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A note on this edition

This book sets out the principles by which Corbeau Wines understands, decides
and builds. It is not a procedures manual. It is not a communications document.
It is the reference text for a way of working.

It is written in the first person plural because what it describes belongs to no
one in particular. It belongs to a body of work that began before the people who
run it today and must continue after them.

Four parts, thirty chapters. Each chapter states a Corbeau Law: a short,
deliberately uncomfortable sentence that condenses the judgment that chapter
develops. All thirty are gathered at the end and can be read on their own.

Anyone reading this from the inside will find the reasoning behind decisions
they already know. Anyone reading it from the outside will find out who we are.
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Preface

WHY WE WROTE THIS BOOK

Every company that lasts long enough runs into the same silent problem. One
day, the people who inherited the way of working outnumber the people who
invented it. Judgment, which for years travelled from one person to another by
working side by side, has to learn to travel some other way.

That is the moment that defines a company. It can let its way of deciding
dissolve, break up into local habits and end up depending on who happens to be
in the room. Or it can write that way down, argue about it, correct it and hand it
on.

We chose the second.

We are not writing this because we have found final answers. We are writing
it because we discovered that important decisions are rarely made with all the
information available, and that when information is missing, principles are the
only thing left standing. When they are clear, hundreds of people can decide in
different directions and build the same thing.

A principle does not spare you the work of thinking. It aims it. Anyone
looking here for an instruction to cover every situation will not find one, and
that absence is deliberate. We are after something harder: that someone who
never met the people who wrote this can face a new problem and arrive, on
their own, at a decision we would recognise as ours.

It is the only legacy an organisation can really pass on. Not the buildings, not
the brands, not one year's results.

The way of deciding.






Who we are

Corbeau Wines is a project of the Rodriguez family, third-generation
winegrowers in Mendoza. The winery sits in eastern Mendoza and works with
fruit from its own vineyards, spread across different zones, soils and altitudes
of the province. That spread is not a geographical footnote: it is the raw
material of how we compose wines, and of how we compose the business.

We are a family company and we are a company. Both, without
contradiction and without sentimentality. Family, because the project is a
livelihood and a responsibility that is received and handed on. Company,
because without profit there is no investment, no stable employment and no
capacity to keep a promise when conditions turn hard.

We make wine under our own brands and we develop programmes
alongside clients building theirs in other markets. A single container and a
global programme get the same level of commitment: the difference between
them is one of scale, not of treatment.

Wine is our trade. It is not our limit. What follows describes a way of doing
business that today expresses itself in wine and should hold up in anything else
we take on.

HOW WE ARE

We deliver what we promise, above all when delivering is costly. We would
rather lose an order than lose credibility. We listen before we propose. We treat
a job as done only until a better way of doing it appears. We trust people to
think, and we expect them to honour that trust by taking responsibility. We
argue with arguments, not with job titles. We behave the same way when the
business is going well and when it is not.

None of this is an aspiration. It is the standard we measure ourselves against,
and the one anyone is free to measure us against.



WHERE WE ARE GOING

Towards a company that grows without depending on anyone. That exports
more and better. That builds brands capable of meaning something on a shelf
in another country. That takes on technology and knowledge without losing the
judgment that made it dependable. That develops people able to run it better
than we run it today.

We are not working towards a size. We are working so that each generation
receives an organisation with more capacity than the one before it.
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How to read this book

The book is organised in four parts, answering four questions in order.

— Part I — The principles. How we understand the company, the
business and the client.

— Part IT — Developing people. How we train, trust and delegate.

—  Part III — Building the company. How we turn judgment into systems
capable of carrying growth.

— Part IV— Endurance. What it means to carry a name and hand it over
stronger.

Every chapter has the same anatomy. It opens with a Corbeau Law: the shortest
possible statement of the judgment developed there. Then the question that
chapter answers. Then the argument, in numbered sections. And at the end, a
closing that returns the argument to its essential shape.

The chapters stand alone. They can be read in order, one at a time, or by
looking up whichever one bears on a decision at hand. It is worth saying,
though, that each part gives meaning to the next. Principles without people are
statements. People without systems do not scale. Systems without purpose turn
into bureaucracy. And purpose, without the other three, is a nice phrase.

One last note. This text is not final and should not be. It is written to be
argued with, applied, tested against reality and corrected when reality shows

we were wrong.

A company that cannot revise its own principles does not have principles. It
has dogmas.
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The principles

How we understand the company, the business and the client

Before defining what we do, we have to define how we think. These seven
chapters set the frame: what a company is, why we exist, what we consider a
good deal, who we choose to grow with, what we expect from anyone who
represents us, how we decide, and what we are building beyond today's result.

Everything in the rest of the book rests on these seven definitions.
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CHAPTER 1

Corbeau's theory of the firm

CORBEAU LAW NO. 1

«A company is a value-creating system that must be
strengthened by every decision.»

THE QUESTION THIS CHAPTER ANSWERS

How does Corbeau understand what a company is?

