culture eats 

strategy for breakfast to paraphrase something we think The Father of Modern 

Management, Peter Drucker said, so you notice your tribes, notice who talks to 

who, that's the basic building block of getting anything done and then work on 

upgrading those from whatever stage they are to the next stage.  Tribe can't skip a 

stage so you just want to focus on moving to the next one and that point some 

really fun things begin to happen.  

Robert:  What are the common markers for stage five?  How do I know I've got 

that and what does that look like when I’m there?  

Dave:  Well, stage five is the hardest one to talk about.  A lot of people have 

never seen stage five and again even as researchers, and I'll say me here because 

John, John was convinced that they existed before I did.  They're easily mistaken 

for stage four but with one big difference.  There's a kind of a theorell nature to 

their conversation and I mean just to put it bluntly they can sound a little 

unstable so think of during, this is a long time ago now, the dot com thing that 

was going on in the tech sector between roughly 1998 to I guess the bubble finally 

burst around May of 2000, and now I have students leaving USC, full time MBA 

students saying, "I don't need any of this strategy stuff.  I'm going to go get my 

business plan funded and I’m going to be a millionaire within a couple of 

months."  And a lot of them did.  It was just a millionaire on paper and I would 

check in with some of them and I would ask these difficult questions like, you 

know, how is your profit margin and they would look at me like I was crazy, and 

they would say, "We don't need profit margin.  We don't need revenue.  All we 

need is eyeballs, all we need is clicks and we've got that."  That is the new 

currency.  I mean there's just kind of an insanity that sets in, so that's kind of 

stage five where they're focused on something that is almost transcendent in 

nature.   

There's a great book that I have to recommend.  I'm not completely done reading 

it, it's actually a short book but I just started reading it last night called Zero to 

One, and it's a book about a lot of the thinking that went into the dot com time 

and the author is someone I respect a lot, he ran on PayPal for a while and then 
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was a very successful salesperson, he was also a venture capitalist, but he argues 

that during the dot coms a lot of us are quick to condemn it but there was actually 

a point where people saw the future far more clearly than they do now.  And they 

perhaps over, what's the right way to say it, they thought technology was further 

along than it was but they actually saw what was required.   

If you look at a lot of the frenzy even in the last few months it was mapping 

perfectly and what happened over the next now almost 20 years, but it all 

happened very quickly, so that's kind of stage five is it can lose sight with the key 

performance indicators that a great organization should focus on.  They often 

ignore things like profit margin.  They're focused purely on perhaps it's 

innovation or something that is just going to change everything.  From an 

outsider's point of view, they can be a bit delusional, but they produced Apple, 

right, they build the McIntosh, they produce Apollo missions.  So those are some 

of the hallmarks of stage five.  Did that answer your question?  

Robert:  Yeah.  And I think it's almost kind of an attitude of, I mean I really 

don't know what you're talking about we're operating on a completely different 

level.  It's almost as if they totally don't understand when other people are saying, 

"Well, you've got to get down to earth," it's like, "No, your criticisms don't count.  

We're on a completely different plain, a whole different level than you are," and 

they have this vision.  And I think what you said was what was really my 

understanding of it is they have a vision of the future that is unique to the tribe, 

that they already see fulfilled there's just a couple of last steps to put into place in 

order to make it happen.  And the vision they see almost already fulfilled is 

something that most people think is totally impossible.  

Dave:  Yeah.  There's a sense of a noble cause that runs in stage five group.  

They're doing something really important, something noble in the world.  They'll 

often talk about, it was actually my colleague at USC who said this, Warren 

Bennis that they're on a mission from God quoting the Blues Brothers movie, and 

they may not be religious but that's often the sense.  So, stage five tribes can be 

very, very inspiring.   

Our recommendation based on our research is stage four needs to be your home.  

