
ix

Contents

List of Illustrations xvii

Foreword xix

Preface xxiii

Acknowledgments xxv

Introduction: A Broken Culture xxix
The Culture of Early Quits xxx
A New Trip Plan xxxi
Switchpoints xxxi
Spiking the Switch xxxiii

Part I Building One of North America’s 
Top Railroads 1

Chapter 1 The Road to Best-in-Class 3
1830: Pioneering Days 3
1919: Nationalization 3
The 1980s: Deregulation 5
1992: Organizational Redesign 6
A Quick Change 7
1995: Privatization 8
The Right Leaders for the Job 9
1998: Precision Railroading 10
2003: Passing the Reins 13

ftoc.indd   ixftoc.indd   ix 8/20/08   6:58:55 PM8/20/08   6:58:55 PM

CO
PYRIG

HTED
 M

ATERIA
L

htt
p:/

/w
ww.pb

oo
ks

ho
p.c

om



x Contents

Chapter 2 Culture Change on the Fast Track 15
Acquisitions 15
Buying Other Cultures 16
The Challenge 17
The Results 17
The Trip Plan for Culture Change on the Fast Track 18

Part II Clarifying the Vision 21

Chapter 3 CN’s Five Guiding Principles 23

Chapter 4 The Culture of Precision Railroading 27
The Organizational Culture Continuum 28
The Spectrum of Employee Engagement 29
The Role of Organizational Leaders 30
Washing Out the Mud in the Middle 31

Part III Choosing the Right Switchpoints 35

Chapter 5 How to Change CN’s Culture? 37
Culture Equals Behavior 37

Chapter 6 Creating a Culture of 
Discretionary PerformanceSM 40

What’s in It for the Employee? 41

Chapter 7 Creating Q4 Leaders to Drive Change 43
Culture Change Begins with Leadership 43
The Q4 LeadershipSM Model 44
How Did CN Create Q4 Leaders? 46
Changing Your Style Isn’t Easy 47
Building Leadership Fluency 49

Part IV Selecting the Tools for Change 51

Chapter 8 The Science of the ABCs 53
It’s All about Behavior 53

ftoc.indd   xftoc.indd   x 8/20/08   6:58:55 PM8/20/08   6:58:55 PM

htt
p:/

/w
ww.pb

oo
ks

ho
p.c

om



 Contents xi

The ABCs of Behavior 54
The ABCs Make Fundamental Sense 55

Chapter 9 The Commanding Power of Consequences 58
Timing 59
Importance to Recipient 59
Probability of Recurring 60
Where Does the Consequence Come From? 60
Which Consequences Should I Use? 62
Consequences and Culture Change 63
Authors’ Note: Doing the Right Thing with the ABCs 63

Chapter 10 The ABC Toolkit 65
The Five-Step Model 65

Part V Aligning the Switches 73

Chapter 11 Finding a Champion 75
A Quiet Tryout in Capreol 75
“I Hate Consultants!” 77

Chapter 12 Testing the Business Case 81
Pilot 1: Partnering in Memphis 82
Pilot 2: Partnering in Capreol (Northern Ontario) 83
Pilot 3: Partnering in Transcona (Winnipeg) 84
Learnings from the Pilots 85
We Did What We Said We Would Do 86
A Skeptical Hunter Gives the Nod 87

Chapter 13 Gaining Visible Sponsorship: The CEO’s 
Essential Role 89

“How We Work and Why” 89
Addressing the Naysayers 91

Chapter 14 Learning from a Strike 93
Spiking the Switch 94
Start with the Supervisors 95

Chapter 15 Planning the Trip 98
Going to Rome (and Paying for It) 98

ftoc.indd   xiftoc.indd   xi 8/20/08   6:58:55 PM8/20/08   6:58:55 PM

htt
p:/

/w
ww.pb

oo
ks

ho
p.c

om



xii Contents

Implementing the ABCs CN-Wide 99
Selling the ABCs to the Operating Regions 100
I Love Your Passion, But . . .  101
Managing the Pull 102
Deployment Wasn’t All Rosy 103

Chapter 16 Making the Case for Change 105
The Case for the ABCs 105
Spreading the Word 107
Answering Four Basic Questions 108

Chapter 17 Expanding Sponsorship 110
Example 1: Visiting Sites to Set the Stage 110
Example 2: Sponsoring a Safety-First Culture 113
Example 3: Personally Walking the Talk 117

Part VI Assessing Switchpoints’ Impact 121

Chapter 18 Applying the ABCs: Dressed & Ready 123
Guess I’ll Have Another Coffee . . . 123
Another Switchpoint 124
The Science behind the Change 124
Of Course There Was Resistance! 128
“I Can’t Ask My Friends to Do That!” 128
The Rewards of “Dressed & Ready” 130

Chapter 19 Early Wins with the ABCs 131
Release the Brakes! 131
Culture Change in the Michigan Division 133
The ABCs Improve ETAs 135
Want Better Meetings? Show Up on Time! 136
Small Things Matter 138
Curing Technophobia 140

