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FOREWORD

“Our greatest glory is not in never falling, 
but in getting up every time we do.”

- Confucius

As you open this book and begin to read it, I am sure you have 
your reason(s).  It is my desire that these pages will provide you 
with new insight(s) into how a CEO, president, business owner, 
top executive or leader can profit from The Power Of CEO PEER 
GROUPS (as I have.)

The information contained herein is for you.  I made the commitment, 
took the time, and stayed the course in order to collect within one 
book an organized rationale for why so many executives participate 
in CEO PEER GROUPS.

I know from running businesses that the phrase “lonely at the top” 
has real meaning when you are the one at the top.  This book is 
written for those executives who share that burden.    

I’ve had the good fortune to work with some great mentors during 
my career.  I have had some truly gifted bosses and talented teams.  
I learned throughout my career that I gained the most insight from 
people who have done something similar to what I was doing.  The 
most relevant experiences and best practices came from those who 
had a similar responsibility role to mine, whether at my firm or 
another company.
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The more successful I became and the further I progressed in 
my career, the harder it became to connect with those people.  I 
became busier with more responsibilities both at work and home.  
There were no peers in my immediate office and over time those I 
knew became more and more physically distant from me.  Finally, I 
realized that I was working in an isolated environment even though 
I was running a subsidiary with 700+ people in multiple locations 
over several continents.  I had a great staff but there really was no 
one within my firm who could see the world from my perspective.  
It was at that moment that I realized the answers to the challenges I 
was facing lie outside my firm in the experience of other CEOs.  

That is when I joined my first CEO PEER GROUP.  I remember 
that first meeting, sitting in the room, not knowing another person 
and wondering if I should even be there.  Could these people really 
understand what I was facing?  I mean, my business was unique!  
I had a plant in Tijuana, two in the US, and one overseas.  My 
business had it’s challenges, our costs were increasing, my customers 
wanted annual price decreases, and I had an aging plant with too 
much capacity for the future.  Who else was experiencing what I 
was facing?  Would others really spend the time to understand my 
situation enough to help me?  
 
I was sitting there in my chair adjusting the paper and pens in front 
of me, waiting to see what would happen.  I think I was even slightly 
unsure if I  even belonged as I really did not own the business.  I was 
P&L responsible but I was a General Manager.  Should I be sitting 
at a table listed “Hired Guns”?  Well at least I was in the room!  That 
was a good start.  

What I came to realize as I listened that first morning to the issues 
discussed and spent time asking questions during the breaks was 
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that my unique business, with all it’s special features, wasn’t all that 
different from the other businesses around the table (and around 
the world). 

My experience as a member at all my subsequent meetings showed 
me The Power of CEO PEER GROUPS.  I began to look forward 
to the meetings and spent time with my staff after each one 
implementing and refining the ideas the members had given me to 
improve my business.  Over time, I realized my peer meetings were 
so important that I decided to professionally facilitate other CEO 
PEER GROUPS.  Over the next year, I left my General Manager’s 
job and took on this challenge full-time.
  
I hope you enjoy the time you spend with this book. I hope you find it an 
“easy read” but one with substance that is applicable to your situation.  
This was written from my own experiences with you in mind.  
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CHAPTER 1 
A Short History of CEO PEER GROUPS 

“Never throughout history has a man 
who lived a life of ease 

left a name worth remembering.”
-Theodore Roosevelt

As I sit here in my home office, I can hear the sounds of the 
neighborhood.  The swirling sound of my neighbor’s pool filter.  
The echo of young voices enjoying a summer’s day playing in the 
cul-du-sec.  The smell of waffles rolling up from downstairs as my 
daughter prepares breakfast.  I am truly in the moment (a place I try 
to get to on a consistent basis).  One that can be elusive when the 
pressures of daily business intrude and interrupt me.

CEO PEER GROUPS are my refuge and my “safe haven.”  The 
positive interaction that happens within a CEO PEER GROUP 
is a powerful force that enables each member to realize their full 
potential and improve performance.  The separation and space 
provides each CEO the opportunity to step back and look at their 
challenges and opportunities from another perspective (in fact, 
from many points of view).   

The true Power of CEO PEER GROUPS didn’t fall down from the 
sky or suddenly appear.  It is as old as the stars and deeply ingrained 
in our collective DNA.
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The phrase “No man is an Island” by author John Donne is a good 
starting point.  He first wrote down this thought over 400 years ago.  
The meaning of the phrase is usually defined as:

Human beings do not thrive 
when isolated from others.

Mr. Donne was a Christian and the concept he exposed is shared 
by other religions too, principally Buddhism.  From this common 
perspective, it appears obvious that there is a fundamental human 
need to be with others with whom we have a common bond.

This makes particular sense when you observe the human interaction 
that occurs during a CEO PEER GROUP, especially during the 
round table discussions that occur at the end of each meeting.

From what I have observed,  I’d even go so far as to state:

CEOs do not thrive when 
isolated from other CEOs.

But does that automatically mean they thrive together?  Let’s see if 
these two ideas can be connected.  

After a bit of research I uncovered just such an argument.  You will 
recognize it immediately.  It is still as powerful and pertinent today 
as the first time it was written. 
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“The whole is more than 
  the sum of its parts.”

Do you know who said it first?  

Would it surprise you that this saying is 
credited to Aristotle sometime between 384 
BC and 322 BC?  We  know him as one of 
the great Greek philosophers and student 
of Plato.  But he was also the teacher of 
Alexander The Great (a man who knew a 
thing or two about people and how to lead 
them to extraordinary achievements).

This simple idea is so prevalent in Western philosophy that it is still 
being studied and restudied to this day.  It’s most recent reincarnation 
is often called synergy, which Wikipedia defines as:  

“The phenomenon in which two or 
more discrete influences or agents 

acting together create an effect 
greater than that predicted 

by knowing only the separate 
effects of individual agents.”

Synergy has become a “buzz word” in businesses today.  Millions 
of dollars are spent each year trying to develop this quality within 
companies of all sizes.  There is a good reason for this.  When it 
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happens, when true synergy develops within a team, the group’s 
achievements become greater than anyone could have predicted or 
accomplished on their own.

Sadly, many companies lack the ability to develop synergy 
and never truly deliver the results contained in their collective 
potential. But for those of you who have had the good fortune to 
have been a part of a group where the collective output exceeded 
the individual’s expectations, you will understand the universal 
power of this concept. 

Let’s apply it to The Power of CEO PEER GROUPS.  To do that, we 
need to restate Aristotle’s words as follows:  

“The whole effort of CEOs working 
together is more than the sum of 

those same CEOs working separately.”

We have taken some license with the original intent of Aristotle’s 
words.  It is not my goal to be disrespectful to his intellect but rather 
to help show how his idea can be applied to the subject at hand.

Now let’s jump ahead to the late 1930’s, towards the end of the Great 
Depression.  A book was published by Dr. Napoleon Hill (1883-1970) 
entitled Think and Grow Rich.  The book was inspired by a casual 
comment from Andrew Carnegie (1835-1919) a Scottish-born 
industrialist who built  Carnegie Steel (forerunner of U.S. Steel.) 

Think and Grow Rich was built upon concepts contained in Dr. 
Hill’s earlier book Law of Success, and went on to sell over 20 million 
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copies. It has been on the business best seller lists as recently as 2007 
(according to Business Week Magazine). 

In Law of Success (first published in 1928) Dr. Hill writes about a 
concept he refers to as “The Master Mind”.  On page 23 of that book 
he writes:

“Master Mind” meaning a mind that is 
developed through the harmonious 
co-operation of two or more people 
who ally themselves for the purpose 
of accomplishing any given task.”

Dr. Hill considered this concept so important to an individual’s success 
that he presented The Master Mind as lesson one in Law of Success. 
This is the foundation on which he built all the rest of his 16 lessons.  

As mentioned, Dr. Hill credits Andrew Carnegie with first bringing 
to his attention the whole concept of The Master Mind in 1908 
when he interviewed him and later talked to him about organizing 
the world’s first philosophy on personal achievement.  

During his research, Dr. Hill studied many successful business people 
of his time.  He interviewed Henry Ford, Harvey Firestone, Thomas 
Edison, and John Burroughs.  Each had achieved great success in 
their own careers.  Mr. Ford created the Ford Motor Company.  Mr. 
Firestone was the founder of Firestone Tire and Rubber Company.  
Mr. Edison was (and still is) considered one of the most prolific 
inventors in history, holding 1,093 U.S. patents in his name as well 
as many patents in the United Kingdom, France and Germany.  John 
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Burroughs was an American naturalist and essayist and important 
figure in the evolution  of the U.S. conservation movement.  

What Dr. Hill discovered was that these business leaders made the time 
investment to bring together people to focus on achieving a definite 
purpose.  Doing this, Dr. Hill realized “individuals take on the nature 
with whom they associate in a spirit of sympathy and harmony.” 

The concept of Master Mind groups, peer groups, executive forums, 
Master Mind Alliances and whatever else you wish to call them has 
been evolving ever since in forums and think tanks around the 
world.  The power of this practice is understood by thousands of 
CEOs and business owners throughout the Western World.

The Napoleon Hill Foundation offers specific guidance on how to 
build a successful Master Mind Alliance.  The full text can be found 
on their website (www.naphill.org).  But for this book, we have 
highlighted several key elements:

	 •			Have	a	definite	purpose	when	forming	the	group;
	 •			The	group	will	play	out	if	you	don’t	have	strong	motivation		
	 	 behind	the	group;
	 •			Members	should	be	included	for	their	ability	to	help	each		 	
	 	 other	get	to	the	next	level;
	 •			Each	member	should	be	able	to	make	their	own	unique		 	
	 	 contribution;
	 •			Carefully	consider	each	candidate	for	membership	in	light			
  of their ability, their personality and their willingness to   
  cooperate within the group.

There is a profound foundational link between Dr. Hill’s guidance 
for forming a Master Mind Alliance and The Power of CEO PEER 
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GROUPS when professionally facilitated.  In fact, one of the most 
recent and widely applied forms of Dr. Hill’s Master Mind principle 
is the CEO PEER GROUP. 