So, if you've got a group that's below four, do the steps that you need to get them 

up to four, then if there's something that happens in the economy, in the 

industry, or maybe something you engineer you might need to bring a tribe up to 

five to leap frog everything.  So, stage five does not produce generally things that 
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are incrementally better.  They produce things that are several steps beyond 

where people are thinking and there can be a loneliness in that.  You know, think 

of some of the pioneers of digital technology were really working alone, if you 

want to read that look at Walter Isaacson's book called The Innovators, it's a 

great book and he talks about the originators of a lot of the stuff that we just take 

for granted now.  Working alone a lot of their discoveries were even lost, but 

often again there'd be a little tribe of maybe one person working in Iowa with a 

few graduate assistants doing something really remarkable kind of inventing the 

future.  

So, five is a good place.  What we said in the book and we reaffirmed it when we 

did the paperback edition in 2011, is we don't know of any organization, at least 

no for-profit organization that is stable at stage five.  We know several that are 

stable at four, but stable at five is a really different thing.  You want to reserve 

those for the moonshock and then you want to probably have most of the tribes 

even in those organizations focused in four making sure the bills get paid and the 

lights stay on.  

Robert:  The reality of the situation rather than always focused on the future.  

And I think that it's interesting when, you know, I do a lot of membership 

marketing both for for-profit companies helping them create a continuity 

program or also for non-profit associations and I was working with an association 

of insurance agents and my first focus was years ago before I had read Tribal 

Leadership was creating this noble mission and it was all about bringing the 

industry together to create this.  And this has been something that I had done in 

other organizations and it really brought everybody together and everybody really 

shared and provided this input and so I kind of was trying to go from walking in 

the door to noble mission and of course that as you probably would know it 

failed, it did not catch on, it did not work.   

And I really didn't completely understand why until I read your book Tribal 

Leadership and understood that I was trying to go all the way up to level five, or 

depending on the definition I was trying to go way up to too many levels up 

before I got there and what I needed to start with was if I diagnosed them at level 

three then I needed to start with an enemy and rather than focusing on a noble 

cause focus the attention on an enemy and get them to rally around that and help 

them feel that they are better than that enemy is and on that basis help them 

share.  
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Can we talk a little bit about if you're a stage two what are some of the 

characteristics, the things that you want to do in order to move a tribe from two 

to three.  What are some of the things that you roll out and communicate?  

Dave:  Sure.  Well, I'll give you a whole bunch of actions.  Some of these will 

work in a tribe and some of them won't you just kind of have to use them.  The 

big thing we've noticed if you kind of take the standard thing that works and strip 

it of its content and talk about it in a pure kind of template it's you want to go into 

the tribe, you want to find someone who really wants things to be different.  We 

kind of tongue in cheek describe that as the person who sucks less.  So, everybody 

kind of sucks but you want to appoint whoever sucks less and you want to mentor 

them.   

You want to create what's called a diotic relationship, that's a two-person 

relationship, so it's you and that person and assuming that they really want to 

become better and develop themselves you begin offering advice.  Let's start 

maybe by getting organized.  Let's start by setting some goals.  But it's very 

person specific.  You're not trying to improve the tribe you're just trying to elevate 

that one person.  And if you do your job well before long maybe a week, a month 

maybe, that person will move up from two to three.  So that person will then 

begin saying, "I'm great," they look around at everybody in their tribe and say, 

"They all really suck."  And at that point you make that person a mentor to 

someone else in the tribe.   

So, the way that you elevate two to three is not by taking on the tribe.  The 

negativity is just too great.  It'll overwhelm you and they'll make sarcastic jokes 

about you and you don't even know that it's happening.  We sometimes describe 

that as character assassination.  They'll assassinate you without you even 

knowing that it happened.   

There are other things we've noticed.  If you get a group that can organize that 

can really help.  Simply getting the group together can sometimes help if they're 

right on the threshold between two and three.  We've seen things like appreciative 

inquiry sometimes helping.  That's where you go into a tribe and you point out 

that in fact not everything is broken there are some things that are working very 

well.  So, let's notice what those are.  Let's notice what our role is in that perhaps 

limited success and then let's see if we can double down on those things.  So, 
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there's a variety of things but that's really the thing we always recommend is 

launch a mentoring effort within that tribe.  So that'll bring you up to three in 

most cases.  

