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T H E WEB OF INCLUSION: A 
NEW ARCHITECTURE FOR 
BUILDING GREAT 
ORGANIZATIONS 
BY SALLY HELGESEN 

In The Web of Inclu-
sion, a u t h o r Sally 
He lgesen p resen t s 
an innovative blue-
print for structuring 
and managing orga-

Or INCLUSION nizations in the in-
• formation age. What 

H e l g e s e n t e rms a 
"web of inclusion" is an organizational 
structure that minimizes differences in 
people's ranks and maximizes the flow 
of information among them. A leader 
in such an organization sees herself or 
himself in the center of it, not on top. 

Research for an ear l ier book by 
He lgesen , The Female Advantage. 
showed that many successful women 
in leadership positions tend to share 
power and information in this way. 
But the concept is not gender-specif-
ic, she shows in the new book. 

"While it is surely no accident that 
"the w e b of inclusion ' should have 
been identified in a study of women's 
organizations, the structure has a sig-
nificance and utility that far transcends 
the bounds of gender," Helgesen says. 
"As the new century approaches, orga-
nizations of every variety are being 

challenged to reconfigure in ways that 
will make them better able to take ad-
vantage of innovative technologies 
and more responsive to a vastly ex-
panded market—while in the process 
becoming more satisfactory places for 
people to work." 

Helgesen explains that the last im-
perative is not just an issue of doing 
the right tiling; it's a sensible way to 
make use of a valuable resource. Peo-
ple can be m o r e crea t ive p r o b l e m 
solvers, she says, in an organization 
that makes them feel valued. 

Webs of inclusion do not have to 
be organization-wide, she says. Many 
begin in one part of an organization 
and later become models for large-
scale transformation. 

Helgesen shows the web in action 
by d e t a i l i n g a s e r i e s of f ive ca se 
studies. 
> Intel Corporation used a small, in-
novative web to redefine its customer 
base—leading to a total redefinition 
of its business. 
> At the Miami Herald. the concept 
enabled the newspaper to achieve di-
versity within its ranks and its leader-
ship. A web structure brought former 
"outsiders" into the decision-making 
loop and increased employees ' con-
trol over their work. 
i Boston's Beth Israel Hospital chal-
lenged the medical hierarchy by plac-
ing its nursing staff at the center of its 

care-giving web. The repositioning of 
nursing affected every aspect of hos-
pital life and transformed the hospi-
tal's ability to meet patients' needs. 
» Anixter—a global networking spe-
cialist, based in Skokie, Illinois—is 
the setting for a case study of particu-
lar interest to trainers. Helgesen calls 
Anixter "a great place to watch the 
paradox of an entrepreneurial com-
pany trying to m a k e sophis t ica ted 
training part of its process." 
I The cable-television network Nick-
elodeon has extended its web to form 
partnerships. It allies itself both with 
customers—including children, w h o 
make up the network 's target audi-
ence—and with other companies. 

In the final sect ion of the book, 
Helgesen describes strategies for es-
tablishing webs of inclusion, includ-
ing a look at the relationship between 
an organization's structure and cul-
ture and the physical des ign of its 
work areas. 

Author and speaker Sally Helgesen 
is based in New York City. 

The Web of Inclusion: A New Archi-
tecture for Building Great Organiza-
tions. by Sally Helgesen. 304 pp. New 
York, NY: Currency/Doubleday. This 
b o o k is a v a i l a b l e t h r o u g h ASTD 
Press , 703 /683-8100 . O r d e r code : 
HETW. Priority code: KFA. $23 (ASTD 
members); S25 (nonmembers). 
Circle 245 on reader service page. 

L IVING WITHOUT A GOAL: 
F INDING THE FREEDOM TO 
LIVE A CREATIVE A N D 
INNOVATIVE LIFE 
BY JAMES OGILVY 

To workaholic read-
ers w h o climbed to 
corporate success in 
the g o a l - o r i e n t e d 
1980s, author James 
Ogi lvy ' s p h i l o s o -
p h y—s u m m e d u p 
in the book's title— 
might s o u n d frivo-

lous, or even blasphemous. But Living 
Without a Goal doesn't advocate a life 
of utter aimlessness. 