Those CEOs who were in early, informal peer groups created lasting 
institutions and secured their personal legacies in the annals of 
American business history.  Today’s institutionalized CEO PEER 
GROUPS are the modern day embodiment of Dr. Hill’s discoveries 
and the lasting legacy of those early experiments.
 
Dr. Hill’s belief in the power of the Master Mind was so strong that he 
went on to write the following phrase to demonstrate his conviction: 

“Great power can be accumulated 
through no other principle!”

But for many years, people pondered “how can I accumu-
late and set in motion such power when I don’t have the people 
around me to make it happen?”  In other words, you can’t just 
go and grab people off the street and expect it to work.  It needs 
some sort of professional facilitator to make it happen.  Some-
one has to recruit and build the group.  Someone has to organize 
and put it all together.  And someone has to chair the meeting 
to keep it on point and on time to truly achieve any real results.  

In my own life, I’ve seen what happens when a group of friends tries 
to create an informal association.  It either quickly becomes a “boys 
night out” social group, or devolves into one person’s personal fo-
rum or agenda (“we’ll meet when I’m available and discuss what’s 
most important to me).  That’s not what Dr. Hill was discussing.
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When a CEO PEER GROUP is built by a professional facilitator 
(or forum leader) who has been extensively trained and brings real 
executive experience to the table,  the outcome is entirely different.

It is the professional facilitation which ensures that the CEO PEER 
GROUP will not play out as Dr. Hill’s foundation warns.  This is 
because the forum leader ensures there is strong motivation be-
hind the group from the beginning and throughout it’s evolution 
and development.
 
The professional facilitator must be skilled at identifying those can-
didates who have the qualities necessary to build a powerful CEO 
PEER GROUP.  Later in this book we will look at the qualities of an 
outstanding CEO PEER GROUP member in more detail.

Finding and helping the CEO PEER GROUP members understand 
one another’s unique contribution is another vital role of the fa-
cilitator/forum leader.  The mission is to bring members to a CEO 
PEER GROUP who have a diversity of experiences and a breadth of 
knowledge to provide a robust learning environment.  This group 
must be capable of fostering long term personal and professional 
development for the benefit of each CEO member.

The selection process for members is conducted by the forum leader.  
Knowing the qualities for membership and finding candidates who 
embody those qualities requires training and strong interpersonal 
skills.  Each CEO PEER GROUP develops a unique personality that 
is a reflection of its members.  The better constructed the group, the 
more power the CEO PEER GROUPS will develop as they evolve 
into the true Master Mind Alliance described by Dr. Hill.
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Throughout this chapter we have learned about people who devel-
oped ideas applicable to the modern day CEO PEER GROUP.  You 
have traveled back into ancient Greece, and into the early 1900’s 
linking The Power of CEO PEER GROUPS to ideas of thinkers and 
philosophers whose teachings have influenced all of mankind.  

This power is not a new phenomenon.  Modern day CEO PEER 
GROUPS put into action the Master Mind principles practiced by 
earlier CEOs.  Today, thousands of CEOs each month are gathering 
to take their business to the next level through active membership 
in these explosive groups and guided forums.
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CHAPTER 2 
Alternatives to CEO PEER GROUPS

“However beautiful the strategy, 
you should occasionally look at the results.” 

- Winston Churchill

Today’s CEO is presented with a variety of options when considering 
professional groups or associations.  To properly evaluate each, you 
must	ask	yourself	the	following	question;	

How will membership in this 
group benefit my company?

Most members of CEO PEER GROUPS are also members in many 
other organizations and associations as well. 

1.  BOARD OF DIRECTORS
Many smaller firms have an informal board of directors comprised 
of family members or others close to their business.  As in publicly 
held companies, the role of these board of directors is to protect the 
interest of the company as a whole.  This means that the CEO has a 
reporting relationship to this body.  While a board of directors serves 
an important role in the good governance of the firm, their reason 
for existence is to oversee the fiduciary obligations of the company 
and deal with issues such as electing officers, reviewing strategic 
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direction and compliance issues.  A formal board of directors has the 
authority to instruct the CEO on what actions to take.  But in most 
small to medium sized businesses (SMB) this fact can be perceived as 
a threat or problem by the actual business owner. It can prevent him 
from establishing an independent or effective board of directors or 
to closely control its member selection so severely that it limits the 
board’s ability to provide fresh ideas or outside perspectives.

2.  CHAMBERS OF COMMERCE
They are great for connecting with other businesses and civic leaders 
in a specific city.  They are especially valuable for firms involved in 
service-related businesses, either in a B-to-B or B-to-C capacity.  The 
breakfasts, lunches and mixers offer a good chance to understand 
what is happening in the local economy and build awareness for 
businesses within a specific market. Some companies may find they 
need to join a number of different chambers beyond their own city. 
But the cost and time commitments can become a cost burden for 
these sort of “multi-city” businesses as they expand and grow. 

3.  TRADE ASSOCIATIONS
Membership in trade associations provide a good way for 
businesses to get together with others in their industry.  Attending 
trade meetings can give the business exposure to trends and issues 
relevant to their industry.  Clearly, there can be value to be a part 
of a such an association.  Given the nature of the memberships, 
however, (competitors in the same industry) a business needs to be 
careful about what is said during these meetings.  For example, trade 
associations would not be a place to go and discuss confidential or 
strategic issues or financial problems within your firm.

4.  INFORMAL BOARD OF ADVISORS
An option some businesses consider in lieu of a paid board of 
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directors is to create an unpaid “board of advisors”.  The idea behind 
this is a sound start. Generally, the CEO realizes he or she could 
benefit from developing a group of people who will be able to 
provide outside advice and perspective.  

The CEO has to take on a good deal of work to have an effective 
board of advisors.  They must carefully select the members (as it 
is hard to recruit and even harder to ask an advisor to get off the 
board).  The CEO must organize the meetings, plan the location, 
discussion topics, keep the minutes, and communicate all this to 
all involved.   Finally, the CEO has some obligation to listen to the 
advisors.  They are giving their time for free in order to help the 
CEO.  If the CEO does not act on the suggestions, he can undermine 
the advisor’s interest in participating over time.  

Many times a volunteer board of advisors gets started with a lot 
of promise and enthusiasm only to gradually wither away and die.   
This process starts with less frequent or sporadic meetings. The 
attendance becomes unpredictable and the quality of the meetings 
degrades due to lack of planning.  In the end, when they do meet, 
it becomes no more than a roundtable discussion of impromptu 
issues with little strategic value for the CEO.

5.  OLD UNCLE HARRY
What I mean by this heading is simply that many CEOs have 
entrepreneurial blood lines.  Possibly there are others in the family 
who have started or are currently running businesses.  I am not 
referring to members of the CEO’s family who work in the same 
firm but rather a friend or family member who has been a trusted 
advisor over time.
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It is a very good idea for a CEO to seek out advice from as many 
trusted and competent sources as possible (given the challenges 
of running a business today) and Ole Uncle Harry is probably a 
treasure trove of information and war stories.  Depending on his 
business background, he can also be a “one stop shop” for advice.  

The challenge is that over time Ole Uncle Harry might run low on 
new ideas or the CEO’s business can outgrow Ole Uncle Harry’s 
experiences.  The CEO may not want to talk with Ole Uncle Harry 
about some issues that he feels need absolute confidentiality.  As 
with informal Boards of Advisors, if the CEO does not use Ole 
Uncle Harry’s input, it can lessen his interest in making future 
recommendations.  Lastly, it can be difficult to stop seeking the 
advice of a person who is a close family member or friend.  The 
mentor-mentee relationship can become strained when the mentee 
feels he has outgrown his coach.

6. BUSINESS COACH
There has been a dramatic increase in the number of  business coaches 
who are courting CEOs and business owners.  Some members of 
CEO PEER GROUPS use such individuals.  As with Ole Uncle 
Harry, a CEO will need to carefully select a coach to ensure they do 
not outgrow the coaches’ knowledge base.  It is hard to imagine any 
one individual coach who could offer a CEO the varied experiences 
and knowledge they can find within a CEO PEER GROUP.

7.  BUSINESS ADVISORS
Clearly, CEOs needs to surround themselves with the best lawyers, 
accountants, and bankers they can find and afford.  The service 
these professionals provide is never in question.  
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The CEO must realize that their service providers are of most value 
‘inside their discipline”.  For example, it may not be in the best 
interests of the business to ask your accountant how to successfully 
conduct a new product launch.  The CEO needs to know the 
limitations of his service providers and leverage their value by 
concentrating their energy where it can do his firm the most good.

8.  SEMINARS
Seminars are a good way to introduce concepts to the CEO or his 
staff.  They do not work well for systemic changes, however, or if the 
training offered at the seminar is needed by people who could not 
attend. Generally, people return from seminars filled with enthusiasm 
and a desire to implement the information learned.  However, the 
staying power or half-life of their commitment can quickly dissipate 
if proper reinforcement is not in place at the office.  

Yet, in the absence of any other resource, companies continue to 
hire consultants to put on “motivational” or “sales” seminars ad 
nauseum.  It’s sort of like the newlywed wife who prepares her first 
Thanksgiving dinner.  When her husband brings home the turkey, 
the young wife promptly cuts off the whole front half.  “Why did you 
do that?” the shocked husband replies.  “That’s the way my mother 
always did it”, she replies.  So when the mother-in-law arrives, the 
curious husband just can’t leave it alone.  “Joan cooked a great turkey 
today,” he diplomatically starts.  “She did it just like you taught her!  
But, I’m curious, Mrs. Smith.  Joan said you always cut the front 
half of the bird off? Why did you do that?”  “Oh my,” laughed the 
mother.  “I only did that because we were poor and lived in a tiny 
apartment.  My little oven couldn’t hold a whole turkey!”

Ever been in an organization or meeting where people were firmly 
committed to some historical course of action, but can’t remember 
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exactly when (or why) it became the “accepted way of doing things?”  No 
seminar will ever change that type of ingrained, outmoded thinking.

