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never been done before in the mutual fund indus-
Tess: No, I'm more interested in you. -y
Andy: Well, on the business side, one of the things that Tess: You said that you've been given a platform for

Andy: Well, are you interested in the business side?

I use quite often now as a line is, in the 1980s you
have Gordon Gecco from Wall Street who says,
“Greed is good.” And if you remember the story of
what he did, he was going out and leveraging buy-
outs, and then he’d go and write the company’s
pension funds to pay it off and ultimately leave
these people without pensions. I feel very strongly
that greed isn’t good. But I picked up the front page
of the Wall Street Journal one day, and it was just
filled with despair: baby suppliers of infant formu-
las convicted, and Sears Auto Centers indicted for
overcharging customers, and then aircraft parts
manufacturers convicted for defective parts. After
reading that I said, “I've had it.”

Jennifer: That's the day that you quit?
Andy: No, that was the day that I started looking atit. I

went out and started talking about it to people, and
of course, people didn’t share my views because
most people don’t want to look—they just shut
themselves off to a lot of it. There’s nothing wrong
with making a lot of money, but it doesn’t have to
be at the expense of others. Freedom is all about liv-
ing your life without taking anything away from
someone else.

Jennifer: How do you think you became so much more
able to see the reality as you might call it while other
people couldn’t? Have you always been like that?
Have you always been able to see what others
couldn’t?

Andy: I think I have, even in stupid things. I look at

clothing: Something I buy today that I like becomes
the rage 2 years later. I do see things that other peo-
pledon’t see, Idon’t know why. It's something that
I would like to figure out how to capitalize on bet-
ter, which in several instances I did with the Duck
Tours. Now if somebody tells me I'm crazy, I know
I have a good idea.

One of the senior executives at the Boston Com-
pany knew that I could get things done that other
people couldn’t—I] saw things that other people
didn’t see. Well, at one point his ass was on the line
to get something accomplished, and he came to me
and said, “Will you do this project for me?” He
promised, “If you do this for me, I will promote you
and make you a senior in New York.” Sol pulled off
this project with absolute clarity and success. It'd

your politics. What's your message?

Andy: Well, I go back to freedom. I strive to feel good

about myself, and there are a lot of people in the
world that want to take that away from me. I don’t
want anybody telling me what to do in terms of
how to lead my life, as long as I'm not taking any-
body else’s right away from them. We seem to have
a very strong difficulty in this country understand-
ing what that’s all about.

One of the other things I reconnected with whenI
went back that time to visit my mother wac my late
grandfather. I knew my grandfather had written a
book, but I never knew my grandfather. It was a
book that was published in 1943 called New Schools
for a New Culture. He was a progressive educator,
and the whole concept was about teaching demo-
cratic principles in the school. And this book is
filled with this freedom concept. The first para-
graph talks about basic worth and dignity of every
human being. Then I got these World War II vehi-
cles and I started to ask myself, “Well, what was
World War Il all about?” I started looking at the ex-
termination of the Jews and the gays and the gyp-
sies and the atrocities more recently in Bosnia. It's a
basic debate of human dignity and the right to per-
sonal religious freedom. I have the right to believe
what I want to believe. And I have the right, from
my perspective, to end my life if I'm terminally ill. I
have the right—to use the extreme example of the
Heaven'’s Gate cult—to castrate myself if I want to,
you know?

Vivian: Andy, I feel as if you have such an interesting

life and there’s so much to talk about and so much
to share, but I'm afraid that the hour is going to
come to a close, and we’re not going to hit on some-
thing in particular that you want to hit on.

Andy: Well, I didn’t come with a laundry list, but the

thing I struggle with is what everybody struggles
with: to feel good about themselves. I've kind of
been going through a question, you know, is there
life after death? I've come to learn recently that the
Jewish faith basically doesn’t believe in life after
death, and the Christian faith does, obviously.
When I'm finally at that moment that I'm dying, the
one regret I don’t want to have is that I spent any
time feeling bad about myself. That's where my
balance comes from, but the question is, how do 1
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move forward? It's a whole question of, “OK, Ican’t

solve all the world’s problems. The world’s not go-

ing tobe what I want it to be, either in a macrosense
or amicrosense, by the time I die.” I want to see the
world change, whether I'm the catalyst for it or not,
and [ want to continue to feel good about myself. I
don’t want to end up in slavery. I like living as a free
person, and I want those free choices, and I don‘t
want anybody to take them away from me. But in
starting this business, it’s been a struggle. Now I'm
a success. Now people want to take it away from
me. Before all they wanted to do is just say, “You're
nuts, and so we're going to keep you down.”