A company is not explained by its products, its assets or the market it competes
in. It is explained by the way it creates value, distributes responsibility and
decides in order to sustain itself over time. Two companies can sell the same
thing, at the same price, in the same market, and be profoundly different
things.

We understand a company as a system. Clients, consumers, employees,
suppliers, shareholders and the surrounding community all take part in one
chain. No important decision can be judged in isolation, because every outcome
shifts the balance of the whole.

Everything else follows from that idea.

I. Profitability is part of sustainability

A company must be profitable. Not as a concession to the short term, but as a
responsibility towards its own future. Without profit there is no investment, no
innovation, no stable employment, no capacity to survive a crisis and no real
possibility of keeping the commitments already made.

Which is why we reject the false opposition between profit and purpose.
Profit is the fuel that keeps purpose alive. A company that generates no results

14



eventually loses the ability to create value for everyone else, including those in
whose name it claimed to be giving up on earning.

I. The system must generate value across the whole chain

A company grows stronger when every participant in its chain finds economic
and human reasons to keep taking part. The consumer must perceive value.
The client must make a return. We must be able to invest and grow. Suppliers
and employees must find continuity and development.

We do not try to maximise one part by weakening the others. That kind of
gain has an expiry date, and it usually falls due at the worst possible moment. A
system endures only as long as the people inside it want to keep building it.

li. The long term is built in the present

Thinking long term does not mean postponing every present need. It means
understanding that each decision made today teaches the company something
and changes what it will be able to do later.

We can make extraordinary decisions when conditions demand them. What
we do not do is mistake a necessary exception for a new way of operating. The
short term asks for flexibility. The long term demands direction.

Iv. Reputation is accumulated economic capacity

Reputation is not a question of image. It is accumulated trust, and accumulated
trust reduces uncertainty, makes agreements easier, attracts opportunities and
lets you get through the hard years on your own credit.

It is built when a word turns into a fact, when problems get solved, and when
conduct does not change under pressure. A good reputation widens the
capacity to do business. It is part of the company's real assets, even though no
balance sheet records it.

V. A company must evolve without losing its identity

Markets, technologies, products and people change. A company that intends to
stand still falls behind. A company that changes its judgment with every
opportunity stops being recognisable.

15



You have to keep evolving — absorbing knowledge, improving processes,
widening capability — without abandoning the understanding of value,
responsibility and time that holds the whole system together.

We change the tools. Not the judgment by which we choose tools.

CLOSING

Profit sustains continuity. Trust widens opportunity. Continuous improvement
increases capability. And consistency is what allows all of it to outlive the
people running the company today.

A company is not inherited finished. It is received under the
obligation to hand it over stronger.
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CHAPTER 2

Why Corbeau exists

CORBEAU LAW NO. 2

«Corbeau exists to build businesses that create value,
generate profit and deserve to last.»

THE QUESTION THIS CHAPTER ANSWERS

Why does Corbeau exist, and what value must it create to justify its
continuity?

Corbeau began as a business venture and as a livelihood for a family and for the
people around it. Over time that venture took on a larger responsibility: to
develop sustainable businesses, with real economic value, capable of outliving a
harvest, a market or a generation.

Our reason for existing is not limited to wine. Wine is the field in which we
currently apply a way of doing business that should still hold in whatever we
take on next. If what we do ever changes, this should not.

I. We build sustainable businesses

We do not exist to complete transactions. We exist to develop models capable of
holding up, growing and evolving over many years.

A sustainable business delivers value to the consumer, a return to the client,
continuity to the company and reasonable terms to everyone else. If one part is
left structurally weakened, the model loses stability, even if for a while the
numbers say otherwise.

Il. Our clients' growth is part of ours
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It gives us satisfaction to watch our clients grow, and not out of generosity: that
growth is the proof that the work is functioning. There is no contradiction
between helping them develop and making money in the process.

The most solid way to generate results is to help them build successful
products, widen their businesses and find new openings. When that happens,
the relationship strengthens, projects appear, and our reputation attracts
relationships we could never have gone out looking for.

. Profit turns purpose into continuity

Corbeau is a company. It has to be profitable, and to be so explicitly, efficiently
and responsibly. We do not apologise for that.

Profit sustains jobs, funds investment, innovation and better processes,
carries us through bad cycles and lets us meet our commitments. Without it,
any purpose becomes a speech the company can no longer afford.

Iv. We create a livelihood with a purpose

Corbeau is a livelihood for the family and for many people connected to the
company and its community. But this is not only about creating jobs.

It is about building a platform of challenge, stability, development and
belonging. And about accepting the logical consequence: the greater a
company's impact on other people's lives, the greater its obligation to be
efficient, profitable and responsible.

Scale does not dilute the demand. It multiplies it.

V. Sustainability, commitment and delivery
Three things cannot disappear without Corbeau ceasing to be Corbeau.

Sustainability: building models that can be repeated without destroying
their economic, human or productive base. Commitment: taking on each
project with personal responsibility, not responsibility delegated to a
procedure. Delivery: turning a given word into a fact, even when doing so takes
discipline.