“Checking the results of a decision 
against its expectations shows 
executives what their strengths 
are, where they need to improve 

and where they lack 
knowledge or information.”
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CHAPTER 3 
The Ten Powers of CEO PEER GROUPS

“The welfare of each is bound 
up in the welfare of all.”

-Helen Keller

While there might not be many alternatives, there are a million 
reasons why CEOs join and participate in CEO PEER GROUPS.  
Each month over 40,000 executives commit the time to come 
together in meeting rooms all over the world to take their businesses 
to the next level.  The CEO PEER GROUP environment is a powerful 
experience for them, giving them a variety of resources, strategies 
and advice not open to them in any other forum.

You will discover in this chapter The Ten Powers of CEO PEER 
GROUPS.  This information is based on years of experience with 
the process, interviews with current members and substantial 
research on the subject.  

Most executives who join CEO PEER GROUPS stay in the program.  
The renewal rate for executives is over 80%.  The reasons they 
remain are as varied as the individual members.  But the power 
of this process is undeniable and seems to fall into 10 separate 
categories of benefits.
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1.  A SAFE HAVEN
A CEO PEER GROUP must be built on a foundation of mutual trust 
and respect within it’s members.  That trust begins with a solemn 
agreement “what is discussed during the CEO PEER GROUP 
meeting stays within these walls.” There is no quicker way to undo 
years of relationship building than to have members lose faith in the 
group’s confidentiality.  There must zero tolerance for any member 
who cannot keep this necessary trust.

Confidentiality allows each member to be totally open about issues.  
It provides a safe environment where a CEO can work through topics 
that he or she is unable to discuss with others directly associated 
with their business.

A CEO PEER GROUP is an ideal place to try out ideas that you don’t 
want to try out with employees or family members.  It is a safe venue 
to lay out your most “off the wall ideas” and see what comes back.  
The best CEO PEER GROUPS do not take themselves individually 
or as a group too seriously.  There is a playful camaraderie that 
develops within the group.  This characteristic allows members 
to feel comfortable testing ideas, knowing they will be supported 
by the group whatever is said. This openness can lead to truly 
breakthrough thinking.  

As the business owner or top executive, you are expected to be the 
final decision maker or “the grand-decider”.  Your employees may 
expect you to have the wisdom of King Solomon (who, incidentally, 
practiced The Power of CEO PEER GROUPS.  He engaged in an 
“alliance” with Hiram I, King of Tyre, who in many ways greatly 
assisted him in his numerous undertakings).
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The idea that you, as the boss, must be capable of always making a 
final decision can become a burden.  There are times when you just 
can’t let your employees know you are not sure of the right answer.  
Admitting this can lead to bad situations within your company like 
lower morale, higher employee turnover, or lost productivity.  So 
you, as the boss, need a place where you can go to work through 
issues and challenges that you are not clear how to otherwise solve 
or even discuss.

Just because you are in business 
for yourself, you don’t have to be 

in business by yourself.

The CEO PEER GROUP provides you with a confidential, experienced 
group of advisors and an experienced facilitator who can offer you 
advise and counsel for the challenges you all share in common.
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# 1 CASE STUDY: SAFE HAVEN

Fundamental Challenge: Tom’s business was in the 
process of finalizing a joint venture with a much 
larger firm whereby his company would retain 
51% ownership interest. While this presented a 
significant opportunity for Tom’s company to grow 
through the financial and technical backing of his 
new partner, he was worried it would negatively 
affect his ability to remain in control of his 
business.  He had no previous relationship with this 
firm and he was still establishing himself within 
their organization.  He realized the inherent risk of 
joining forces with such a large firm, but he needed 
their manufacturing infrastructure to capitalize on 
the market. He did not have the funds nor did he 
feel he had the talent to meet the demand that was 
developing for his product. 

Primary Issues Faced: To complicate the situation 
for Tom, during the due diligence period, it was 
discovered by Tom that his current partner had 
misappropriated funds in the last year.  Prior to 
this examination, this information was not known 
by Tom. Tom was preparing to travel to the new 
partner’s headquarters to finalize the agreement 
the following week.  He wanted guidance on how to 
address this new information with the new firm. Tom 
was very concerned he would lose the confidence 
of the new firm thereby causing them to back out 
of the agreement. Tom felt he knew what he had 
to do but he needed to “think it through” with his 

Continued...
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peer group. He was unable to talk with anyone at 
his company. Tom had to come to terms with his 
problem knowing that he only had a few days before 
he would be meeting with his new partner.

Summary of Recommendations: The group spent 
time talking with Tom about how he felt about his 
partner who had misappropriated the funds. They 
tested him to make sure he was absolutely sure it 
had happened.  They questioned him extensively to 
find out how he could not have known this earlier.  
One member even asked him if he was telling the 
group the whole truth.  While this was uncomfortable 
at times for the group and Tom, it led his peers to 
the conclusion that Tom’s version of the situation 
was in fact the truth.   
Once that was established, the group began with 
their recommendations. First was for Tom to go 
back and confront his partner with this information.  
Second was to immediately request his partner take 
a leave from the firm. Third, Tom needed to meet 
with the team that discovered the information and 
prepare a detailed accounting to ensure there were 
no other issues. Fourth, Tom needed to be prepared 
to give full disclosure to his new partner when he 
met with them. He had to be willing to terminate 
his existing partner in order to keep the new joint 
venture in place. 

Continued...
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Impact: Tom acknowledged that much of what his 
peer group counseled him to do was what he already 
knew.  But he needed to have a chance to talk it 
through with someone he trusted. He felt the hard 
questioning he had been subjected to by the peer 
group was good preparation for what he should 
expect for his new joint venture partner. And to have 
the peer group support gave him the sense that he 
would be able to secure his new partner’s support as 
well. The peer group had helped Tom get his focus 
back and allowed him the opportunity to come to 
terms with the actions he had to take to safe guard 
his business and his reputation.  

# 1 CASE STUDY: SAFE HAVEN
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2. SOLID REASONING
A well built CEO PEER GROUP brings together members with 
a variety of educational and cultural backgrounds, from non-
competitive firms.  Each group contains different ages, genders, 
ethnicities and viewpoints.  As the group forms its collective 
identity, it becomes a cosmopolitan combination of all these.  As the 
facilitator works to ensure that a foundation of harmony develops 
within the group, the final structure contains a richness not 
found in many smaller firms.  Over time, this diversity becomes a 
powerful base upon which the team builds a “Master Mind” capable 
of monumental reasoning.

When a CEO PEER GROUP is working on a challenging issue 
for one of their members, having diverse perspectives can pay 
huge dividends for the quality of the discussion and the depth of 
exploration undertaken.  The outcome is a series of recommendations 
that have been vetted through a rigorous multi-faceted peer review 
process and honed like steel in a furnace.

When you have 10 members of a CEO PEER GROUP together in 
a room, you have a minimum of 100 years of real world business 
experience.  Some members may be “serial entrepreneurs” building 
businesses in a variety of industries which can add even more 
experience and insight to the collective consciousness.

The variety of experiences present in the room makes it harder for 
biases to develop within the group.  The ability to remain objective 
and deal with the factual basis enables CEO PEER GROUPS to 
provide unequaled input to the CEO.
 
With such varied backgrounds the peer group provides an 
environment for fresh ideas and new perspectives.  This can help 
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the CEO see things with a fresh set of eyes enabling him to go back 
to his company with new solutions and a new vision.

As that expert problem solver Albert Einstein once said:

“We can’t solve problems by using 
the same kind of thinking we 
used when we created them.”  



- 33 - 

# 2 CASE STUDY: SOLID REASONING 

Fundamental Challenge: Russell Manufacturing was 
made up a several product lines which were sold to 
a common set of customers.  Russell’s executive 
structure was a functional model with executives 
running engineering, sales, product marketing, 
finance, manufacturing, etc.  Tim Russell felt that 
the structure he had was not delivering the optimum 
results for his business, however, because the 
three product lines they made had very different 
characteristics.

Primary Issues Faced: Tim brought to the peer group 
a question: given their knowledge of his company, 
what would be their thoughts about a better internal 
structure? Tim wanted their input because he was 
frustrated by his executive team’s inability to come 
up with any fresh ideas.  He suspected they were 
protecting their turf and unwilling to risk losing any 
responsibility.  Tim was sure that his business would 
be more effective if he could arrange it differently.

Summary of Recommendations: The peer group 
started with questions about Tim’s three product 
lines. What was common? Did they share engineering 
talent?  How the manufacturing plant was laid out 
for these products lines?  Did they share common 
machines and sub-processes?  After gathering this 
information, it was clear that Tim, in fact, had very 
little overlap between his three product lines.  The 
peer group questioned Tim about his employee 
talent. Tim explained that he had three executives 

Continued...
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that he would like to groom in order to develop 
bench strength for his business.  

Impact: After careful questioning and several follow-
up group meetings (where Tim presented ideas on 
possible ways to realign his firm), he decided to 
move his business to what he called a “value stream 
model”.  He assigned one product to each of the 
three executives he wanted to groom.  He gave each 
of them profit and loss responsibility for the product 
line.  He aligned many of the previously independent 
departments into these value streams.  Sales, 
marketing, engineering, and much of the operations 
now became a part of that value stream.  He kept 
finance, human resources, quality control and the 
shared sub-processes within the manufacturing 
plant separate.  This structure brought focus to 
the needs of the three product lines by giving each 
executive responsibility for their individual business.  
Tim also found a way to develop three general 
managers within his firm and build the executive 
bench strength he was seeking.  This allowed him 
to delegate more decisions to his staff and free him 
to work on strategic external business opportunities.  
His firm also began to realize the lower costs they 
had long been seeking thanks to the increased focus 
brought on by one executive owning the product line 
from start to finish.
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3.  REAL FEEDBACK
Many executives truly believe their employees always share their 
true feelings.  All the CEO needs to do is tell his employees he really 
wants their unbiased feedback and they willingly give it to him 
unfiltered and without reservation.