Ogilvy differentiates between per-

sonal, individual goals (such as climb-
ing Mount Everest, writing a novel, or 
raising a family) and grand, overrid-
ing Goals-with-a-capital-G (such as 
achieving Wealth, Love, Social Jus-
tice, or Spiritual Enlightenment). Per-
sonal goals are valid and necessary, 
he says. But we limit ourselves when 
we set our sights on a Grand Goal 
such as Success or Wisdom. 

Once, absolute values guided our 
decisions. Now, says Ogilvy, we can't 
even agree that such absolu tes ex-
ist—let a lone ag ree on what those 
values might be. Standards of right 
and w r o n g a re constant ly shif t ing. 
And because the old absolutes have 
fallen, the Grand Goals that grew out 
of them no longer provide fixed stars 

to steer by. 
Ogilvy doesn ' t mean that Happi-

ness, Wealth, and Justice are neces-
sar i ly b a d t h i n g s — j u s t that w e 
s h o u l d n ' t a r r a n g e our en t i r e lives 
around attaining them. A Grand Goal 
necessitates a focus on some distant 
fu tu re . But soone r or later, Ogilvy 
says, it's time to cease preparing for 
life and start living it. "I have come to 
believe that a life enslaved to a single 
Goal, no matter how noble, becomes 
a mechanism rather than an organ-
ism. a business plan rather than a bi-
ography, a tool rather than a gift." 

Ogilvy speaks of the paradox of 
"useful uselessness" and the goal of 
Goallessness. 

"Too much of our work amounts to 
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the drudgery of arranging means to-
ward ends, mechanically placing the 
light foot in front of the left ... moving 
d o w n narrow corridors toward nar-
row goa l s . Play w i d e n s t h e hal ls . 
Work will a lways be wi th us, and 
many works are worthy. But the wor-
thiest works of all often reflect an art-
ful creativity that looks more like play 
than work." 

In Li ring Without a Goal, Ogilvy 
frequently relates work—and life—to 
art. Mis d iscuss ion pulls in lessons 
from a wide-ranging list of other dis-
ciplines. as well—including history, 
m u s i c . C h a o s t h e o r y , l inguis t ics , 
physics, ethics, classical mythology, 
and economics. 

Even the chapter titles are intrigu-
ing; for example, "For Love of Narcis-
sus" and "How Howard Hughes Died 
for Our Sins." 

Of course, this is not a book about 
training, human resource management, 
or o rgan iza t ion d e v e l o p m e n t . But 
Ogilvy's eloquent analyses have impli-
cations for all aspects of work and the 
ways we balance and integrate it into 
the rest of our lives. Anyone with an in-
teres t in h u m a n d e v e l o p m e n t can 
glean insights and inspiration from his 
intelligent prose. Even those who dis-
agree with Ogilvy's arguments will find 
much food for thought. 

"Let go the goal of unneces sa ry 
riches at others' expense." he advises. 
"Give u p the goal of wea l t h . You 
probably have as much money as you 
need . Much m o r e may br ing m o r e 
trouble, not less. 

"Let go the goal of total self-suffi-
ciency. You will never achieve it. and 
you will destroy your relat ionships 
with others while trying. 

"Give u p t he goal of i n d e p e n -
dence. The world does not work that 
way . . . . And a n y w a y , y o u r f r i e n d s 
want to help you... . 

"Let go the goal of happiness. That 
sweet bird lights only when least ex-
pected. 

"Let go the goal of fame. Its con-
cave mirror distorts as it amplifies. 

"Treat these goals and others like 
them as powerful medicines, used as 
prescribed, but dangerous if misused. 
Keep out of the reach of children.'' 