These are not decorative values. They are operating conditions for deserving
the trust of the people who depend on us.
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vli. How we define success

Success is not measured by revenue, volume or number of clients. It is
measured by the sustainable businesses we help develop, the clients who grow
and stay with us, the profit that strengthens the company, and the openings it
creates for the family, the staff and the community.

Making money is part of success. Building a system that can keep generating
it while producing value for everyone else is a fuller kind of success. And a
considerably harder one.

CLOSING

We exist to develop sustainable businesses, to watch our clients grow and to
grow as a consequence. To generate profit, sustain a livelihood with a purpose,
and show that it is possible to do business with economic ambition,
transparency and a long view.

Purpose does not replace the business. It makes it more
demanding.
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CHAPTER 3

How we understand deals

CORBEAU LAW NO. 3

«We never negotiate a transaction. We negotiate the
beginning of the next one.»

THE QUESTION THIS CHAPTER ANSWERS

What makes a deal genuinely a good deal?

Deals get judged by immediate indicators: price, margin, volume, return. All of
them matter. None of them, on its own, tells you whether a transaction was any
good.

A deal is better understood as part of a relationship. A transaction creates
complete value when it leaves every party with reasons enough to work
together again.

That test arrives long after the signature.

I. A good deal invites the next one

Success is not measured when a contract is signed or an order shipped. It is
measured when both sides want to repeat.

That happens when the deal produced value, return, trust and learning. If
one side feels it lost, or was squeezed, or stopped capturing the value it needed,
the relationship starts to deteriorate even if the transaction was profitable.

The deterioration almost never announces itself. The next enquiry simply
does not arrive.
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I. Profit is what makes a deal repeatable

A relationship without profit does not hold. Sooner or later somebody stops
investing, stops improving or stops delivering. Goodwill does not stand in for
margin for very long.

Sowe do not build models where one side has to lose for the other to win. We
look for results sufficient for every principal party to continue, invest and
evolve.

. The right price sustains the system

The lowest price is not always the best deal. It can be the start of future costs:
less consistency, lost quality, controls that slacken, supply that breaks, an
entire programme to rebuild with another supplier.

The right price is the one the consumer perceives as worth paying, that gives
the client a profitable business, and that gives us the resources to sustain
quality, continuity, service and investment.

A price that does not fund the service it promised is not a competitive price.
It is a broken promise on a delay.

Iv. Every agreement must increase future capacity

We are not trying to maximise an isolated sale. We are trying to make each
agreement widen mutual knowledge, strengthen trust and open possibilities
that did not exist before.

A good deal does not just distribute value today. It improves both parties’
ability to create value tomorrow.
v. Deals evolve

Markets, consumers, costs and channels shift. No programme can be treated as
finished.

We listen, learn, propose, improve. A long relationship does not consist of
repeating the same thing forever, but of evolving together without losing
whatever made the model work.

vi. How we assess an opportunity
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Before accepting a deal we ask five questions. Does it create value across the
chain? Is it profitable for the principal parties? Does it strengthen the
relationship? Can it be sustained? Does it widen what we will be able to do
later?

If the answers do not form a coherent system, this is probably not the kind of
business we want. Saying so early is cheaper than finding out later.
CLOSING

The best deals are not the ones that leave the largest margin on a single
transaction. They are the ones that generate enough value, trust and return to
produce the next one.

A transaction produces a result. A good deal produces the
next deal.
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CHAPTER 4

How we understand our clients

CORBEAU LAW NO. 4

«We do not invest where the volume is greatest. We
invest where the potential to build a future is
greatest.»

THE QUESTION THIS CHAPTER ANSWERS

Who do we want to grow with, and how do we decide where to
invest our relationships?

Every company has clients. The ones that last develop relationships.

Every client deserves the same professionalism, the same respect and the
same delivery. But not every relationship calls for the same investment of time,
knowledge and energy, and it would be dishonest to pretend otherwise. Our job
is to recognise where there is a shared willingness to build something that
matters.

I. Size describes the present; vision anticipates the future

Some of our best projects started small. What set them apart was not the
opening volume but the clarity of the objective and the determination to grow
it.

So we do not underestimate a relationship because of its current size. We

assess the potential of the project and the quality of the commitment. A first
container can be the beginning of twenty years of work together.

Il. Commitment does not depend on volume
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We deliver with the same seriousness whatever the size of the account.

Reputation is built by serving with excellence both the client buying a first
container and the one running a global programme. We can prioritise. We do
not segment respect.

. Relationships with a future deserve more investment

When we find companies with vision, ambition and a will to grow alongside us,
we invest more than a product.

We invest time, knowledge, development, ideas, the capacity to adapt.
Because those relationships can generate value for years, and because on the
other side there is someone willing to match the investment.

Iv. Reciprocity sets our priorities

In good times commitment is easy to talk about. Real priorities show up when
stock is short, when costs jump, when the chain comes under pressure.

