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e x e C u t I v e  f o r u m

teN StePS to 
eNCHaNtING  

YoUr eMPLoYeeS
Guy Kawasaki

Bakatare: Japanese word meaning “stupid” or 
“foolish”

k eep bakatare in mind whenever you are tempted 
to think your disenchanted employees will 
somehow magically enchant your customers.

effective leaders know how important it is to have 
strong relationships with both customers and employ-
ees. they also have a strong vision of life’s possibilities, 
and how they are going to make the world a better 
place. their cause, the vehicle for achieving that pur-
pose, can be a product or service, an idea, or the cre-
ation or maintenance of an organization.

In today’s fragmented world it takes deep and strong 
relationships to make that happen. It means changing 
how people think, what is in their hearts, and what 
they do. It means learning how to enchant.

Why Enchant?
Why would you want to enchant someone? Not to 
make money from them, or to merely get them to do 
what you want. It means you want to create and sustain 
a sense of delight within them. You’ll need to enchant 
in lots of different situations. If you want to reach an 

idealistic goal, something that might be difficult to 
measure, people will ultimately need to share your 
dream. Your vision of how the world can be changed 
for the better may not be instantly apparent to others. 
If you have to make a difficult, significant decision that 
may cause considerable friction, there is a built-in need 
for enchantment.

You’ve got to enchant people if you want them to over-
come deep and entrenched habits. While many habits 
are good and help us navigate the world more easily, 
others get in the way of positive change, especially of 
the change-the-world variety. People really need to be 
delighted by you and what you are doing to stick with 
you and your organization when results seem a long 
way off, or you are getting delayed feedback—or no 
feedback at all.

aiming your enchantment efforts at your employees is 
a great way to navigate your journey toward your goals, 
especially the lofty, seemingly out-of-reach ones. these 
are the people you work with every day, who hold the 
power in their hearts and hands to implement what 
you want to do. they are the first line to your custom-
ers and clients. they represent you and your organiza-
tion to the world as much as you do, or even more.



3 4   l e a d e r  t o  l e a d e r

 • Autonomy: Set goals for people, give them the 
proper tools, and then stand back. Micromanage-
ment erodes trust and is the enemy of autonomy. 

 • Purpose: (I consider this to be the most important 
of the three factors, but as acronyms go, MaP 
works better than PaM.) Purpose is the meaning 
made by your organization. It’s the expression of 
how you are making the world a better place. Your 
employees want to play a daily role in how this 
meaning is made.

2. Empower them to do the right thing. If people have 
the freedom to work autonomously, it demonstrates 
that you trust them to make the right decision on 
customers’ behalf. this high level of trust and em-
powerment will lead toward the performance of their 
best work. remember that your best employees set an 
example for others. they want to present a sense of 
delight to their customers—your customers. an im-
portant factor in job satisfaction is the ability to make 
customers happy.

If you burden people with rules and procedures de-
signed more to prevent losses than to make gains, 
you’re preventing them from working in the custom-
er’s best interest. that means disenchanted employ-
ees—and disenchanted customers. Not a good way to 
change the world. If your employees are empowered to 
do the right thing, they’ll feel good about themselves 
and will consistently enchant their customers.

3. Judge your results and their intentions. Maybe it’s just 
human nature, but most managers tend to be harsher 
judges of their employees’ results than they are of their 
own results. “I really tried to meet my sales quota, but 
you didn’t meet yours.”(Sound familiar?) this is the 
opposite of what an enchanting manager does. Be a 
tougher judge of your results than your employees. 
What did you accomplish? What were your employees’ 
intentions?

the usual way sets you up to find few faults with how 
you have performed, while zeroing in on shortcomings 
of your employees. If, over a long period of time, their 
results are sub-par, consider asking yourself a couple 
of questions: did we make a hiring mistake? Have 

enchantment defines a relationship with employees 
that is deep, delightful, and long-lasting. If you can 
enchant your employees, they will work harder, longer, 
and smarter for you—and, ideally, you for them too.

It’s important to also enchant your customers or cli-
ents. But it is foolish to think that a disenchanted, un-
engaged employee is going to have the desire to do the 
enchanting. the proper application of enchantment 
turns a boss into a leader who motivates on a high level.