James Ogilvy is vice-president and 
co- founder of Global Business Net-
work . He is b a s e d in Emeryvi l le , 

• Worthy work 
reflects an artful 

creativity that 
looks like play u 

California. 
Living Without a Goal: Finding the 

Freedom To Live a Creative and Inno-
vative Life. by James Ogilvy. 201 pp. 
New York. NY: Currency/Doubleday. 
800/431-0725. $22.95 (U.S.); $29.95 
(Canada). 
Circle 246 on reader service page. 

T w o APPROACHES TO A 
BIAS-FREE WORKPLACE 
Gay men and lesbians make u p as 
much as 10 percent of the population, 
according to various studies. They are 
part of the workforce and customer 
base of virtually all organizations—in 
all industries and professions. Still, 
the culture of most U.S. companies 
tends to ignore them. 

More and more gay men and les-
bians are "coming out of the closet"— 
m a k i n g the i r s e x u a l o r i e n t a t i o n 
known and asking to be recognized 
ancl t r ea ted as va lued m e m b e r s of 
their organizat ions . The r e sponses 
they receive from employers and co-
w o r k e r s range f rom w h o l e h e a r t e d 
support to discouragement, discrimi-
nation. and harassment. 

The authors of the two books re-
v i e w e d b e l o w t ake d i f f e r e n t ap -
proaches to workplace issues of sexu-
al orientation. 

STRAIGHT TALK A B O U T GAYS 
IN THE WORKPLACE: 
CREATING A N INCLUSIVE, 
PRODUCTIVE ENVIRONMENT 
FOR EVERYONE I N YOUR 
ORGANIZATION 
BY LIZ WLNFELU AND SI SAN SPIELMAN 

M g g M H In Straight Talk 
BWnJflBI About Gays in the 

Workplace, Susan 
ijrcKj||flH S p i e l m a n a n d Liz 

Winfe ld s ta te that 
companies need to 
r ecogn ize and ac-
cep t the fact that 
gay men and les-

bians are an integral part of the di-
verse workforce. 

All too o f ten , gay e m p l o y e e s in 
hostile work env i ronments suffer a 
loss of mora le , e f f ec t iveness , and 
commitment. And ultimately, say the 
authors of Straight Talk, it is the com-
pany that suffers the greatest loss. 

According to the authors, hetero-
sexuals often contend that sexual be-
havior has no th ing to d o wi th t he 
workplace, so gay employees have no 
reason to "come out" at work. "This is 
a heterosexist question that deserves a 
straight (pun intended) answer." re-
spond Winfeld and Spielman. "Sexual 
behav ior d o e s not and shou ld not 
have anything to do with work. Sexu-
al orientation, however, is not sexual 
behavior. Orientation is who a person 
is, not what a person does. 

"Heterosexuality is constantly on 
display in the workplace from straight 
people chatting about their vacations 
with lovers or spouses and families, 
to the pictures of spouses or oppo-
site-sex partners on their desks, to the 
freedom straight people feel to bring 
their spouses or dates to a company 
function.... 

"When straight peop le do any of 
these things, no one accuses them of 
flaunting their sexuality or making an 
issue of their sexual behavior. Hetero-
sexuality- is the standard, so people are 
free to be heterosexual. Heterosexism 
manifests itself in the homophobic be-
lief that all gay people are about is their 
sex lives. If be ing straight is much 
more than sexual behavior, why is be-
ing gay not accepted as much more 
than sexual behavior?" 