But within the normal course of human interaction, we all adapt 
what we say to have the maximum impact while minimizing the 
negative repercussions to ourselves.  This is somehow connected to 
our survival instinct.  

When the BOSS asks an employee to give him their unfiltered 
feedback, he should realize that what he will get is feedback that goes 
through several mental filters.  The last one it goes through is often the 
most distorting.  It’s the “how do I say this and not make the boss mad 
or get me fired” filter.  Don’t misunderstand, in healthy companies 
most employees try their best to tell the boss what they really think.  
But it is the rare employee who will risk the ire of the boss to give him 
an unchecked, unvarnished response right there “in the moment”.

Let’s contrast that to a CEO PEER GROUP where the members are 
not dependent on one another for anything beyond the membership 
of that group.  When one member asks for unfiltered feedback 
he usually gets just that (whether he really wants it or not).  But 
truth can be a hard thing to swallow.  It is good for executives to 
have their ideas challenged.  This does not happen enough inside a 
company.  The smart boss has learned he needs to be careful not to 
lead his team to the answer they think he wants to hear.  However, 
over time, his employees often figure him out anyway and either 
consciously or unconsciously try to flatter or please him.  All of 
which makes it increasingly difficult for the boss to get truthful, 
unfiltered answers to even the simplest questions.  It is like he is in 
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a room full of bobble heads all shaking their heads in unison to his 
every thought.

The longer this situation exists within a firm, the more some ideas 
and actions get entrenched.  The ultimate outcome is a group of 
“sacred cows” that are never truly questioned or debated.

As Bertrand Russell said:

“In all affairs it’s a healthy thing now 
and then to hang a question mark on 

things you have long taken for granted.”
 

That is another benefit to a “no BS” CEO PEER GROUP.  They have 
no “hidden agenda” nor fear of getting fired.  The peer group has no 
problem helping the CEO see the “blind spots” in his organization .  
Honesty has it’s own reward, and can be increasingly hard to come 
by the higher you climb up the corporate ladder. 
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# 3 CASE STUDY: REAL FEEDBACK

Fundamental Challenge: Mark felt his executive 
team was not capable of developing creative ideas 
when it came to new product innovation.  He was 
interested in joining the peer group to see what other 
CEO’s were doing to encourage innovation within 
their firms.  Mark’s business had been growing but 
he was worried that “what got them there” may not 
be good enough to “rise to the next level”. 

Primary Issues Faced: As Mark was new to the peer 
group, he was given the opportunity to present, in 
detail, his business to the other CEO’s.  Through 
this process, the other members get a first hand 
understanding of the inner workings of his firm.  
Mark offered to host the meeting at his office in 
order to provide a tour and introduction to his key 
executives.  The facilitator agreed and the monthly 
meeting was held in Mark’s conference room.  This 
gave the peer group an opportunity to see Mark 
interact with his executives as they were invited 
into the meeting for a part of the overview process 
and tour. This gave the peer group a chance 
to develop a detailed understanding of Mark’s 
organization. In subsequent monthly meetings, 
Mark continued to bring up his concern over 
innovation.  Members shared specific ideas they 
had used to spark innovation: customer surveys 
to uncover unmet needs, strategic hiring to bring 
in innovation, internal programs designed to 
stimulate the employees to suggest new products, 
college interns hired to survey the competitors 

Continued...
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product lines for possible new ideas, etc.  During 
the quarterly coaching, the facilitator even offered 
to lead a morning “innovation conference” with 
a consultant he knew who specialized in helping 
firms develop breakthrough ideas.  However, Mark 
was not open to the suggestions from his peer group 
or facilitator.  It became clear that Mark was a part 
of the problem by his reluctance to try new ideas 
unless they were his ideas.  This was apparent 
during the peer group meetings by his skepticism 
with suggestions made in an attempt to help.  Over 
time, the group determined they needed to bring 
this to Mark’s attention.

Summary of Recommendations: As a new member, 
Mark was offered the opportunity to provide an 
update on his business after 6 months.  He accepted 
and it was during this discussion that the peer group 
took the opportunity to help Mark see what they were 
seeing.  The group “took their gloves off” and gave 
Mark direct feedback about his behavior and how it 
was contributing to his problem.  At first, Mark resisted 
the idea that he needed to look at himself, but as the 
other 9 CEO’s pointed out specific examples, he began 
to realize they may have a point.  The meeting at 
times became charged, but the facilitator guided the 
discussion to allow Mark time absorb the feedback.  
Having interacted with Mark for 6 months, the peer 
group was confident in their assessment and had 
developed the trust and rapport needed to provide 
the constructive critique Mark needed to hear. 

Continued...



- 39 - 

# 3 CASE STUDY: REAL FEEDBACK

Impact: Mark has begun a series of activities 
within his firm designed to spur innovation.  He 
conducted a session with his executive staff where 
he shared with them the unfiltered feedback given 
to him by his peer group.  He asked their input on 
what he had learned about himself. He found that 
once he opened the door for a discussion about 
him, the executive team was willing to share their 
concerns as well.  To his amazement, Mark also 
discovered that his executive team could innovate.  
They have established regular events for the sole 
purpose of new product development ideas and the 
openness and ideas shared there have been a relief 
and pleasant surprise to Mark.  
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4.  GUIDANCE
CEOs are required to make critical decisions without all the facts 
or knowing the final outcome.  The quality of their decisions will 
have a dramatic and long term impact in the performance of their 
business.  Only time reveals the quality of their strategic decisions 
and direction. There is no crystal ball that can provide a glimpse 
into the future for the CEO.  They must make decisions based on 
the information guided by their intuition.   As Warren Buffett said:

“In the business world, 
the rearview mirror is always
 clearer than the windshield.”

The CEO PEER GROUP provides the executive with an opportunity 
to  create their own “personal guidance system”:  a steering committee 
of seasoned pros committed to chart a course through difficult waters. 
This opportunity to think through possible scenarios provides the 
member with the ability to test the mettle of their planned action 
prior to implementation.

We’ve all heard the term “Out of the Box Thinking.”  The Free 
Dictionary by Farlex defines it this way:

“Out-of-the-box-thinking is thinking 
that moves away in diverging 

directions so as to involve a VARIETY
 of aspects and which sometimes 
leads to novel ideas and solutions 

associated with creativity.”
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In many firms, the need for new ideas becomes a strategic imperative.  
This can happen when the CEO feels that the quality of company ideas 
are not meeting with the business challenges which the firm is facing.  

What most firms begin to have is “inside-the-box-thinking” which 
can be thought of simply as re-doing what has always been done 
but doing it with more focus, effort, frequency and vigor. While the 
activity may seem different, the results are usually not.

You have probably heard the quote “Everything that can be invented 
has been invented.” This quote was made by Charles H. Duell, 
Director of the US Patent Office.  Mr. Duell made this claim in 1899.  
While it now sounds absurd, at the time he uttered these words he 
was NOT THE ONLY PERSON who thought that way.  

When CEO PEER GROUPS are built upon diversity and then 
strategically add new members to keep it fresh, they are the ideal 
place where true out-of-the-box-thinking can occur.  

This happens because the members are constantly living and 
working in environments unique to their businesses.  When they 
come together for their monthly half-day meetings, they are 
bringing all that has occurred in their own worlds back to the table.  
As they learn each other’s businesses, they blend that knowledge 
into their ever-expanding external experience base.  

Since each member is from a non-competitive company, the CEO 
PEER GROUP becomes a dynamic “idea engine” built upon the 
pillars of shared and unique experiences.  When you add the final 
ingredient (the type of respect which can only be granted to a true 
peer), you have a special environment from which outstanding 
ideas will be developed.
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A CEO PEER GROUP gives members the chance to gain real world 
experience from experienced risk takers.  Accountants, bankers 
and especially lawyers are trained and retained to take the risk out 
of the business.  However, the CEO PEER GROUP members have 
learned how to weigh risk.  Bringing a riskier venture to the CEO 
PEER GROUP gives the member a chance to see how the group feels 
about its risk/reward ratio based on a shared set of business criteria.

This is particularly valuable as the CEO considers strategic initiatives 
that may not be fully understood by his executive team.  He needs 
a group of advisors who don’t have a vested interest nor any way to 
feel threatened by the outcome of the decision.
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Fundamental Challenge: Mary was operating two 
businesses which were related, but focused on 
different customers.  One of Mary’s businesses 
was a temporary staffing business for clerical 
and administrative workers. This was her original 
business and it had grown to several million in 
annual revenues and remained consistent at that 
level over the past 5 years.  Her second business 
was an interim executive service.  She had started 
this business at the request of one of her clients who 
was looking for an interim CFO.  She realized in her 
city that there were few competitors offering this 
service.  The fundamentals were more attractive in 
the interim executive business.  She had a higher 
billable (given the prevailing wage rate).  Her 
executives were placed for either a defined time 
period or scheduled for a given number of days 
per week.  In this way, Mary was able to create 
an ongoing revenue stream and still place the 
same executives either at multiple or consecutive 
assignments. Even though the labor market was 
tight as she started the business, she found it 
relatively easy to locate candidates who were either 
in transition or wanted to do interim work.  Her 
challenge was that her marketing efforts were 
not  successful.  She needed to gain awareness in 
the market for this new business venture.  There 
also was some confusion within the organization 
on how to communicate their “story” effectively 
to prospective clients given the company’s history 
as a temporary agency.  She knew the interim 

# 4 CASE STUDY: GUIDANCE
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executive business had the potential to financially 
outperform her temporary agency business if she 
could get the right message into the market and 
into her employees mindset and “sales script”.

Primary Issues Faced: Mary did not have the cash 
flow to simply add employees ahead of the revenue 
stream for the interim executive business which 
meant she had issues that encompassed her current 
staff roles and not enough time to dedicate to the 
marketing of this new business.  She also ran the 
risk of lowering her service level to her existing 
clients.  She needed to be personally involved 
(since her traditional customers were accustomed 
to her attention to their staffing needs). Her existing 
marketing team was also struggling at creating a 
solid direction as they seemed “lost” about how to 
tap into this potential market.