Then we prioritise the people who also showed commitment to us. Not
because they buy more, but because they invested in a shared future.

Loyalty that is not returned runs out. Loyalty that is returned compounds.

V. We listen before we propose

We do not assume we know a client's market better than they do. First we
listen, understand and analyse the real need, which does not always match the
one they arrive with.

Then we develop the solution. And once the programme is working, we bring
ideas to strengthen it, renew it or widen it. The client's knowledge and our
experience should complement each other, not compete.

Vi. We grow when our clients grow

Our success is not measured by what a client buys today, but by our joint ability
to develop steadily stronger businesses.

When a client strengthens their brand, widens their market, creates new
products and chooses us again, the system is working.
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CLOSING

The best clients are not the biggest. They are the ones with whom we share a
way of understanding business: vision, commitment, profitability, trust and an
appetite for evolving.

We choose relationships for the future we can build together,
not for the volume they represent today.
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CHAPTER 5

The culture of commitment

CORBEAU LAW NO. 5

«Trust is the starting point. Responsibility is how it is
honoured.»

THE QUESTION THIS CHAPTER ANSWERS

How does someone who represents Corbeau work?

Culture is not defined in a manual. It is defined by what people do when nobody
has told them exactly what to do.

Processes organise the work. Convictions make it possible to act with
judgment in the face of whatever no process anticipated. We trust people to
think, resolve, propose and improve. That trust is not a gesture: it is a bet, and it
is honoured with responsibility and with respect for the name being
represented.

I. Urgency protects the client; analysis strengthens the future

When a problem appears, the first priority is to resolve the client's need and
give them back their peace of mind. That order is not up for debate.

Afterwards we work out what happened, find the root cause and strengthen
the process. Fixing looks after today's relationship. Learning looks after all the
others.

Doing only the first condemns a company to solve the same problem
indefinitely.
I. Thinking is part of the job
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Nobody is hired only to execute tasks. Everyone is expected to observe, analyse,
question and propose.

When a problem appears we expect alternatives. Not because whoever spots
it must always have the right answer, but because initiative is a form of
commitment. The best decisions are made as a team; the appetite for
improvement starts with each person.

. Every process can evolve

Completing a task means reaching an objective. It does not mean the method is
final.

It is always worth asking whether there is a simpler, safer, more efficient or
more consistent way. Continuous improvement does not come from disdain for
what has been done. It comes from respect for work done well and the wish to
make it stronger.

Iv. Aword creates future capacity

Contracts create legal obligations. A word creates trust, which is a harder
currency to issue and a far harder one to recover.

Promising only what we can deliver does not limit sales: it builds the
credibility that makes larger relationships possible. Every commitment kept
widens what we will be able to do next.

v. Commitment becomes visible under pressure

When conditions get complicated, decisions reveal a company's real culture.
Everything else is a statement.

We act with the same responsibility when delivering is easy and when it is
costly. Trust grows precisely when a client sees that our conduct does not
depend on what suits us at the time.

vi. Every person strengthens the system

Anyone who works here receives something more important than a role: the
chance to strengthen a company built over decades.
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Every conversation, every decision, every improvement and every problem
solved makes the system arrive more solid in the hands of whoever continues it.

CLOSING

Culture is not written on a wall. It is built in the way we respond, deliver, learn,
and leave every process better than we found it.

Trust received is honoured by widening what the company
can do.
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CHAPTER 6

Corbeau judgment

CORBEAU LAW NO. 6

«Decisions are not judged by the immediate benefit,
but by the effect they produce on the system we are
building.»

THE QUESTION THIS CHAPTER ANSWERS

How do we know whether a decision genuinely strengthens
Corbeau?

Every company makes decisions. Very few build judgment.

A decision resolves one situation. Judgment resolves thousands that do not
exist yet. We are not trying to get everyone to do exactly the same thing, but to
have everyone able to think along the same lines.

Between those two ambitions lies the difference between a controlled
company and a capable one.

I. Before deciding, we widen the field of view

Bad decisions rarely come from bad analysis. Almost always they come from
looking too narrowly.

Before deciding we assess the impact on the consumer, the client, suppliers,
our people, profitability, reputation and future capacity. One part can look
favoured while the whole weakens.

That is exactly the error good judgment exists to prevent.
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Il. A profitable decision can build very little
Profitability is indispensable. It is never the only thing.

A transaction can leave a large margin and, at the same time, damage a
strategic relationship, create disproportionate risk, or get us used to competing
in a way that narrows what we can do afterwards.

Before asking how much we will make, we ask what kind of company we
would be if we made that decision a hundred times.

ll. We choose the consequences that strengthen the system

Every important decision means accepting a consequence. There is no cost-free
alternative, and looking for one is usually the most elegant way of not deciding.

Good judgment means choosing the sacrifices that strengthen the project:
giving up a transaction rather than damaging a relationship, consulting rather
than improvising, accepting a smaller result today to widen capacity tomorrow.