And for folks that are running a membership organization or you've got a group 

of customers and it's all about helping a group of customers or a couple of 

customers individually move up in their skills, be better and then turn those 

around and help them mentor others.  I've worked with a lot of my clients and 

one of the things that I teach them is as quickly as possible have other members 

within your organization on your coaching calls where maybe it's you and the 

person answering questions and you help one of your people help provide content 

and tell their story.   

Well, one of the reasons you want that is because it proves that what you teach 

works because here is this person who just a few months ago was right where 

they are and now they're able to teach and talk about what they've accomplished 

so it proves that what you teach works, but it's so much deeper than that because 

it helps make a connection between your members that is far more powerful than 

the connection just between you and them so that when you have events, when 

you are pulling your folks together they're not just coming to see you but they're 

coming to see the people that you promoted and talked about within your 

coaching calls, within your programs.  So, it's a very, very powerful strategy so I 

appreciate that Dave.   

So, moving from three to four.  

Dave:  Yeah.  So that's actually harder.  So, moving two to three you've got an 

advantage which is people don't really like being part of the group at stage two.  

They know they're a part of kind of a loser group and they don't like that, they 

want to change it.  So, moving from three to four though you have to realize what 

you're up against and it's the individual, and I'll tell them what it is, addiction to 

each person kind of convinced that they're better than everybody else.  So that's 

what you have to get past.  And the way you do that is you have to find something 

that trumps individual ego.  So, one of the things, and you pointed to this, is you 

can find an enemy.  So, there's some group that we need to compete against and 

maybe they're a group that's better organized than we are and if we're not going 

to die then we have to close ranks.   
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Another thing you can do is identify core values.  So, things that we have, 

commitments that we have that are even more important than my desire to be the 

best.  So, values tend to trump individual ego.  So that's another thing.   

You can also find sense of a noble cause which is a little different than a core 

value.  One of the ones we've been working with lately, this is not in the book so 

this is new information, is find something if I can be a bit crass, it really pisses 

people off in the tribe.  There's something that is just not right about the industry, 

there's some service that people should be receiving and they're not.  It's 

something that's off.  It's something that actually makes them angry and anger 

can be a huge motivator as long as it doesn't become that white hot rage that 

makes people throw things and say career limiting statements.  So those are some 

common pathways.   

Another one, and I'll wrap this section on this one, is you want to form what are 

called triads and that is a three-person relationship where each member of the 

triad has two goals, one is they're building the relationship between the other two 

people in the triad.  They're actually building that relationship.  The other thing is 

they're trying to solve some problem, so there's a project they're working on, 

there's an initiative, there's something that they're working on together but it's 

within this context of this three-person relationship that becomes a very, very 

strong commitment for them.  We see that triads are almost always the key to 

stage four so if you build them proactively it really helps you move forward.  

Robert:  It's really big.  Let's chat a little bit about in membership organizations 

I know within the association world that's the most common place is that you get 

your folks believing in themselves and then they think, "My company is great.  

Those other companies that are part of the association suck and why would I even 

go to those silly meetings, interact with those people.  I am so much superior I 

don't even have to be there."  And it's very easy, you know, that's kind of where a 

lot of these associations find themselves.  Within the info marketing world, very 

soon after your customers start working with you, maybe you're doing coaching 

meetings, maybe you're having events, you know, as Dan Kennedy will often say 

is folks feel like they're too smart for the room and they get to where, you know, 

"I've heard this stuff before.  I don’t need to hear it again," and the thing you have 

to realize is that every group goes through this stage and the individuals within it 

also move through this stage and so if you don't have a ready antidote for this 
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when it happens you're just having a system that automatically moves people up 

and moves people right out of your membership.   

And I think that this kind of recipe that you provided Dave with a common 

enemy is important to understand and important to use and embrace of values, 

what we're about, the noble cause, an irritation and then of course the triad 

because a lot of folks who are listening to this will know and be a subscriber of 

Dan Kennedy and read a lot of what he writes, you know, you can see that he 

understands this as much as anybody.  I mean when he writes the common 

enemy is big companies that don't get it.  It's the advertising, you know, people 

who are selling you advertising that is not accountable, the time vampires, he has 

all kind of enemies that he brings to illustrate that we have to stick together.   