Summary of Recommendations: It was recom-
mended that the two businesses, while related, 
needed to be positioned differently as they served 
different customer needs.  This would provide 
greater return on her marketing investments. The 
first recommendation her peer group gave her was 
to re-brand the interim executive service. They 
suggested she work with a marketing consultant 
whom one of the members had used recently for 
a new product launch to develop a clear vision 
and strategic plan for starting this business.  
While this would require Mary spending money, 

# 4 CASE STUDY: GUIDANCE
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in advance of the revenue, the peer group helped 
her see the value of this investment.  Since the 
marketing consultant was known for the results his 
programs generated, Mary saw this as a wise risk 
to take.  Second, the peer group pointed out that 
various roles needed to be changed within her firm 
to increase their marketing effectiveness.  They 
proposed Mary offer an incentive program to two of 
her newer employees to work with the consultant 
to bring the programs in-house.  Third, the peer 
group strongly suggested Mary find a way to refocus 
her involvement in her temporary agency business.  
They observed that since she originally got into the 
business at a client’s request that she should look 
for additional interim executive business within her 
traditional clients.  This would keep her involved 
with the clients and support her strategy of growing 
her new business.  Additionally, Mary was provided 
with 35 specific ideas for external and internal 
marketing that could be implemented with limited 
resources.  

Impact: Mary now has a solid plan for growing her 
interim executive business. She has found her 
current clients to be receptive to the interim executive 
business and 1/3 of them have signed up to use her 
new services.  Her strategic plan forecasts that within 
2-3 years the interim executive business will surpass 
the temporary agency (even if that business continues 
to grow at it’s historical numbers).  

# 4 CASE STUDY: GUIDANCE
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5.  MOTIVATION
The element of accountability can be underestimated by members 
when they are new to the CEO PEER GROUPS experience.  But it 
does not take long for them to appreciate how important this aspect 
can become.  Knowing that you have committed to your fellow 
CEOs to have something completed by the next meeting tends to 
focus the member’s mind around getting it done.  The fact that this 
is a group of your peers, who will call you on your performance, 
also adds to a member’s motivation to get things done.
 
This addresses a challenge that some members have prior to joining 
a CEO PEER GROUP.  CEOs have ideas and commitments fixed 
to a single time line only to see the list keep growing. Since they 
(as the CEO) have final authority over that time line, it becomes 
easy to procrastinate or postpone items for which they are directly 
responsible.  Knowing they should do something and actually doing 
it are two different things.  Who holds the boss accountable?

“Procrastination is the thief of time.”

Everyone, from time to time, can benefit from having a respected 
peer hold your feet to the fire.  It can be even better when there are 
nine people who collectively hold you accountable.

Most business owners and top executives are very involved in the 
ongoing operation of their business.  Usually, their calendar does 
not really belong to them.  Even those executives with a discipline 
around time management are subject to interruptions from 
customers or urgent issues brought to them by their employees.  A 
lot of training classes and tools have been developed in an attempt 
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to help CEOs find the time to work on what Stephen Covey calls 
Quadrant II Activities.1 These activities start with planning and 
preparation.

The Power of CEO PEER GROUPS to provide a structure, time and 
setting for executives to devote to these activities is a critical benefit.  
It forces members to spend time away from the phones, emails and 
interruptions to think more strategically about their business.  It 
gives them time because there is the expectation that they will show 
up ready to disconnect from the business for half a day.  It also 
enables them to reconnect with those important but often neglected 
activities like strategic planning or employee development that must 
be done if their firms are to continue to be successful.

Stephen Covey said it well when he said:  

“The key is not to prioritize your 
schedule but to schedule your priorities.”

Covey, Stephen R. 1. The 7 Habits of Highly Effective People. New York: Simon 

& Schuster, 1990
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Fundamental Challenge: Chris was a hard charging 
entrepreneur who started his business based on a 
skill he was good at and the desire to revolutionize 
his industry.  During his early years, his motto was 
“Failure is not an option!”  His single-minded focus 
was on building and growing a successful business.  
It was this single-mindedness that he credited with 
enabling him to build a substantial business.  Chris 
was starting to feel he was paying too high price, 
however, in other areas of his life for his business 
success.  His children were getting older and he 
had missed many of their activities which he would 
never get back.

Primary Issues Faced: Chris was facing the fact 
that he needed to find balance in his life before 
it was too late.  He was worried that if he took his 
focus and energy away from the business it would 
begin to deteriorate. But he also knew he had to 
make time for his family.  

Summary of Recommendations:  Having known 
Chris for a number of years, the group understood 
him and his business well.  Some of the members had 
been faced with similar issues early in their careers. 
The group made a number of recommendations 
to Chris.  Some of them included: schedule 
vacations and communicate them throughout the 
firm at least 6 months in advance, scheduling his 
children’s events onto his business calendar and 
communicating to his executive team that he would 

#5 CASE STUDY: MOTIVATION
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be unavailable during those times.  They also urged 
him to  delegate some of his responsibilities to his 
executives thereby freeing him of the work and 
preparing them to eventually takeover.

Impact: Chris refers to himself now as a “recovering 
workaholic”. He is still a work in progress, but 
has found more balance by applying these 
recommendations.  

#5 CASE STUDY: MOTIVATION
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6.   MAGNIFACTION
The Power of CEO PEER GROUPS brings with it the ability to focus 
the collective awareness of the ten executives on one specific issue. 
The result is an intensity of thought capable of delivering much greater 
mental energy than any one member can develop on their own.  

The effect is similar to what happens when you use a magnifying glass.  
The sun can shine all day upon a newspaper on the sidewalk with 
little result.  But when a magnifying glass is placed between the sun 
and the newspaper, the focused energy causes the paper to ignite.  
 
When a member brings a challenge or opportunity to the CEO 
PEER GROUP for discussion they are unleashing energy that will 
cause a dramatic change to the very nature of the topic. 

Let’s look at the world of high tech companies for an analogy.  
Despite all the progress in miniaturization and speed, there is a 
fundamental challenge in our current computer processing model 
that limits its computational capability.  Namely, computers (like 
human brains) are only capable of processing one bit of information 
at a time.  The speed of this calculation may be incredible but it still 
can only be done one item at a time.

Organizations can suffer from this same bottleneck, no matter how 
many people they employ.  What CEO PEER GROUPS can offer is 
for the “main brain” to multiply him or herself.  To (in effect) use 
the same modern breakthrough that allows computers to overcome 
their built-in limitation: parallel processing.  Under this model of 
magnification each decision is broken down into a series of individual 
calculations which are not considered in a standard linear fashion 
(first one and then another) but are instead farmed out to other 
linked computer processors to be considered simultaneously (or “in 



CRITICAL MASS: The 10 Explosive Powers of CEO PEER GROUPS 

- 51 - 

parallel”) to one another.  The results are then instantly “matched 
up”, compared and selected by the system as a whole.  That’s what 
an intense CEO PEER GROUP can accomplish as well.  The topic 
is divided up among the brains in the room and in a coordinated 
manner they process the issue for the benefit of the member.

As Bill Gates put it:

This can be related equally to CEO PEER GROUPS.  Consider the peer 
group as the technology we apply to the problem solving process.  

This process exposes the underlying issues which have to be dealt 
with if the larger challenge is to be overcome.  This allows the CEO 
to gain a deeper awareness for the nuances previously obscured 
by the larger issue.  By zooming in on the issue, the CEO PEER 
GROUP provides the level of detail required for problem resolution 
to occur.

“The first rule of any technology used 
in a business is that automation applied 
to an efficient operation will magnify the 
efficiency. The second is that automation 

applied to an inefficient operation 
will magnify the inefficiency.”
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Fundamental Challenge: Manuel’s manufac-
turing facility produced a wide variety of industrial 
products.  He was having difficulty controlling the 
costs and his gross margins had been deteriorating 
over the past few years.  Manuel’s revenue was 
close to $50 million but he was seeing operating 
income shrinking.  Manuel’s business had been in 
existence for 20 years when it was started by his 
father and uncle.  Manuel’s customers valued his 
firm because they were able to supply certain hard-
to-find components on time and within budget.  This 
was a key differentiator for him.  But as the orders 
for these “legacy” products became less frequent it 
was increasing difficult to predict their demand. 

Primary Issues Faced: Manuel was worried that he 
and his executives had been unable to come up 
with a methodology to forecast this demand.  The 
issue was now two-fold.  One issue was that his 
operations team was inefficient in their processes 
for handling the orders.  He was seeing the inventory 
for the slower moving parts steadily increase as his 
purchasing team struggled with minimum order 
quantities from their suppliers.  He was also seeing 
the suppliers raising the costs for the raw material 
for a variety of reasons such as small lot orders, 
expedited delivery requests, and claims they were 
paying higher costs for their materials.  The final 
issue Manuel faced was his sales team’s inability 
to pass along the costs to his customers due to 
internal resistance that this might alienate the core 

Continued...
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customers by looking like they were trying to “take 
advantage” of the situation.

Summary of Recommendations: The peer group made 
several recommendations.  First, they suggested 
Manuel analyze the orders for the past two years to 
determine the purchase history by part number for 
each customer. Second, they recommended he put 
together a proposal by customer by part number to 
encourage his customers to consider either a last 
time buy or more economical purchase lots.  Next, 
they suggested his CFO and purchasing manager 
meet with the key vendors for the most expensive 
components in an attempt to develop a purchasing 
strategy which would lower the inventory risk and 
cost basis for their components.  If they met with 
resistance, the peer group suggested having his 
engineers work with purchasing to qualify alternative 
sources.  The peer group also suggested reducing the 
inventory through a variety of strategies such as online 
auction, offering it back to the original supplier, etc.  
With regard to manufacturing efficiency, the peer 
group suggested dedicating an area of the shop to 
handle all these small job orders. This would allow 
the regular manufacturing lines to run the volume 
work they were set up to do.  The peer group also 
suggested Manuel undertake time studies, set up/
change over reviews and other methods to reduce 
the costs associated with the manufacturing.
Impact:  Manuel undertook each suggestion and 

Continued...
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developed more ideas with his executive team.  
They were successful in reducing a good deal of the 
order volume by negotiating larger order quantities 
purchased less frequently for better pricing with 
their clients.  Some clients did opt for last time buys 
on select components.  A manufacturing area was 
created specifically for these low volume/fast turn 
orders and has led to Manuel being able to offer 
this service to other clients for which he was able to 
charge a premium.