Iv. Authority organises; arguments improve

The best ideas can come from anywhere in the company, and they often come
from far away from where decisions are made.

We value arguments above job titles. We expect people to challenge with
reasons, propose alternatives and raise the quality of decisions. Authority
defines responsibility. Arguments define judgment.

V. Consulting is a form of maturity

Autonomy requires knowing your own limits. Anyone who does not know
where theirs are is not ready to exercise it.

When a decision can affect the company's name, a strategic relationship or
the future of the business, consulting is not insecurity. It is responsibility.
vl. Every decision teaches the company

People learn far more from the decisions they watch than from the speeches
they hear.
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Every exception, every priority, every negotiation and every commitment
defines which behaviours will be repeated. Decisions do not only produce
results: they also form culture, whether we intend it or not.

vil. Judgment must keep developing

Processes change, technology evolves, markets transform. Judgment too has to
be enriched by experience, data, argument and learning.

We are not trying to preserve a rigid way of deciding. We are after a logic
solid enough to hold the identity and open enough to absorb better answers.
CLOSING

We did not write this down to settle today's decisions. We wrote it so that thirty
years from now, people who never met the founders of this company can decide
coherently and, at the same time, decide better than we did.

Judgment protects an identity only when it also increases the
capacity to build.
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CHAPTER 7

We build the future

CORBEAU LAW NO. 7

«Every decision must increase our capacity to create
value tomorrow.»

THE QUESTION THIS CHAPTER ANSWERS

What are we building each day beyond today's business?

A company can administer what it has already won, or use what it has won to
widen what it will be able to do. Those are two different trades, however alike
they may look from outside.

We chose the second. We are not working to hit the year's targets. We are
working so the organisation ends each year with more capacity to create value
than it had when it started.

I. The future is not waited for; it is built

Markets change, consumers evolve, and opportunities appear and disappear
without asking permission.

So we spend time imagining what does not exist yet: products, markets,
relationships, technologies, ways of working. We innovate to widen
possibilities, not to chase novelty.

Il. Every relationship must produce new capability

A good relationship does not only generate transactions. It increases trust,
knowledge and the capacity to take on more ambitious projects.
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Every exchange with clients, suppliers and colleagues should leave a firmer
base for the next challenge. If a relationship of years did not make us better, we
were doing something wrong.

. We develop people before structures

Facilities can be expanded. Technology can be bought. The capability of the
people cannot be found in any market.

Everyone here should end the year with better judgment, more knowledge
and more tools than when they started. Developing people is not a consequence
of growth. It is its condition.

Iv. Every improvement widens what is possible

A simpler process frees time. A firmer control reduces risk. A lesson learned
avoids an error. A deeper relationship opens doors that were not in view.

Continuous improvement is not limited to correcting faults. It strengthens
what already works and turns today's results into new capability.
V. Success must fund the next future

Present results are not a destination. They are the resources for developing
what is still missing.

Profit has to make it possible to invest, train people, improve processes,
create products, explore markets and strengthen the company's resilience.
Managing success well means turning it into capability. Not into habit.

vl. To lastis to widen the next generation's possibilities

Every generation receives a company with a given set of capabilities,
relationships, knowledge and openings.

Our commitment is not to preserve them. It is to widen them, so that
whoever continues receives a better prepared, more intelligent, more
dependable organisation with more places to grow into.

CLOSING
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A company stops growing long before it stops selling. It stops growing the day it
stops developing new capability.

Building the future is not a separate project. It is how we
choose to work today.
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P ART 11

Developing people

How we train, trust and delegate

Principles create no value on their own. They begin to exist when someone
applies them to a concrete decision, almost always without time, without all the
information and with nobody watching.

These eight chapters are about how that capability is formed. Leadership,
trust, delegation, excellence, communication, merit, example, legacy. One
conviction holds them together: no company exceeds the quality of the
decisions its people make when nobody is looking.
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CHAPTER 8

Developing people who think

CORBEAU LAW NO. 8

«A leader's success is not measured by the decisions he
makes, but by the quality of the decisions everyone
else makes when he is not there.»

THE QUESTION THIS CHAPTER ANSWERS

What is a leader's real responsibility?

For decades we were taught that a great leader was the one with all the answers.
The one who solved everything. The one who always knew what to do.

That idea produced organisations that grew at the pace of a single person.
While that person was there, the company advanced. When they were missing,
everything slowly began to come apart.

We are not trying to develop indispensable people. We are trying to build an
organisation capable of continuing to grow when the people running it today
are gone.

Leadership is not about concentrating capability. It is about multiplying it. A
leader's job is not to think for everyone: it is to develop people who learn to
think. Because a company's growth does not depend on whoever runs it, but on
the quality of the decisions hundreds of people make every day.

When that happens, a company stops leaning on extraordinary individuals
and starts leaning on an extraordinary system.

I. Leading is not directing people: it is developing capability
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Leadership and authority are easily confused. Giving instructions, checking
other people's work, verifying that tasks get done: that produces order. It rarely
produces growth.