Next, in terms of values, marketing that works, marketing that's trackable, long 

copy versus short copy, sequential, there's these tactics but also within those 

tactics are implicit values of what we're about and believe in.  Noble cause is all 

about pushing the business person forward versus everybody else and how sales 

people are, you know, everything starts with a sale, nothing happens until 

somebody buys something, these are, you know, he is trying to reach out and 

advocate for his audience and to his audience and this helps make him attractive.   

And then of course irritations, you know, from the stories about people who use 

cell phones at the urinal to people who don't understand your marketing, to 

employees who don't get it, he has the recipe for moving folks from this level 

three up to a level four and this is the key thing of what I really see as kind of 

when you know you've got this, Dave is when folks see group victories as personal 

victories.  Can you talk a little bit about that?  

Dave:  Yeah.  So there really is kind of an epiphany that happens to people as 

they're moving from three to four.  You can create the right environment for it to 

happen.  There's no, at least that we've ever found, there's no guaranteed way of 

making the epiphany happen, it's just not how this works, but it's a fundamental 

realization that happens in the mind of a person that I am only playing for myself.  

I'm not playing for others.  Or another version of it is, "I see myself through other 

people's eyes and I really don't like what I see," or "I've been playing very small," 

or "I'm surrounded by great people and I never knew it."  That's interestingly why 

a lot of people go through the epiphany.  If they become sick, you know, let's say 

that someone gets a diagnosis of cancer, often they realize that they've got this 

tremendous support around them that they never really knew they had but it had 
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always been there.  So that's the kind of thing that can trigger the epiphany but 

sometimes doesn't.  Again, you can't always count on it.   

So, a lot of what you're pointing to is that epiphany and on the other side of the 

epiphany that's where the person and then the tribe begins to move into stage 

four, everything looks different, people look different, their abilities look 

different, your challenge looks different, the thing you want to spend your time 

on is quite different, often it states that three people addicted to returning all my 

phone calls and getting on top of all my email.  And at stage four that's important 

but it's really not vital.  What's important and vital is that we spend a bit of time 

together and figure out who do we want to be when we grow up.  Things like that.   

And so, you're highlighting, again, some different pathways.  I would just caution 

you that whenever anybody steps forward and says, "I've got the road map from 

three to four," we've tested a bunch of those and I'm not that familiar with 

specifically what you're saying, but I mean we've probably tested 20 or 30 

different systems and they work in some cases and they don't in others.  So, the 

key with leadership, I've got to go back to my mentor here, Warren Bennis, often 

considered The Father of Leadership, is leadership is not about recipes, it's not 

about formulas, it's about being curious, it's about trying different things.  You 

might find that something works that you never would have imagined that it 

works, or something fails.  You were a hundred percent sure it was going to work 

because it worked in this other group and they seem the same but it doesn't work 

in this group.   

So, it's about being aware, being present, being very curious, being kind of 

intellectually or having the ability to intellectually dance with a group of people is 

very, very important and that's why in tribal leadership we don't say, "Do these 

four things and you'll go from three to four."  We say, "Here's some things to try, 

here are some coaching tips, but you just don't know and please if you get into 

something and you realize there's something we left out email us."  So, we put 

together a supplemental document, it's floating around at some websites that are 

dozens and dozens of additional things that readers of the book have written in 

and told us can elevate two to three or three to four, even four to five, we don't 

vouch for any of them we haven't researched them.  We just consider them best 

practices from other people who like us are interested in developing great tribes.   
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So, the thing to focus on again is the epiphany.  How do I need to get this person 

to see things differently that will make the transition?  

Robert:  And one thing, a recipe of all exactly how to go from one stage to 

another is a very stage three thing to want.  

Dave:  Yeah.  

Robert:  You know, because a stage four person you start having -- epiphany on 

the other side is the more you think you know the really less you know because 

you've closed your mind to a whole bunch of other possibilities.  And so, I 

completely agree that there is no recipe, but you're just kind of describing some 

symptoms and things.   