#6 CASE STUDY: MAGNIFICATION
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7.  ILLUMINATION
How long do you benefit from a new idea or understanding?  If it 
becomes a part of your conscious thought, you can apply it for the 
rest of your life.

This Power of CEO PEER GROUPS enables members to dramatically 
shift their set point.  A set point is a reference by which a person 
relates their experience to their world view.  When a member receives 
new information and ideas from the group, it is as if a light goes off 
for them and they are now able to see things in a whole new way.

Just as magnification brings new power and intensity to bear on 
your problems, so too does the illuminating power of a CEO PEER 
GROUP help you find your way in the dark.  An ever present 
challenge for CEOs is to continue to discover information previously 
not known to them.  

Peter Senge, Senior Lecturer at MIT,  wrote a book in 1994 and 
revised it in 2006 entitled The Fifth Discipline.  In it, he took the 
concept of continuous learning and applied it to organizations.  His 
central idea was that organizations must constantly learn how to 
discover new ideas and integrate them into the company structure 
to remain competitive. 2  

Andy Grove, former Chairman of the Board and CEO of Intel 
Corporation,  wrote in his book Only the Paranoid Survive that the 
real risk to companies comes from firms in unrelated industries.  He 
points out that what companies do not know is more dangerous 

Senge, Peter M. 2. The Fifth Discipline: Mastering the Five Practices of 
the Learning Organization. New York: Transworld Limited 1990
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to their survival than what they do know.  To survive, a CEO 
has to be looking beyond their traditional competitors towards 
unconventional external threats and the only way to do that is by 
seeing them before they see you. 

Lou Gerstner, former Chairman of the Board and CEO of IBM 
Corporation, said it this way:

“You can never be comfortable with 
your success. You’ve got to be 

paranoid you’re going to lose it.”

A CEO has to constantly ask themselves the following questions:
What1.  do I know I know? 
What 2. do I know I don’t know?  
What 3. don’t I know I don’t know?

The last question can never fully explored due to its ambiguity.  But 
that is exactly why it must be asked by CEOs of themselves and 
their firms.  

There is information you know you know. An example is: you know 
you know how to get to your largest customer’s office.  You no longer 
think about it most times.  But think back upon your first trip to 
their location.  Maybe you needed directions or a map.  Maybe 
someone drove you to their office.  It is very likely that the first time 
you heard about the location you did not know exactly where it was.  
If that was the case then you knew you did not know how to get there 
and sought assistance.  
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Let’s say that while you were away on vacation, the location of your 
customer’s office was moved and no one told you.  On your first day 
back, you’d drive to your customer’s office thinking you knew where 
to go.  During that trip to their office, you did not know what you did 
not know, until you got there and realized they had moved!  
 
A CEO has to ask himself, of all that there is to know about his 
industry  (customers, competitors, macro economic trends, disruptive 
technologies, etc.) what is it that could affect his company the most 
and how much of that does he and his organization know?  

While the answer can be elusive, it is no less critical to consider 
because through the process of deliberate thinking the CEO will 
begin to discover what was previously unknown to him.  When 
something moves from the unknown realm into the known realm, 
a breakthrough or discovery occurs. Some use expressions such as 
“A light bulb went off when I realized…..”

Usually it goes from the unknown realm into the known realm by 
way of the I know I don’t know process.  Once the CEO becomes 
aware that he does not know something, he can set about finding 
the answers.  

The more the CEO moves information from the unknown realm 
into the known realm the more he can act upon it.  Once in the 
known realm he can work to move it into the I know I know area 
and the more competent he becomes on that subject.  

An example might help to illustrate the power of how dramatic the 
results can be from the process of deliberate thinking.
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Few people remember Spencer Silver’s name.  He held over twenty 
patents and was responsible for one of the most universally 
applauded new office products of the 20th century: a “low tack” 
adhesive backing in 1968.  He thought his product would be best 
used as a spray or as a surface for bulletin boards.  His employer 
rejected his proposals and shelved his invention for five years.  That 
was until Art Fry attended a seminar about the adhesive given by 
Silver.  After being introduced to the product, it did not take Mr. 
Fry long to invent the Post-it-Note.  It took several years to develop 
machines to manufacture the product, but Post-it-Notes were 
introduced across the country in 1980 and less than 2 years later, 
they could be found in offices around the world.

The CEO PEER GROUP brings the extensive experiences and 
market awareness of 10 businesses to the awareness and benefit of 
every member.  This collective knowledge provides illumination 
and information which the members would not be able to get any 
other way.  As with Post-it-Notes, a fresh set of eyes can shine new 
light on an old idea.

American novelist and civil rights activist James A. Baldwin wrote:

“The questions which one asks 
oneself begin, at least, to illuminate 

the world, and become one’s 
key to the experience of others.”
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#7 CASE STUDY: ILLUMINATION

Continued...

Fundamental Challenge: Alex’s business manufactur-
ers a variety of components used in the auto indus-
try.  His firm had been in business for 30 years and 
he has owned it for the last 3 years.  He bought out 
the previous owner after Alex had worked there (un-
der the founder) for 5 years.  Alex’s background is in 
sales and marketing but he had learned the business 
from the bottom-up and so the change in ownership 
had transitioned quietly.  Alex needed to expand his 
production capability and did not want to add capac-
ity to his U.S. plant.  He wanted to establish a small 
manufacturing facility in Mexico.  His customers (who 
themselves had moved their assembly plants into 
Mexico years ago) were asking him to locate closer to 
them, thereby avoiding some of the issues of getting 
material across the border.  Alex also felt he could 
benefit from a lower labor cost which would enable 
him to improve his operating margins.  Alex knew a 
little Spanish which he had learned in high school 
but he had not used it very often.  

Primary Issues Faced: The issue Alex brought to 
the peer group was a request.  He wanted to know 
if any of the other CEOs had been through a move 
to Mexico.  Alex felt that he and his executive team 
had begun a sound process for planning this new 
facility but he worried about what they did not know 
to plan for in the move.  He had hired a firm on the 
border that was helping him with site selection and 
other issues but they did not have the experience 
he felt he needed to think through this move.
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Summary of Recommendations: Two people in 
the peer group in fact did have experience with 
establishing a plant in Mexico.  They ran firms with 
facilities south of the border.  They helped Alex 
with a variety of issues.  First, they introduced him 
to the local officials in the city he was considering.  
This opened the door for Alex to understand how 
to expedite the process of securing the required 
approvals for his new plant.  They were able to 
connect him to a material broker who would act as 
Alex’s U.S. warehouse for material being shipped 
to and from Mexico.  This broker had the contacts 
necessary to set up the delivery routing for material 
and helped Alex’s team understand the issues 
related to moving material back and before between 
the two countries.  The members were also able 
to introduce Alex to an employment service who 
worked with him to hire the plant manager, finance 
manager and the other key managers required to 
successfully launch the Mexican operation.  Due 
to the legal options available to a U.S. company 
opening a plant in a border city, Alex was also 
introduced to a law firm who had experience setting 
up Maquiladoras-- a factory that imports materials 
and equipment on a duty-free basis for assembly or 
manufacturing and then re-exports the assembled 
product (usually back to the originating country).   
As Alex progressed with the plant move, the peer 
group was a valuable source for insight into a 
myriad of other issues before they appeared.

#7 CASE STUDY: ILLUMINATION

Continued...
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Impact: Even with the experience of his peer group, 
Alex still encountered a number of challenges in 
getting his plant fully operational.  It took him about 
six months longer than he had expected to get the 
plant self sufficient. But he had a contingency 
plan already in place to meet unforeseen setbacks 
based upon input from the peer group.  His plant 
is now fully functioning and he is in fact seeing the 
cost benefit from his new facility, although some of 
his perceived savings have been absorbed by his 
customer who requested he pass along a part of the 
cost savings to them in the form of lower pricing.
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8.  MOLECULAR
Have you ever considered the value of a new idea?  Once you have 
a new idea, it changes the way you see all related issues.  The Power 
of The CEO PEER GROUP creates in its members a new structure 
for gathering fresh insights from real world seasoned pros on issues 
spanning the various aspects of their business.
 
CEO PEER GROUPS have the ability to go deep and wide at the same 
time on any given subject. They do this because there are 10 experienced 
executives bringing together years of trial and error knowledge in 
diverse industries.  These CEOs have problem solving skills built into 
their DNA.  This becomes a foundational element to the group as the 
CEOs build interconnected problem solving systems.

As scientists collaborate in their laboratories in the pursuit of new 
discoveries, these CEOs use the peer group as their lab.  When they 
join forces to search for solutions to one another’s issues they create 
a new output of ideas that synthesizes their different experiences.

Each month when they gather for their half day meeting, they come 
armed with the tools and experience to explore ideas and search for 
solutions for the benefit of all involved.

   “We are what we repeatedly do.  
    Excellence, then, is not an act, but a habit.”

Over time the group members continue to refine and improve their 
collective problem solving powers.  What the member gets from 
his CEO PEER GROUP is rigorous deliberation and a new way of 
processing problems.
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Many times the CEO does not need an entirely new breakthrough 
idea to achieve dramatic business results.  All he may need is that 
one elusive idea to complete his plan.  And who knows?  The peer 
group may help you discover that one missing element that changes 
everything in your business.