Leading means increasing another person's capacity to face challenges they
cannot yet resolve alone. Every conversation, every correction, every project,
every mistake and every responsibility handed over is an occasion to develop
judgment.

A leader does not add value only through what he does. He adds value
through what he manages to develop in others, and that growth remains after
he stops intervening.

Solving someone's problem helps them once. Developing their judgment
helps them for a whole career.

Il. Thinking is worth more than obeying

Organisations need discipline, processes and clear responsibilities. But no
extraordinary company was ever built by people who confined themselves to
obeying.

We are not looking for people who execute orders. We are looking for people
who understand why they are doing what they are doing. When someone
grasps the purpose behind a decision, they stop depending on whoever made it
and start developing judgment of their own. That judgment becomes a
competitive advantage for the whole organisation.

Obedience guarantees consistency. Thinking generates evolution.

We would rather have someone who challenges with reasons than someone
who executes on autopilot something they know could be done better. Thinking
takes more effort than obeying. It also produces a great deal more value.

. A system always beats a hero

Some companies grow around one brilliant person. Everything goes through
them. Decisions wait for their approval and problems end up on their desk. For
a while the model looks efficient: answers are quick, decisions are consistent,
the company moves.
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And then the underlying problem appears. The organisation stops growing
at the pace of its people's talent and starts growing at the pace of one person.
That day it finds its ceiling.

We do not want heroes. We want systems.

An extraordinary company is not one with a leader able to solve every
problem. It is one where many people solve the problems that belong to them
without waiting for someone to step in. When an organisation depends on one
person, that person is the bottleneck of the whole system. When it depends on
shared judgment, growth stops concentrating and starts multiplying.

Which is why we do not measure leadership by how many decisions
someone makes, but by how many good decisions the organisation makes
without him.

Iv. Listening is also a way of leading

The leader is supposed to be the one who talks most, explains most, always has
an answer. The best leaders we have known did the opposite. They listened.
And they did not listen in order to reply: they listened in order to understand.

They knew that vision is never complete when it comes from one person.
Everyone sees a different part of the system. Whoever works with the client
sees what management does not. Whoever is on the production floor spots risks
invisible to the commercial side. Whoever buys supplies notices changes that
have not yet reached any report.

A leader who stops listening stops taking in information. And whoever stops
taking in information starts losing sight. Not because he has become less
intelligent. Because the world changed and he stopped changing with it.

Listening is not just a display of humility. It is an instrument of
management. It widens judgment, reduces errors, uncovers openings. And it
does something more: when someone discovers that the way they think is
taken seriously, they start contributing far more than their job requires.

That is where a genuinely intelligent organisation appears.

v. Teaching people to think means accepting error
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There is an enormous distance between correcting a mistake and making sure
someone never tries again.

Developing people does not consist of preventing them from being wrong. It
consists of teaching them to be wrong better each time.

An organisation where nobody makes mistakes usually conceals something
worse: nobody decides. Whoever decides faces uncertainty, and where there is
uncertainty there is possible error.

We do not punish the honest mistake that comes from commitment and
analysis. We use it to develop judgment. What is unacceptable is repeating an
error already understood, or acting without thinking when everything was
there to do it better.

Error has to turn into knowledge. Only then does it stop being a cost. We
want people who dare to think, and thinking means taking responsibility.

There is no autonomy without risk. There is no growth without autonomy
either.

vl. The real objective of leadership

A successful leader, supposedly, is the one who makes everything depend on
him. A leader's greatest achievement is exactly the opposite: building an
organisation that keeps growing even when he is not there.

That does not happen by chance. It happens when for years he develops
people, shares judgment, explains the reasoning behind decisions, listens,
corrects, challenges and trusts. Until one day he sees others making decisions
with the same logic he would have used.

That is the moment leadership stops depending on a person and starts being
culture.
CLOSING

Leading is not directing people. It is developing people capable of thinking,
deciding and building.
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A leader's legacy is not the work he did. It is the capability he
left installed in others.
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CHAPTER 9

Trust is built

CORBEAU LAW NO. 9

«Trust cannot be demanded. It is built through
decisions that consistently demonstrate judgment,
responsibility and commitment.»

THE QUESTION THIS CHAPTER ANSWERS

How does a person develop to the point where you can hand them
part of the company?

Every company talks about trust. Almost none explains how it is built. It gets
attributed to a contract, to seniority, to honesty.

It is a good deal more than that. It is the decision to hand someone an
important responsibility knowing they will act in the company's interest even
when nobody is watching.

Trust does not appear overnight. It is built slowly and lost quickly. Which is
why we treat it not as a feeling but as an investment. We invest trust in people
so they will grow, and we expect them to turn it into results, learning and
responsibility.

I. To trustis to decide to grow

Trusting looks like a risk. Not trusting is a bigger one.

When an organisation concentrates the important decisions in a few people,
it stops developing everyone else. And when it stops developing people, it stops
growing.
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Trusting means accepting that someone will get the chance to show what
they are capable of. Not because they are already perfect, but because they can
become so.