Chapter 20 Demonstrating Q4 LeadershipSM 
Through the ABCs 143

“More Work? Are You Nuts?!” 143
Improving Reliability: Getting KIST 145
Understanding Q4 LeadershipSM—by 

Knowing What It Is Not 147

ftoc.indd   xiiftoc.indd   xii 8/20/08   6:58:56 PM8/20/08   6:58:56 PM

htt
p:/

/w
ww.pb

oo
ks

ho
p.c

om



 Contents xiii

Chapter 21 Life or Death Leadership 149
A Grim Tale 149
Safety and Culture Change 150
Developing Safety Programs 151
Zero Tolerance and Why 154

Chapter 22 Sawing Our Way to Improvement 157
Tackling Old Problems in New Ways 159
Reducing Overtime 159
“Improve” Can Even Mean Tossing Old Paper Files 162
Formalizing the Opportunity 163

Part VII Spiking the Switches 165

Chapter 23 Leadership Competencies to 
Support the Change 167

Accountability and Importance 168
The New Competency Framework 168
Leadership Equals Bonus 170
The New Power of Performance Reviews 171

Chapter 24 Performance Scorecards for 
Unionized Employees 173

Doing the Unthinkable 174
Executing EPS 175
Communicating EPS 175
Then Came the Problems 176
Rollout for Success 177
Supervisors: I Didn’t Know That! 178
EPS Was Another Switchpoint 178

Chapter 25 Learning through the Railroad MBA 180
The Railroad MBA 180
Railroader Undergraduate Programs 181
CN Is a Destination, Not a Job 182
Today North America, Tomorrow the World 183

Chapter 26   Hunter Camps Develop Leaders 184
Expanding the Impact 185
Learning from the Master 185

ftoc.indd   xiiiftoc.indd   xiii 8/20/08   6:58:56 PM8/20/08   6:58:56 PM

htt
p:/

/w
ww.pb

oo
ks

ho
p.c

om



xiv Contents

Twelve Characteristics of Leadership 186
Leadership Is about People 187
Some Campers’ Views 188

Chapter 27 The Power of Consistency (17 out of 17) 191
Inconsistency in the Rules 192
Inconsistency in Applying Rules 193
Inconsistency Breeds Opportunity 194
Be Consistently Flexible 195

Chapter 28 Developing Internal Consultants 197
Why Internal Consultants? 197
Transitioning from CLG to Internal CN Consultants 198
Selecting the Right People 199
Developing Internal Consultants 199
Reality Hits 200
The Value of Internal Consultants 202

Chapter 29 Sustaining Culture Change 204
Preventing Backsliding 204
Techniques for Sustaining Change 207
Examples of Sustainability 208

Chapter 30 Sharing Our Story 209
Sharing with Our Customers 210
Sharing with Our Suppliers 210
Sharing with Our Competitors 212
Sharing with Our Communities 213

Chapter 31 Improving Relations with Our Unions 216
The 2007 UTU Strike 216
When to Say Yes, When to Say No 218
Confronting a Long Legacy 218
The United Steelworkers 220
Improving Labor Relations 221
What CN Brings to the Bargaining Table 222
The Future 223

ftoc.indd   xivftoc.indd   xiv 8/20/08   6:58:56 PM8/20/08   6:58:56 PM

htt
p:/

/w
ww.pb

oo
ks

ho
p.c

om



 Contents xv

Part VIII Learning from Our Journey 225

Chapter 32 Top 10 Tips for Leaders Using the 
ABC Methodology 227

Tip 1: Manage Your Culture 227
Tip 2: Measure What You Value 228
Tip 3: Challenge, Disagree, and Then Make the Decision 228
Tip 4: Focus on Behavior You See or Hear at Work 228
Tip 5: Ask “Would You, If Your Life Depended on It?” 228
Tip 6: Transition from Good to Great Performers 229
Tip 7: Deal Quickly with Poor Performers 229
Tip 8: Get Face-to-Face 229
Tip 9: Balance Your Use of Consequences 229
Tip 10: Manage the Learning Curve 230

Chapter 33 The Culture Change We Achieved 231
Ten Lessons Learned from Our Switchpoints 231

Chapter 34 The Final Word 234
The Transformation 234
What Lies Ahead 235
Where We Are Now 236
The Trip Is Not Over 237