Here are the ten best ways to enchant your employees:

1. Provide a MAP. You may find it counterintuitive 
that money is not the primary reason someone loves 
their job. Nonetheless, it turns out that several other 
factors, when taken together, are even more important. 
In his best-selling book Drive: The Surprising Truth 
About What Motivates Us, daniel H. Pink explains 
what employees really want from their employers, 
which can be simply stated as being given the opportu-
nity to continually master new skills while working au-
tonomously toward a purpose greater than themselves.

this does not mean that you shouldn’t pay people 
adequately, but a MaP is what really leads to enchant-
ment. and while you’ve got control over how much 
money you pay someone, it is also important to re-
member that you’ve got control over your relationships 
in these three areas, and how you provide opportunities 
within each area. the cost to you for each one can be 
little or nothing, with a significant payoff.

Here is a brief look at each member of this powerful 
trio of concepts: 

 • Mastery: People innately want to get more com-
petent at a job they do each day. they have an 
intrinsic need to excel and improve.

People will ultimately need 

to share your dream.
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7. Celebrate successes. When your organization scores a 
success, celebration is in order. Unrelenting toil in the 
face of success (or failure) is rarely worth the time or 
effort. Success as a group is unbeatable, and it is best 
to celebrate it as a group. You’ll want to remember 
this if you are trying to emphasize team achievements 
more than individual ones. But don’t get carried away 
with lavish, expensive celebrations that seem more ex-
cessive than empowering. Holding a celebration at a 
fancy, expensive setting, with entertainment by famous 
names, sends the wrong message, and it wastes money. 
employees will be enchanted by celebrations that are 
fun and cool, not extravagant and awesome.

8. Get a devil’s advocate. this is a term that lots of peo-
ple toss around, without knowing its original meaning. 
For hundreds of years, the Catholic Church appointed 
advocates (called advocatus diaboli) who argued against 
candidates for sainthood. Consider using a similar ap-
proach in how your organization canonizes decisions, 
the kind that may be difficult and costly to undo later. 
a practice such as this improves the way your organi-
zation functions and works toward its goals, especially 
lofty ones. In turn, it makes life better for your employ-
ees and enchants them in the process. If employees do 
get disenchanted, they can talk to the devil’s advocate 
and know that rocking the boat is really oK.

9. Show some love. Michael Lopp, in his book Manag-
ing Humans: Biting and Humorous Tales of a Software 
Engineering Manager, contends that the three crucial 
words during the recruitment process are “We want 
you.” this recognition is relevant not only during the 
recruiting phase but every day on the job. Make sure 

we made mistakes in training? don’t give yourself the 
benefit of the doubt so often.

4. Address your shortcomings first. Judging is one thing; 
fixing is another. Nobody is perfect, you included. 
How could you have done a better job yourself? after 
that soul-searching, you can start talking about em-
ployee improvement. Peter drucker’s words have never 
been truer: “So much of what we call management 
consists in making it difficult for people to work.” Self-
criticism is a powerful component of enchantment. 
Setting a good example is also a good source for em-
ployees to experience inspiration by your example. the 
idea for enchantment is to develop inspired employees, 
not intimidated ones. Blame yourself first and most, 
and see what happens.

5. Suck it up. this is a phrase that is often used with-
out considering its full meaning and implication. the 
Urban dictionary provides this definition: “to endure 
a period of mental, physical, or emotional hardship 
with no complaining.” If you are driving a big and 
important enough cause, enduring-without-complain-
ing is probably going to be a frequent occurrence, and 
something you are going to want to model for your 
employees.

You have to show that you’ll do whatever it takes. em-
ployees need to know that you’ll do the dirty, hard, 
and frustrating jobs too. that’s what great people do: 
employers and employees alike.

6. Don’t ask employees to do the things you won’t do. If 
you’re not willing to fly from New York to New delhi 
in coach, then don’t ask them to do it, either. do you 
answer all your e-mail? are you willing to make photo-
copies? How about emptying the trash can or cleaning 
up the occasional mess? do you arrive in the office 
early and stay late? If you don’t, it’s going to be hard to 
ask your employees to do these things.

enchanting your employees is easier if you can develop 
a sense of empathy for what they do each day, and 
show that you are pitching in alongside them. this is 
a great guiding principle for your management style. It 
leads not only to enchantment but to increased cred-
ibility and loyalty, a priceless combination.