Trust looks forward. Not only back.

Il. Trust comes before growth

Here is a question every leader should ask. Which came first, the experience or
the opportunity?

The answer is almost always the same. First someone trusted. Then the
experience appeared.

Nobody is born ready to take on large responsibilities. They get ready while
taking them on. Developing people therefore requires the nerve to hand over
opportunities before everything is guaranteed.

If we wait for someone to be perfect before trusting them, we will never trust
anyone.

. Trust also demands responsibility
Trusting does not mean lowering standards. It means the opposite.

When we place trust in someone we are telling them we expect a higher level
of judgment, because they are no longer working to complete a task: they are
working as the representative of a name. Every decision, every conversation,
every commitment starts either building or eroding that trust.

Which is why responsibility grows alongside autonomy. Trust does not
reduce the demand. It raises it.

Iv. Trustdoes not protect against error: it protects against fear

Many organisations stop trusting the moment an error appears. We ask
something else. Why did it happen? Was there commitment? Was there
analysis? Was there an intention to do the right thing?

If the answer is yes, the error turns into learning. We would rather have an
organisation where people dare to think and are sometimes wrong than one
where nobody decides for fear of being wrong.
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Fear paralyses. Trust develops.

v. There is only one way to lose trust
Mistakes get corrected. Inexperience gets developed. Knowledge gets learned.
There is one thing that is very hard to recover: betraying trust.

When someone acts thinking only of their own benefit, hides information,
promises what they know cannot be delivered, or puts the company's name at
risk to solve a problem of their own, they are not breaking a rule. They are
breaking the system.

Losing trust always costs a great deal more than building it did.

VIi. Trust multiplies

Trust produces a remarkable effect: whoever receives it well tends to pass it on.
They start training, teaching, sharing knowledge, developing new leaders.

And then something powerful happens. Trust stops depending on a person
and starts being culture.

That is the point where a company begins to outlast itself.

CLOSING

Trust was never a reward. It was a tool for developing people. We trust because
we want others to grow.

Trust well placed does not benefit whoever receives it. It
strengthens everyone else.
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CHAPTEHR 10

Delegating to multiply

CORBEAU LAW NO. 10

«Delegating is not handing over work. It is developing
another person's capacity to create value without
depending on us.»

THE QUESTION THIS CHAPTER ANSWERS

Why is delegating one of a leader's greatest responsibilities?

You delegate, they say, to free up time. That is barely a consequence.
You delegate to multiply the organisation's capability.

A company where everything depends on one person cannot grow beyond
that person. A company where many people develop judgment can grow almost
without limit. Delegating is not a matter of convenience. It is a strategic
decision.

I. Delegating is not offloading work

Some people delegate only what they do not want to do. That does not develop
anyone: it distributes tasks.

We delegate opportunities. Problems to resolve, projects to lead, decisions to
make. That is the only way judgment develops.

Growth does not come from always doing the same thing. It comes from
challenges we do not yet fully know how to handle.

Il. Responsibility is never delegated
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Delegating authority and abandoning responsibility are different things.

Whoever delegates a decision remains responsible for having developed that
person properly, for having set the context and for supporting their growth.
Delegating is not disappearing: it is changing roles. From executor to trainer.

The leader stops being the one who does the work and becomes the one who
builds the person able to do it.

. Autonomy is built step by step

Nobody receives full autonomy on day one. It is built through small decisions,
through projects, through lessons, through conversations. Every challenge
handled well widens the next.

Autonomy does not arrive by decree. It is the natural result of accumulated
trust, judgment and experience.

Iv. Delegating means accepting that others will do things
differently

One of the most common errors leaders make is believing there is only one
correct way to do things.

We are not looking for clones. We are looking for judgment. If someone
reaches the same result respecting our principles by a different route, they are
probably enriching the system rather than threatening it.

Delegating means accepting diversity of thought inside a shared frame of
values.
v. Multiplying people multiplies companies

When everyone starts developing new capability, growth stops depending on
one person's available hours.

That is the real power of delegation. It does not free up time: it frees up
future. Every person who learns to think, decide and build becomes a new
source of growth.

VI. Aleader's real success
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A moment will come when the company's best decisions are no longer made by
whoever runs it, but by people he helped develop.

That day some will think he has lost prominence.

That day he will have reached his greatest success.

CLOSING

Delegating was never about distributing work. It was about developing people
capable of taking on steadily larger responsibilities.

A company's growth does not depend on the talent of
whoever runs it. It depends on the talent that person
managed to awaken.
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CHAPTEHR 11

Excellence as a habit

CORBEAU LAW NO. 11

«Excellence is never an isolated act. It is the result of
thousands of correct decisions repeated over years.»

THE QUESTION THIS CHAPTER ANSWERS

What separates a good company from an extraordinary one?

Excellence almost never appears in an extraordinary moment. It appears in
hundreds of moments most people consider trivial.