The au thors d e b u n k some com-
mon myths about sexual orientation, 
including the following: 
l Being gay is a choice. "All straight 
peop le w h o say 'gays choose to be 
gay' should ask themselves whether 
they chose to be straight." 
I Gay employees are found only in 
fashion, entertainment, and the arts. 
Actually, the authors say, 40 percent 
more gay men and lesbians work in fi-
nance and insurance than in entertain-
ment and the arts. Ten times as many 
work in computers as in fashion. 
I "All gay people have AIDS, and if 
we let them work here, we'll get AIDS 
too." Most gay w o m e n and men do 
not have AIDS and are not HlV-posi-
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tive. In fact, gay men are no longer the 
highest-risk group for AIDS, say Win-
feld and Spielman. The other essential 
fact is that people contract AIDS only 
in very specific ways, which are un-
likely to occur in most workplaces. 

The authors share practical strate-
gies for creating an atmosphere of in-
c l u s i v e n e s s , d i s c u s s t he i s sue of 
"coming out" at w o r k , and a n s w e r 
common questions about sexual ori-
entation in the workplace. They also 
relate some true stories about what 
it's like to be gay in today's business 
world—with case studies on and in-
terviews with employees at Lotus, Po-
laroid. the Walt Disney Company, and 
other well-known organizations. 

Especially useful are Winfeld and 
Spielman's discussions of such practi-
cal aspects as how to design and de-
liver employee educat ion on sexual 
orientat ion. HIV, and AIDS; how to 
make decisions about domestic-part-
ner benefi ts ; and how to set work-
place policies about HIV and AIDS. 

Liz Winfeld and Susan Spielman 
are the f o u n d e r s and pr inc ipa l s of 
C o m m o n Ground , a Natick, Massa-
chusetts, consulting firm that special-
izes in w o r k p l a c e educa t ion a b o u t 
sexual orientation. 

Straight Talk About Gays in the 
Workplace: Creating an Inclusive, 
Produ ct ive En viro nment for Everyone 
in Your Organization, by Liz Winfeld 
and Susan Spie lman. 216 pp . New-
York, NY: AMACOM, 800/262-9699-
$21.95. 
Circle 247 on reader service page. 

CRACKING THE CORPORATE 
CLOSET: THE 2 0 0 BEST ( A N D 
WORST) COMPANIES T O WORK 
FOR, BUY FROM, A N D INVEST 
IN IF YOU'RE GAY OR 
LESBIAN—AND EVEN IF Y O U 
A R E N ' T 
BY DANIEL B . BAKER, SEAN O ' B R I E N 

STRUB, AND BILL H E N N I N G 

Cracking the Corpo-
rate Closet paints a 
detai led landscape 
of t he c l i m a t e in 
U.S. companies for 
the i r gay a n d les-
bian employees. To 
collect the informa-
t i on . r e s e a r c h e r s 
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surveyed firms of all 
sizes in a wide variety 
of industries. Authors 
D a n i e l Bake r , Sean 
O ' B r i e n S t rub . and 
Bill Henning also in-
terviewed present and 
f o r m e r e m p l o y e e s 
and e x a m i n e d press 
reports on the compa-
nies. 

In this book—writ-
t en in a s s o c i a t i o n 
with the National Gay 
and Lesbian Task Force Policy Insti-
tute—they compile and analyze the 
results of the mult ifaceted research 
efforts. 

The authors identify three yardsticks 
for measuring corporate progress in 
dealing with the gay community: 

• There are 
three 

yardsticks for 
measuring 
corporate 
progress 

with the gay 
community m 

ft whe the r a compa-
ny i n c l u d e s s e x u a l 
orientation in its anti-
discrimination policy 
ft w h e t h e r it o f f e r s 
domestic-partner ben-
efits 
ft whether it perceives 
gay men and lesbians 
as an important mar-
ket a n d is s ens i t ive 
abou t how to sell to 
that market. 

Based on those mea-
su res , Baker , S t rub , a n d H e n n i n g 
p r e s e n t a list of t he 12 Amer ican 
c o m p a n i e s s u r v e y e d that they say 
p r o v i d e t he bes t e n v i r o n m e n t for 
their gay and lesbian employees. The 
"winne r s " list i n c l u d e s such f i rms 
as Apple Compute r , Ben & Jerry 's , 

CRACKING 
CORPORATE 
C L O S E T 
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Fannie Mae. Quark, and Ziff-Davis. 
In addition, the authors single out 

12 companies for providing the worst 
corporate environments for gay and 
lesbian employees. 