This Power of the CEO PEER GROUP can have transformational 
qualities as well.  Whereas most members initially join CEO PEER 
GROUPS as a means to find solutions, ideas and information for 
their own problems, what they give back to others also has a net 
effect on how they begin to think.  The group gives you a new way to 
approach problems, and you in turn can begin to change.  Through 
group interaction (and the respect generated by dealing with nine 
other peers), a short tempered member may find that he suddenly 
develops more patience and understanding for other’s problems.  
A “know it all” begins to realize the humbling fact that there are 
limits to everyone’s knowledge and abilities.  And as Michael Jordan 
famously said, “Even the best still need a good coach.”

All of these are examples of how membership in any successful CEO 
PEER GROUP can help you not only overcome problems, but grow 
as a leader and person in the process.  We are all a work in progress.
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George had been a member of the peer group for 
four years when he suddenly passed away.  George 
was the member who always had a joke to tell and 
his laugh seemed to bounce off the walls like a sonic 
boom.  He never missed a peer group meeting and 
lit up the room when he entered.  The peer group 
had gotten to know George and his wife Irene well 
over the years, especially through the 2-day annual 
retreats at which the CEOs brought their spouses.  

His death from a sudden stroke came as a shock to 
his entire family and all who knew him.  He was a 
healthy mid-life executive with no apparent health 
issues (except for the ticking time bomb that 
eventually killed him).

During the funeral service, Irene spoke of her loss 
and the suddenness of George’s passing.  Irene 
surprised everyone by publicly stating in her eulogy 
how grateful she was to George’s CEO PEER GROUP.  
She mentioned that two years prior, at the annual 
retreat, the topic of work/life balance was explored 
with the members and their spouses.  Ideas were 
presented for couples to be able to carve out time for 
each other while maintaining their business.  George 
began to delegate more to his son Gary in order to 
groom him, which gave George some time away.

Irene spoke of how she and George had committed 
to make the time for vacations, long weekends and 
special moments.  Irene felt she and George had 

Continued...
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two years of wonderful experiences they would not 
have had if it had not been for that retreat and the 
changes it led to in their lives. It may not have 
saved his life, but it did save hers.
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9.  EXPLOSIVE
Building a successful CEO PEER GROUP is not rocket science, 
but it does require great forethought and skill.  One false move or 
member and the whole energy of the group can implode.

Even a properly structured CEO PEER GROUP can build a chain 
reaction which can be hard to channel and control.  But when 
properly constituted and directed, The Power of a CEO PEER 
GROUP can be absolutely explosive. 
 
Most businesses, even successful ones, can develop organizational 
inertia which is difficult to overcome.  People get used to it and it 
invisibly weighs on them like gravity.  On the other hand, the CEO 
PEER GROUP gives members some “escape velocity” which frees 
them from their earth bound issues for half a day each month. 

Just as when an astronaut travels into space and has the opportunity 
to	look	back	at	the	earth	from	a	unique	vantage	point;	the	CEO	PEER	
GROUP provides each member the capsule to view his business 
from outside his normal world. By meeting regularly with peers, 
the CEO accumulates intellectual thrust enabling them to return to 
their businesses with renewed energy and a forward momentum.

Michael Gerber coined the following expression in his book The E 
Myth which certainly applies to CEO PEER GROUPS as well.

“Work on your business 
not in your business.”
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The opportunity to get out of the business and think through the 
issues by discussing them with complete candor provides CEOs 
a powerful forum with an explosive “exponential potential” for 
business improvement.



- 68 - 

#9 CASE STUDY: EXPLOSIVE

Fundamental Challenge:  Sharlene had been run-
ning her business for 30 years and been a mem-
ber in her CEO PEER GROUP for the last 7.  Her 
business was profitable and she had developed two 
key executives who were capable of handling the 
day-to-day operations.  Sharlene had started the 
business after her first child was born.  She and 
her husband decided that it would be better for 
her to build an accounting business out of their 
house rather than return to work.  As time went 
on, the business grew and Sharlene moved to an 
office, hiring a staff. Before she knew it, 30 years 
had elapsed.  Her youngest son was just finishing 
college and she starting to consider what else she 
could do to challenge herself.  Sharlene felt she 
was too young to retire and her husband had just 
accepted a promotion at his work and was not ready 
to slow down.  The challenge Sharlene faced was 
what would she really want to do now? 
 
Primary Issues Faced: When Sharlene first began 
talking with her peer group about this subject, it 
was more of a social discussion. The type of small 
talk that happens before the meeting starts, dur-
ing breaks or when it ends at 12:30.  None of the 
members, at first, understood the depths of her 
desire to break free from her current business to 
explore a new venture.  Sharlene and her husband 
had many interests and were able now to travel a 
bit more but his new job was restricting that quite 
a lot.  At one of the meetings a member suggested 

Continued...
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Sharlene bring this issue forward as a part of her 
annual presentation on her firm.  Instead of pre-
senting her existing firm, which after 7 years was 
well understood by the group, it was suggested she 
present her next venture.  Immediately, her eyes 
lit up. 

Summary of Recommendations: At the next meet-
ing, Sharlene presented her business plan to start 
a gourmet Japanese sushi delivery business.  Shar-
lene was an outstanding cook and her sushi was at 
the top of the list.  Sharlene had conducted mar-
ket research and determined that there really was 
no direct competitor for this business in her area.  
Through her social and business network, she 
found an unmet need existed.  Her existing clients 
were enthusiastic, as was the peer group.  They 
all had, at one time or another, tasted her sushi 
and appreciated the quality.  Sharlene had located 
an industrial kitchen that was available and found 
local sushi chefs willing to join her. Her husband 
was fully supportive of her business plan.  She was 
even planning to bring her twin girls into the busi-
ness.  The business plan forecasted modest rev-
enues, but it showed a profit after just 12 months 
of operation.  The peer group gave Sharlene further 
ideas about how to expand the business and of-
fered their contacts as potential clients.  They also 
consumed a lot of her product as friendly critics 
and “taste testers”.

Continued...



Impact:  Within 3 months of her peer group presen-
tation, Sharlene was in business in her new venture. 
Her business has already exceeded its initial plan 
and become more profitable than she could ever 
have dreamed.  Her accounting business also is still 
running well with her two key executives now run-
ning the business and wanting to take an equity po-
sition in the firm.  Sharlene is now running two suc-
cessful businesses.  She regularly thanks the group 
and recognizes that it was their support and insight 
that ignited her ability to launch her new venture. 

#9 CASE STUDY: EXPLOSIVE
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10.  INSURANCE
The majority of new businesses fail.  80% fail within the first 5 
years and 80% of those who survive fail within the next five years.  
All of which means only 4% of all businesses make it to their 10 
year anniversary.3

Not only are the odds against a business surviving 10 years, it is 
equally stacked against them growing.  96% of the 28,000,000 
businesses in the U.S. have revenues of less than $1 million and less 
than 10 employees. 4

Verne Harnish in his book Mastering the Rockefeller Habits identified 
three barriers to growth which are common within firms.

The need for the executive team to grow in their abilities1. 
The need for systems and structures to adapt to handle the 2. 
growth 
The need to navigate the market dynamics that come with 3. 
growth.5

To have sustained success and beat the odds, companies have to 
address all three barriers. There are numerous tools, consultants, 
books, and seminars available to CEOs to help them.  The issue

3.  Fischer, James. Navigating the Growth Curve: 9 Fundamentals to 
Build a Profit-Driven, People-Centered, Growth-Smart Company. 
New York: Origin Institute/Growth Curve P, 2005

4.  IRS.gov.
5.  Harnish, Verne. Mastering the Rockefeller Habits: What You Must 

Do to Increase the Value of Your Fast-Growth Firm. New York: Select 
Books, 2001
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is for the CEO to make sure their firm is addressing all areas with 
equal energy and commitment.

The traditional Strengths, Weaknesses, Opportunities, and Threats 
(SWOT) analysis is insightful as an instrument.  SWOT analysis is 
a simple framework for developing strategic options. 

The SWOT analysis was developed in the late 1960’s by Edmund 
Learned, C. Roland Christiansen, Kenneth Andrews and William D. 
Guth in Business Policy, Text and Cases (Homewood, IL. Irwin 1969)
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The standard 4 quadrant SWOT template is shown below. This 
tool addresses the internal issues of systems and structures and the 
external issues of market dynamics.   

STRENGTHS:
What do we do well?

What unique resources can we 

draw on?

What do others see as your 

strengths?

WEAKNESSES:
What could you improve?

Where do you have fewer 

resources than others?

What are others likely to see as 

weaknesses?

THREATS:
What trends could harm you?

What is your competition doing?

What threats do your weakness 

expose you to?

OPPORTUNITIES:
What good opportunities are open 

to you?

What trends could you take 

advantage of?

How can you turn your strengths 

into opportunities?
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CEOs are constantly working to capitalize on their firm’s strengths 
and opportunities in order to grow and improve their business.  
While at the same time, the CEO must insure they are addressing 
the internal weaknesses and minimizing the external threats which 
are ever present.  

But how does a company list on this chart the CEO and/or executive 
team’s weaknesses (if they feel their weaknesses are negatively 
impacting the business)?

This is where the CEO PEER GROUP comes into play.  There are 
programs designed for the executive team that parallel the learning 
within the CEO PEER GROUP.  This insures that not only is the 
CEO growing with his firm but so is his executive team.   

The need to get the executives out of the business and working on 
their abilities through peer collaboration and coaching will help 
prevent the firm from outgrowing the executive team.  

The CEO PEER GROUP is an ideal environment for the CEO to 
benefit from the peer group’s collective experience.  This increases 
the odds that each CEO will have an experience base nine times 
greater than their own individual experiences, thereby reducing the 
hit or miss approach common in many companies.

CEOs in peer groups learn from the experience others provide. 
CEOs will sometimes blunder into repeating the mistakes of their 
predecessors because they failed to learn the lessons of history.  The 
Power Of CEO PEER GROUP gives the CEO a chance to avoid 
the countless mistakes their peers have made including those which 
claimed the existence of other firms.  As George Santayana wrote in 
his book “Reason in Common Sense”:
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“Those who do not learn from the 
past are condemned to repeat it.”