It just seems like there’s always this constant
pressure. And so that really kind of summarizes
where I'm at in my life. I want a good life. I want to
feel good about myself. I want to be successful. I
want to balance that all out. And I want tobe able to
influence the world and still meet my obligations to
myself, my investors, my employees, and my lover,
and that’s where I think ] have the biggest struggle
in my life, you know, finding a balance. And that’s
really the biggest issue where I'm at right
now—finding that balance, to make it all work.

Bill: You've almost quoted Gandhi’s phrase, “You
must become the change you wish to see in the
world.” You've almost said that exact thing here in
the last several minutes.

Andy: Well, the worst part in being an idealist, being a
dreamer, is it’s hard to be what you idealize your-
'self to be. And I fear that. I fear that in the percep-
tions of other people as I expound my views to the
people I work with. I'm trying to strive to the point
where I can say these things without being a Puri-
tan or a hypocrite. .

Bill: “Everything you say may be held against you.”

Andy: Right! I'm very strong about my views, and if I
say I have one fear in my life, it’s that it’s impossible
to achieve the standard that I've set for myself or
the world, if that makes any sense. The most impor-
tant thing that I'm trying to learn is to listen to other
people and let other people influence my life. The
single most important thing that I learned in start-
ing this business is the ability to listen and the abil-
ity to be influenced by another person.

Jennifer: Well, the interesting thing is that you have

found that probably 90% of the people are not
worth listening to. I mean, they’re saying negative

things or trying to pull you down. Maybe it’s mak-
ing you that much more willing to put everything
on the line to show them that they’re wrong.

Andy: Well, it was never that. The one woman in gov-
emment who really held this thing up influenced
the business to be the way it is today. Part of it was
negativity, but part of it was just government doing
their job. We would literally butt heads, and ulti-
mately I had to get the governor to step on her, basi-
cally. And it was painful for her. So now I've
reconciled with her. Part of it is, again, listening and
being open-minded enough. Ultimately, I had to
listen to them and address all their concerns and
adjustmy way of thinking. Going to the basic worth
and dignity of every human being—everybody has
a shred of truth. And what is reality? What is the
truth, and where does it all come from? Idon‘thave
all the answers on that. But I do believe there’s an
ultimate truth.

Ming: How many employees do you currently have?

Andy: I have 50.

Ming: Fifty? Do you think they share the dream you
have?

Andy: Over time, the answer is yes. We're reopening
for the season, and I just gave a talk on the subject of
values. I opened up talking about my grandfather’s
book. I talked about the basic worth and dignity of
every human being and the fact that I'm a human
being too. And just because I'm the owner, I'm the
boss, don’t think that I have all the answers. And
that we need to work together, and I defined what
the common core values were that I thought were
important. I tried to define those, and the term thatI
came up with that we should especially work to-
gether to avoid was “random acts of violence.” Peo-
ple commit random acts of violence. You know,
you walk down the street and you get clubbed over
the head, and you're just walking down the street.
Well, people do that to you in the workplace, in
your private life, just by the things they do to you
that are nonphysical. It’s been done to me since I've
started this company as the employer, random acts
of violence committed against me by employees.

Italked about sexual harassment, and I said, “My
whole issue is let’s take the sex out of it and let’s just
talk about harassment.” For the first time I've tried
in a concise way to get involved with all my em-
ployees and have training and define this world



that I'm trying to create. Even though we’ll never
believe the same thing, because our values are like
fingerprints, at least we need to define common
values. And if we all can’t live in an acceptable
boundary, then try and let the group come up with
what that boundary should be.

Jennifer: When you say “values are like fingerprints,”
are you suggesting that values can’t be changed?

Andy: No, it’sjust thateverybody’s values are unique,
and they’ll always be unique. But you can sort fin-
gerprints into categories. With my employees,
what I'm trying to get is that, “You know, I may be
wrong.” And so, “Understand that debate is good.”
I support debate because out of debate comes new
forms of thought or new perspectives for people.
And so the whole issue is how you respect some-
body else’s views to encourage debate.

One of the examples I use is that in college, al-
most 20 years ago, I took a women's studies class,
and one of the things that we had to do was some-
thing similar to this, except we spent a whole week-
end talking about issues. And there was a guy that
seemed very normal to me, but he said he thought
he had the right to rape women. That was the first
time I kind of woke up in the world and realized
that people don’t share common values. He was a
normal college student. Twenty years ago, that
view was probably very commonly held by men.