After introducing the survey and 
presenting an overview of the results, 
Baker, Strub, and Henning embark on 
a detailed discussion of workp lace 
sexual-orientation issues, organized 
by field or industry. 

Unlike Straight Talk, which is up-
beat and practical in tone. Cracking 
the Corporate Closet is hard-hit t ing 
and of ten blunt. The authors aren't 
shy about laying on criticism when 
they think it's deserved. In effect, the 
book is a challenge to all companies 
and indust r ies to provide envi ron-
ments that treat gay and lesbian em-
ployees with equality and respect. 

"It is not accidental when a compa-
ny is at the forefront in addressing is-
sues of concern to their lesbian and 
gay employees. One major determin-
ing factor is the nature of the compa-
ny's business. 

"The b igges t s t r ides have b e e n 
made in the high-tech industries. . . . 
There are some obvious reasons for 
this. One is that almost all of these 
are young, start-up companies. They 
do not have an entrenched, conserv-
a t ive c o r p o r a t e c u l t u r e to ove r -
come.. . . 

"Another major factor is that these 
companies are in a highly competitive 
environment where the major input is 
human brainpower. A highly skilled 
technician or programmer is extreme-
ly valuable, no matter what her or his 
sexual orientation is.... 

• The 
authors 

aren't shy 
a bout 

laying on 
criticism 

when 

they think 
it's deserved • 

corporate America. 
Baker is the president of Quotient 

Research, which publishes a newslet-
ter about the gay and lesbian market. 
Strub is publisher and executive edi-
tor of Poz magazine, and Henning is 
deputy editor of Poz. 

Cracking the Corporate Closet: The 
200 Best (and Worst) Companies To 
Work for. Buy From, and In vest in If 
You re Gay or Lesbian—and Even If 
You Aren't, by Daniel B. Baker. Sean 
O'Brien Strub, and Bill Henning. 242 
pp. New York, NY: HarperBusiness, 
800/242-7737. $23. 
Circle 248 on reader service card 

Your Projects 
on course 
on time 
on budget 

with 

*• Training 

Consulting 

*• Methodology Development 
> Software Customization 
> CBT 

Whether you are a team member 
or a manager, you'll want to 

acquire the skills and the tools to 
bring your projects safely through the 
the storm, on time and on budget. 

Project Management Mentors offers 
a project management training 
curriculum of over 20 courses, a 
wide consulting practice including 
methodology development, project 
management Software Customization 
services and a Computer Based 
Training product. 

Call for specifics. Find out how 
20 years of training and consulting 
experience can be pui to work 
for you. 

Project Management 

MENTORS 

Carter Serrett (415) 955-5777 
211 Suitor. 5ih I Ir.. San Francisco. CA 94108 
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"At the same time, there are other 
industries where lesbian and gay is-
sues are only b e g i n n i n g to be ad-
dressed. The most blatant and unsur-
pr i s ing e x a m p l e is the d e f e n s e 
industry, which hides behind the no-
toriously homophobic policies of the 
Pentagon in a way that actively dis-
cr iminates agains t its h o m o s e x u a l 
employees." 

The rhetoric will put some readers 
on the de fens ive . But the au thors ' 
analysis combines exhaustive, quan-
titative research with real-world ex-
amples , making this a comprehen -
s ive , e y e - o p e n i n g e x p o s e of t he 
pol ic ies and att i tudes that lesbians 
a n d gay men f a c e on t he job in 

This month's 'Books" column was 
written by Catherine Petri ni, a free-
lance writer based in Alexandria, Vir-
ginia. Send books for consideration to 
Books Editor. Training & Develop-
ment . 1640 King Street, Box 1443, 
Alexandria, VA 22313-2043. 