One of the things I wanted to share with you and with everybody, the interesting 

way to use triads, because it's always been my belief that you keep people within 

your membership organization by connecting them with others, you know, their 

connection to you is one thing but if you can get -- I realized this many years ago 

when I was working with the Florida Society of Dermatology, you know, I was 

running events and there was bunches of people who came before we even 

announced what the sessions were.  As soon as you sent out that this was 

happening and here, send your money, boom, they were registered.  They didn't 

care because they weren't coming for what we offered, they were coming to see 

each other and their wives and the groups were all together.   

And it was interesting after sharing this book with Debbie Phillips and Rob 

Berkley with an organization called Women on Fire, they instituted triads as an 

organization and encouraged, and they essentially assigned their members, you 

know, to kind of three-up each other and got them to coordinate and have 

meetings and gave them a little agenda to talk about so that they would form little 

groups that were connected to each other.  And so now when it comes time to 

come to the event you've got the triad working, "Oh well, you got to come because 

I’m going to be there and we got to have a triad meeting at the event itself," so 

these little things work brilliantly within your business and most of all the biggest 

benefit of all of this is the three to five hundred percent improvement in their 

lives and it doesn't take more work on your part, it doesn't take more training on 

your part, it just takes leadership to help them have this epiphany and whether 

they're at two and need to move to three or whether they're at three and need to 

move to four so that they can see life differently in a much more effective manner.   
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Dave, my goodness, thank you so much for helping us see how to move the world 

in a more effective way.   

Dave:  Well, thank you, thank you, my pleasure.  

Robert:  Now from what I understand too on your website Dave you've got some 

videos and I guess and audio download that folks can look at on davelogan.com.  

What are we going to find when we get there?  

Dave:  Yeah.  So, forgive the stage three nature of this it's just we found that 

people could remember my name more than they could remember other things, 

so davelogan.com is a website we use.  So, we are big believers in free, giving 

things away free, so we have the audio book of Tribal Leadership.  Zappos 

sponsored it.  The CEO of Zappos, Tony Hsieh did the preface for this and so he 

records it and at some point, we turned the microphone on and we talked about 

things we both learned about culture in the last four or five years, so that's on 

there too.  So, you can download that, again it's free.  We've got a whole bunch of 

tools.  Tools to identify values, your own values or group values, different action 

steps that we've noticed, the document that I mentioned where readers sent in 

different things.  So that's all on davelogan.com.  You can also contact me.  I think 

my email address is on there or some way to reach me is on there.  

And I just want to again encourage your listeners, I'm not here to try to sell you 

anything.  If you want the book I would, unless you hate audio books, I'd 

recommend you start there and unfortunately you have to listen to me reading it.  

It's a long story.  I lost a bet with Tony Hsieh.  He insisted that I do it I thought he 

was wrong and anyway I lost the bet.  And so you have to put up with that, but 

then as you try things, you know send us emails about what works and what 

doesn't.  We'll update our own documents.  We try to make this a resource for 

everybody that's interested in developing better tribes, we're trying to open just 

like people do a software and I hope that for many listeners, perhaps people who 

aren't familiar with this it'll be the beginning of an adventure.  There's nothing 

that's more fun to take a group, that's real leadership and take them from one 

tribal stage to the next.  It is just great fun and you see the reward that it's 

something that you'll look back on years from now with a tremendous amount of 

pride.  
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Robert:  It's like you've given somebody a whole new life.   

Dave:  Yep.  That's how it feels.  

Robert:  And so I encourage you to check out davelogan.com, that's D-A-V-E-L-

O-G-A-N dot com.  Check out that audio book.  I've got the book on Kindle, I've 

got a whole bunch of copies that I've given away, and my goodness I am so proud 

to be able to have you Dave on this program sharing your insights and how to 

make people more effective and live a better life whether they're on your team or 

in your customers or your membership.  The stuff that you have in this book is 

extremely rare, I mean I've been in membership organizations marketing them 

for more than 20 years now and this is even within the membership marketing 

world most of that is what we would call level three stuff about sample sales 

letters and things like that.  This is really to the core of how to build a move 

effective organization by building more effective people.  

Dave:  Well, thank you.  Thank you very much.  

 

 

 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 

Page 28 

 
 



 

Page 29 

 