By extending The Power of CEO PEER GROUPS to the key 
executives on the leadership team, the CEO further increases the 
chances for his firm’s success.  By taking this one simple act, he is 
beginning to turn the odds in his favor.
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Fundamental Challenge: During Bill’s annual busi-
ness update to his peer group, he had noted in the 
industry trends/opportunities section that he was 
starting to see his customers spending less on their 
computer hardware maintenance.  Bill is an Informa-
tion Technology Reseller.  His business started be-
cause he was a software programmer and he decided 
to take a severance package from his employer.  Over 
time, Bill began to sell hardware and software, offer 
phone support and on-site hardware support.  This 
all complimented his programming business which 
grew to a small department of programmers.  His 
business was split with the hardware/software sales 
representing the most revenue and the programming 
side the most profit.  The phone support and on-
site hardware repair was a reasonable amount of his 
revenue but his profit margins were razor thin due 
to his high fixed costs (people, vehicles, etc).  If 
the revenue dipped slightly, that part of his business 
would generate a loss. 

Primary Issues Faced: Bill was faced with the issue of 
what to do about the phone support/onsite hardware 
repair business.  The employees in that unit were not 
programmers so they could not move over to the pro-
gramming business.  They were not salespeople and 
were not appropriate in that business.  Some of the 
people in that group had been with Bill for 5 years or 
more.  He was trying to find new clients for that part of 
his business, but not very successfully.

Continued...
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Summary of Recommendations: The peer group 
strongly recommended Bill close down his phone 
support/onsite hardware repair business and lay 
off those employees.  Some of the members had 
been through this type of business decline before.  
They explained to Bill that from what he told them 
it sounded all too familiar and their experience was 
to react early in order to not affect his other two 
businesses.  They understood Bill’s desire to keep 
the business and his obligation to the employees 
within that group. However, they suggested he had 
a greater responsibility to the entire firm’s employ-
ees.  Several of the members explained how they 
had failed to react to the early warning signs and 
had a much harder time and longer recovery period 
because of their lack of action.  The peer group sug-
gested Bill try to find a partner who would be willing 
to buy this part of his business and possibly take the 
employees and assets with them.  They cautioned 
him that these situations rarely got better and could 
become cancerous for the entire business.  

Impact: Bill was uncomfortable with the idea of 
closing down this part of his business.  He agreed 
to conduct a client survey to determine where this 
business was going over the next 24 months.  At 
the peer group, he presented the results which only 
confirmed for most of the members that this busi-
ness was in decline with little opportunity to recov-
er. Bill started his search for a partner to acquire 
the business. Bill met with his employees and ex-

Continued...
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plained the situation.  He was completely transpar-
ent with them about what he knew and what he 
was doing to address the situation. It took Bill time 
to find a solution, but he did eventually sell this 
business and some of the employees were retained 
by the acquiring firm.  Bill thanked the peer group 
for getting him to take action and insulate the rest 
of his business from the litigation and liabilities of 
this one unit.
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CHAPTER 4 
Characteristics of an Outstanding Member

“The wisest mind has something yet to learn.”
- George Santayana

Members join CEO PEER GROUPS from every industry imaginable.  
Their firms range in size from under $1 million to over $1 billion in 
annual revenue.  There is great diversity across race, education and 
socio-economic classifications.  

Even with all the diversity among the members, they all share some 
common qualities.  These qualities are possessed by the members 
to varying degrees and are reinforced with the CEO PEER GROUP 
over time.  Many members sense they have these traits even if they 
are dormant or under-developed prior to their membership.

Let’s look at the makeup of an outstanding member:  a top executive 
who provides as much value to the other nine members as he 
receives.

Here is what my research has shown are the key qualities of such 
a canidate:

1.  LIFE-LONG LEARNER
This quality is the foundation upon which everything else is built.  
The realization that we do not “know it all” is an important quality.  A 
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demonstrated desire to continue to acquire new knowledge through 
direct and shared experiences gives each member the necessary 
mental framework.  On that framework, they work to expand their 
skills in order to benefit from the group and the resource experts 
whom they regularly meet at the monthly meetings.  Education is a 
key element of each monthly meeting.

2.  SERVICE FIRST MENTALITY
The desire to come to meetings with an attitude of service to their 
fellow members is another quality for an outstanding member.  A 
member who keeps a “running tab” of whom they helped versus 
who helped them will find it hard to feel successful over the long 
term in CEO PEER GROUPS.  Members who are free with their 
knowledge, who listen to understand, and have a service first 
mentality attract other members to them and consistently get more 
back from the group than they give.

A number of CEOs join peer groups in order to “give something 
back”.  This is very common as they feel they can be of benefit to 
others and realize how much value they can bring to the other 
nine members.

3. ABILITY TO STAY IN THE MOMENT
When the CEO attends their monthly half-day meetings, they need 
to disconnect from their office.  There are always emergencies, but 
to truly benefit from the time with their CEO peers, the member 
must be willing to be totally involved in the meeting throughout 
from the minute it starts through the minute it’s over.  All the power 
of CEO PEER GROUPS comes from the other members who are 
totally engaged in an effort to help one another.  These members 
arrive ready to stay on point throughout the entire meeting.
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4.  OPEN MINDED
This quality ties in with being a life-long learner but is slightly 
different.  Diversity is an element that contributes to The Power of 
CEO PEER GROUPS.  A member has to respect other member’s 
points of view regardless of their background.  The ability to seek 
advice from all nine members enables the entire peer group to stay 
connected with each other.  The best advice can come from the least 
obvious member.  And the member who is open to considering all 
ideas helps the group generate a greater amount of ideas.  For this 
reason, he gains the most by getting the most potential solutions to 
his problems.

5.  A GOOD COMMUNICATOR
This does not mean a good speaker.  Research on interpersonal 
communication shows the best exchange of ideas happens between 
people who are sharing in the conversation.  In other words, they 
have a dialogue.  A member who actively listens, builds on another 
member’s ideas and allows the conversation to ebb and flow is best 
suited for a CEO PEER GROUP.  CEOs are used to having the last 
word back at the office.  It is common for the newest members to 
have to be “trained a bit” as it relates to the peer group setting.  
Some CEOs are relieved to learn that it is OK to just take it in and 
not formulate immediate responses.  

6.  SUCCESSFUL  
CEO peer groups work best when each member is running a 
successful firm.  This is not to say that members do not encounter 
challenging times nor that periodically their business model may 
need adjustment.  CEOs of firms that have a history of poor or 
negative performance, however, present a challenge for the other 
members.  Usually, there is something inherently flawed with their 
business and in some cases it may be the person in charge.  
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7.  PROFESSIONAL FACILITATOR
This is not a quality of an outstanding member but rather an 
outstanding CEO PEER GROUP.  The facilitator is the one element 
in the group which most determines whether the members realize 
the full power of CEO PEER GROUPS.  The ability to formulate and 
guide a meeting and ensure each participant is given the opportunity 
to contribute requires someone with strong interpersonal skills.  It 
also helps if they themselves have (at some point in their career) 
been a CEO. This type of background (along with a firm “guiding 
hand”) helps the CEO PEER GROUP hold onto it’s effectiveness 
over time.

For this reason, a CEO should carefully consider the facilitator 
prior to joining a CEO PEER GROUP.  The ideal facilitator should 
be a business owner, someone who is currently facing the same 
issues of the CEO members in the group.  This quality ensures that 
the facilitator’s understanding of what it means to actually run a 
business is grounded in reality and not just remembering “how it 
used to be”.  

Dr. Hill himself wrote in Think and Grow Rich:

“Individuals take on the nature and 
the habits and the POWER OF THOUGHT 

of those with whom they associate 
in a spirit of sympathy and harmony.”

Membership in a CEO PEER GROUP enables the member to get 
an ongoing education in business from business executives just like 
themselves.  These are people who have gained their knowledge and 
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experience in the real world running their own businesses. These 
peers provide a great sounding board to test new ideas and concepts, 
review plans and goals, and present issues and opportunities for 
discussion. The result is improved decision making, new insight, 
faster decision making, clearer direction, and peace of mind.

Over time, as individuals develop into a group, The Ten Powers 
of CEO PEER GROUPS are revealed as a spirit of harmony that 
permeates the group and infuses it with life changing energy.
 

The experience of being in a CEO PEER GROUP can have a 
fundamental and positive impact upon each member.  The consistent 
monthly interaction among the peer group slowly, but gradually, 
alters their perspective and the way they process information and 
problems through exposure to new ideas and best practices of people 
they come to know, trust and admire. Eventually, even your employees 
will begin to see a change in you (if you allow it to happen).

The CEO PEER GROUP becomes the place where the decision-maker 
goes to make important decisions.  The ability to have a thoughtful 
peer review of strategic initiatives allows the CEO the opportunity to 
create the best future possible for himself and his firm.

Members join CEO PEER GROUPS for a million different reasons 
but they stay for just one: because it works.
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I would like to end with a quote from Confucius:

“By three methods we may learn wisdom: 
First, by reflection, which is noblest; 

Second by imitation, which is easiest; 
Third by experience, which is bittersweet.”

CEO PEER GROUPS are powerful. They changed my life. I have 
only one question: are you open to it?
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CHAPTER 5 
About the Author

“Always tell the truth.
 That way you don’t have to 
remember what you said.”

- Mark Twain
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prestigious recognition of being named to the Strathmore’s Who’s 
Who of Outstanding Professionals for 2010-2011.

As host of the popular CRITICAL MASS: The Radio Show, Ric 
brings together two of his greatest passions, educating CEOs and 
talk radio. Ric’s show is syndicated online and archives are available 
as podcasts on Apple’s iTunes®.

Ric is a professional CEO Peer Group facilitator and his firm 
CRITICAL MASS for Business is the fastest-growing organizer and 
facilitator for business advisory groups in Orange County, CA. Ric 
and his business partner lead CEO Peer Groups and provide Executive 
Coaching for many of the county’s most successful firms.