This is what the whole world’s all about, is debat-
ing these issues, but debating them so you don’t
have war, and debating them so you don't end up
having animosities with other people. That’s what
I'm trying to stress. How do you debate issues?
How do you debate values? And how do you come
to some reasonably common set of values in an or-
ganization, and in your own life, and then practice
those without being a hypocrite, and not have peo-
ple accuse you of being a hypocrite? But if they do
accuse you of being a hypocrite, how do you put
yourself in the position to say, “Hey, you know, I'll
change my views. Don’t hold it against me because
I was wrong. Only hold it against me if I'm not will-
ing to change my views, or at least be open to other
possibilities.”

Jennifer: You have these very strict or clear values, and
it's so easy to fall off the value train. You seem to
think that if you do, someone will be there to point a

- finger at you.
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Andy: Yeah. It’s not so much that I'm fearful of what
they’re going to think of me; I just want to feel good
about myself. I’ve been a hypocrite and probably
still am on certain things. In fact, I know I'm ahypo-
crite in things. The environment concerns me, and
every time I go out and get a cup of coffee and I'm
throwing a cup away, I'm saying “What the hellam
I doing?”

AUTHORS’ POSTSCRIPT

In the hope of taking steps toward aligning his per-
sonal and professional directions and desires, Andy
volunteered to participate in this interview. He in-
vited the seminar members to share in his struggle
with some of the more challenging incongruities in his
life and approached the interview as a frame-
challenging inquiry. Through participating in the in-
terview itself and listening to the seminar members’
reactions and feedback, Andy hoped to gain useful in-
sights for guiding his transformation. He sought to
learn how his frame can be problematic and to dis-
cover alternative perspectives.

Now we encourage you to ask yourself what you
interpret as evidence in this interview of genuine in-
quiry and what you interpret as intentional or unin-
tentional deflecting of inquiry. There is an implicit
power to an inquiry that interrelates the personal and
the professional, the ideal and the practical. Andy’s re-
sponses touch on all of these notions, and there isclear
evidence that he has interwoven his personal concern
for freedom into his business of entertaining tourists
with the story of Boston as a birthplace of freedom. But
does inquiry permeate all his action? Is there evidence
here of sincere inquiry during the interview itself?

At one point, for example, Tess asked Andy toshed
a little light on his despair and where his personal life
fits into his story. Andy replies, “Are you interested in
the business side?” Tess responds, “No, I'm more in-
terested in you.” How do you understand Andy then
addressing only the business side? On theother hand,
when challenged by Jennifer about whether he tells
only those stories about his life that make him feel
good, Andy immediately offers some examples of the
“bad” side of his life. At another point, Andy shares
that one of his aims is to pacify the conflict between his
desire to work hard and his partner’s desire to spend
more time with Andy. Is there any sign of Andy mov-
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ing toward a conversation that may change either or
both partners’ minds and goals?

Whatever your conclusion on these specific pieces
of evidence about the kind of inquiry Andy engages
in, the interview, with its challenging questions, pro-
vides us with the rare opportunity to listen into the
heart and mind of an unusually successful entrepre-
neur. What we hear, it seems to us, is a person who is
actively engaged with many elements of the good life
(Torbert, 1994):

1. with issues of life~embracing vision and principle;

2. with making his own performance increasingly con-
sistent with his vision while acknowledging continu-
ing incongruities;

3. with creating an enabling, inquiring working envi-
ronment for others; and

4. with providing truly entertaining and educational
experiences for clients, as much or more than he is

5. with profit.

Yet he clearly recognizes that hard work and profit are
also essential ingredients in making a visionary com-
pany grow (Collins & Porras, 1994, 1996).
We invite you not only to develop your own analy-
~ sis of this interview but also to turn to the accompany-
ing analytical article. It discusses our understandings
of Andy’s action-logics® based on the interview,
.. shares Andy’s reactions during a later feedback ses-
sion, and, in closing, discusses how our interview-
and-feedback methodology helps establish the valid-
ity of the analysis we offer.

NOTES

1. See autobiographical items at the following Web site:
http:/ /www2.bc.edu/ ~torbert.

2. Other than Andy and the two authors, Jennifer and
Bill, the names of participants are fictitious.

3. A person’s action-logic is the systematic set of as-
sumptions—only rarely clear, explicit, and relatively accu-
rate in the person’s own mind—that guide his or her
thinking, feeling, perceiving, and acting. As Argyris and
Schon’s work (1974, 1978) has shown, there are often signifi-
cant incongruities between espoused theories of their own
practice and their actual pattern of behavior.
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