People innately want to get 

more competent at a job 

they do each day.
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 • Preparation. You’ll enchant people with great 
communication and well-developed attention to 
detail.

 • Ability to launch. Get immersed in your cause, and 
get it out there. Become inspired by the actions of 
superstar enchanters like Virgin’s richard Branson 
and apple’s Steve Jobs.

 • Overcoming resistance. How can you enchant the 
influencers? People won’t automatically gravitate 
to your cause.

 • Endurance. enchantment should lead to a change 
that lasts, not a brief interaction. People need to 
internalize and believe in the values of your change 
efforts.

 • Effective use of push technology. We are blessed 
with many technological tools that can further 
our cause and aid in creating enchantment. Using 
twitter, presentations, e-mail, and the like gets 
your message into the world. they allow you to 
engage many people, fast and often.

 • Effective use of pull technology. the flip side of push 
technology lets you enchant through use of web-
sites, blogs, and social media sites such as Face-
book and LinkedIn.

 • Enchanting your boss. this takes a bit of a mind-
shift. reorient your efforts to making your boss 
successful, before yourself. If you’ve properly en-
chanted your boss, the rewards can be plentiful.

you enchant your employees by making it plain that 
they’re wanted today, and they’ll be wanted tomorrow. 
Suppose that you think that because we are in an era 
of high unemployment, you can scale back wooing and 
enchanting your employees. this is a mistake, not only 
on principle, but because truly great people are always 
in short supply. Woo them or lose them.

10. Use money sparingly. this doesn’t mean that you 
shouldn’t pay people fairly and well. However, money 
can be the enemy of enchantment. What is their true 
motivation? are your employees working hard because 
of a paycheck or because they really believe in what 
your organization produces?

the great people will be capable of finding more mean-
ingful work elsewhere, maybe even at higher pay. If 
money is your sole source of enchantment, you’re in 
trouble. You can even think of your regular employees 
in the same light as your volunteers: they have nonfi-
nancial needs that you must meet, and they can walk 
out the door at any time. take care to consider how 
well they are managed on a consistent basis. Give them 
clear, helpful feedback. Provide proper recognition for 
their work and efforts. Make them feel appreciated.

The Elements of Enchantment
embracing these principles and making a sincere, 
ongoing effort to enchant your employees has many 
happy side effects: you’ll continually improve as a boss, 
and the virtuous circle completed by you and your 
employees will make the world a better place. and it is 
important to remember that there is more to enchant-
ment than how it applies to your employees and your 
relationship with them. I’ve explored the idea in greater 
depth in my book Enchantment: The Art of Changing 
Hearts, Minds, and Actions. to consistently enchant 
people and achieve your goals and what you want to 
accomplish in the world, it also takes:

 • Likability. You’re not going to be enchanted by 
someone you dislike.

 • Trustworthiness. If you don’t trust someone, you 
won’t be enchanted.

Don’t give yourself the 

benefit of the doubt so 

often.
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 • Resisting enchantment when necessary. Lots of peo-
ple can be enchanting, but their cause is not your 
cause. Sometimes you’ve got to avoid tempting 
situations, think long-term about your decisions, 
or even create a checklist of critical factors to con-
sider before making a decision.

Finally, to enchant your employees and get an even 
better sense of what it means to be an enchanter, create 
your own personal enchantment Hall of Fame. It’s a 
great way to consider what enchants you, and how that 
can inspire you to create and further your cause. Here 
are some of my categories and choices: after reading 
them, compare and provide your own and you are well 
on the road to enchantment:

Car: 1965 Ford Mustang. City: Istanbul, turkey. 
airline: Virgin america. Book: If You Want to Write, 
by Brenda Ueland. engineer: Steve Wozniak. think 
about what these people, places, things, and organiza-
tions have in common. think about the same for your 
own choices. then go out and create something that 
can claim its place on these lists.

Guy Kawasaki is the author of “Enchantment: 
The Art of Changing Hearts, Minds, and Actions” 
and the former chief evangelist of Apple.

Money can be the enemy of 

enchantment.