Notes 241

About the Authors 243

About the Companies 247

Index 249

ftoc.indd   xvftoc.indd   xv 8/20/08   6:58:56 PM8/20/08   6:58:56 PM

htt
p:/

/w
ww.pb

oo
ks

ho
p.c

om



ftoc.indd   xviftoc.indd   xvi 8/20/08   6:58:56 PM8/20/08   6:58:56 PM

htt
p:/

/w
ww.pb

oo
ks

ho
p.c

om



xvii

List of Illustrations

Figure I.1 A Railroad Switchpoint xxxii
Figure I.2 Railroad Spike xxxiv
Figure 1.1 CN Rail System Map: “North America’s Railroad” 11
Figure 1.2 CN’s Stock Performance, 1997–2002 14
Figure 2.1 CN’s Stock Performance, 1995 –2007 18
Figure 2.2 CN’s Industry-Leading Operating Ratio 19
Figure 3.1 CN’s Five Guiding Principles 24
Figure 4.1 The Organizational Culture Continuum 28
Figure 4.2 The Spectrum of Employee Engagement 30
Figure 4.3 The Mud Pyramid 34
Figure 6.1 The Discretionary PerformanceSM Model 41
Figure 7.1 The Q4 LeadershipSM Model 45
Figure 7.2 The Fluency ModelSM 49
Figure 8.1 The ABC Model 54
Figure 9.1  Consequences Have a Much Greater Influence on 

Behavior than Antecedents 58
Figure 9.2 The Consequence PyramidSM 61
Figure 10.1 The Five-Step ABC Toolkit 66
Figure 10.2 Relationship of the ABC Analysis and DCOM® 68
Figure 13.1 Hunter Harrison’s How We Work and Why 91
Figure 21.1 The Safety Pyramid 152
Figure 21.2 The SaFESM Curve 153
Figure 22.1 How to Saw a Train in Half 158
Figure 22.2 Process Improvement Guide 160
Figure 23.1 Sample Leadership Competencies 169
Figure 25.1 CN’s Railroader Continuing Education Programs 182
Figure 26.1  Hunter Harrison’s Change, Leadership, 

Mud and Why 189

ftoc.indd   xviiftoc.indd   xvii 8/20/08   6:58:56 PM8/20/08   6:58:56 PM

htt
p:/

/w
ww.pb

oo
ks

ho
p.c

om



Figure 28.1 Transitioning Ownership 198
Figure 28.2  White Dots Show Deployment of Coaches and 

Practitioners throughout CN 201
Figure 29.1 Intermodal Containers in a CN Rail Yard 205
Figure 29.2  Average Monthly Damage Savings in Chicago 

Intermodal Rail Yard 206
Figure 34.1  CN’s Progress on the Organization 

Culture Continuum 237

xviii List of Illustrations

ftoc.indd   xviiiftoc.indd   xviii 8/20/08   6:58:57 PM8/20/08   6:58:57 PM

htt
p:/

/w
ww.pb

oo
ks

ho
p.c

om



<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /None
  /Binding /Left
  /CalGrayProfile (Dot Gain 20%)
  /CalRGBProfile (sRGB IEC61966-2.1)
  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Error
  /CompatibilityLevel 1.3
  /CompressObjects /Tags
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJDFFile false
  /CreateJobTicket false
  /DefaultRenderingIntent /Default
  /DetectBlends false
  /ColorConversionStrategy /LeaveColorUnchanged
  /DoThumbnails true
  /EmbedAllFonts true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /SyntheticBoldness 1.00
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 524288
  /LockDistillerParams false
  /MaxSubsetPct 100
  /Optimize false
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveEPSInfo true
  /PreserveHalftoneInfo true
  /PreserveOPIComments true
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts false
  /TransferFunctionInfo /Preserve
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile ()
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /DownsampleColorImages false
  /ColorImageDownsampleType /Bicubic
  /ColorImageResolution 300
  /ColorImageDepth 8
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /FlateEncode
  /AutoFilterColorImages false
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.76
    /HSamples [2 1 1 2] /VSamples [2 1 1 2]
  >>
  /ColorImageDict <<
    /QFactor 0.76
    /HSamples [2 1 1 2] /VSamples [2 1 1 2]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 15
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 15
  >>
  /AntiAliasGrayImages false
  /DownsampleGrayImages false
  /GrayImageDownsampleType /Bicubic
  /GrayImageResolution 300
  /GrayImageDepth 8
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /FlateEncode
  /AutoFilterGrayImages false
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.76
    /HSamples [2 1 1 2] /VSamples [2 1 1 2]
  >>
  /GrayImageDict <<
    /QFactor 0.76
    /HSamples [2 1 1 2] /VSamples [2 1 1 2]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 15
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 15
  >>
  /AntiAliasMonoImages false
  /DownsampleMonoImages false
  /MonoImageDownsampleType /Bicubic
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile (None)
  /PDFXOutputCondition ()
  /PDFXRegistryName (http://www.color.org)
  /PDFXTrapped /False

  /Description <<
    /ENU <FEFF004d0061006c006c006f007900270073002000670065006e006500720061006c002000730065007400740069006e0067007300200066006f00720020006f007000740069006d0061006c0020007000720069006e00740069006e0067002e>
  >>
>> setdistillerparams
<<
  /HWResolution [1200 1200]
  /PageSize [684.000 864.000]
>> setpagedevice