A call answered properly. An email sent on time. A sample prepared with
care. A problem solved before the client hears about it. A promise kept.

None of those acts changes a company. Thousands of them build a
reputation impossible to improvise.

We are not after perfection. We are after excellence. The difference matters:
perfection paralyses, excellence evolves.

I. Excellence is a form of respect

Working well is not completing a task. It is respecting whoever will receive the
result.

When someone prepares a sample, answers an email, organises a meeting or
cleans a tank, they are not simply doing a job. They are measuring how much
they respect the person who will rely on that work.

Excellence starts precisely there: in understanding that no task is small
when it represents the whole company.
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Il. Excellence is built before the client appears
The client sees the result. We see the process.

Excellence is not born at delivery. It is born far earlier: in the planning, in the
controls, in the uncomfortable questions, in the prevention.

Excellent companies do not depend on constant inspection. They build
systems where doing things well is the natural outcome.

. Excellence is verified in consistency

An extraordinary result can come out of an exceptional effort. Excellence
appears when that result repeats without depending on improvisation.

We look at the stability of the method, the clarity of the standard and the
ability to hold it under pressure. Quality that exists only on good days has not
yet become culture.

Excellence does not require everything to be identical. It requires what was
promised to hold its value every time it is delivered.

Iv. Excellence needs discipline
Inspiration produces great ideas. Discipline produces great companies.

No reputation is built by working extraordinarily once. It is built by working
well every day.

Discipline turns principles into habits, and habits end up being the culture.

v. Excellence turns respect into reputation

When respect for the work holds for years, it stops registering as effort and
starts registering as reputation. The market learns what to expect from us and
no longer has to find out each time.

Excellence is not an abstract aspiration. It is the discipline of making a
promise dependable.
CLOSING

Excellence is respect turned into habit. It does not depend on heroic acts but on
clear standards, preparation and consistency. When the whole organisation
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can hold that way of working, quality stops depending on exceptional people
and starts belonging to the system.

Excellence is not about impressing once. It is about deserving
trust every time.
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CHAPTEHR 1 2

Communication that builds judgment

CORBEAU LAW NO. 12

«Communicating is not distributing information. It is
transferring the context others need in order to think
and decide with judgment.»

THE QUESTION THIS CHAPTER ANSWERS

How does a company get many people moving towards the same
objective?

Almost no company has communication problems. It has alignment problems.

Information circulates, emails arrive, meetings happen. And people go on
moving in different directions. Because communicating data was never
enough: you need to understand the purpose behind the decisions.

When that happens, people stop executing instructions and start building
alongside the company.
I. Explaining why develops judgment
An instruction teaches what to do. A reason teaches how to think.

Whenever possible, we share the reasoning behind a decision. The objective
is not to solve a problem: it is to develop people capable of solving the next one
without anyone explaining it.

Il. Listening brings reality into the system
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Communication is not complete while it flows in one direction. Whoever is
close to the client, the process or the problem sees a part of reality others do not.

Listening lets that information reach the place where it can become a better
decision. And it sends a decisive message: thinking is not the exclusive preserve
of the hierarchy.

When people discover that their observation can improve the system,
communication stops being transmission and becomes shared intelligence.
. Difficult conversations also build

Avoiding a problem never strengthened a relationship. Difficult conversations
have to happen, and they have to happen in time.

Always with one objective: to build. We correct behaviour; we do not attack
people. The distinction looks obvious and is lost with astonishing ease under
pressure.

Iv. Clarity prevents conflict

Most arguments come from different expectations, not from bad intentions.

So we speak plainly from the start: what we expect, what we can do, what we
cannot do, what we need from the other side.

An uncomfortable conversation at the beginning is far cheaper than an
orderly conflict at the end.
V. Culture travels through conversations

People learn by watching, but also by listening. Every conversation transmits a
way of thinking, including the ones that seem inconsequential.

Communication is not a department. It is an instrument of cultural
construction.

CLOSING

When communication stops transmitting information and starts developing
judgment, the organisation changes in kind.
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People stop following instructions and start sharing a way of
thinking.
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CHAPTEHR 13

Merit, growth and responsibility

CORBEAU LAW NO. 13

«Growth is not a reward for what has been done. It is
taking on greater responsibility because greater
capacity to create value has been demonstrated.»

THE QUESTION THIS CHAPTER ANSWERS

How does a person grow inside Corbeau?

Everyone wants to grow. The interesting question is a different one: what does
growing mean?

For some, a title. For others, a salary. For others, managing more people.
Growing means increasing your capacity to generate value. Everything else
follows as a consequence, and it follows better when it comes in that order.
I. Effort is necessary; evolution is decisive

We value effort because no capability develops without discipline. But hours
alone do not demonstrate readiness for greater responsibility.

Merit appears when effort produces learning, learning improves judgment,
and that judgment generates sustainable results for others.

We do not reward exhaustion or confuse presence with contribution. We
recognise the people who increase the company's capacity to deliver, resolve
and grow.

Il. Growing means solving larger problems
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Every new responsibility brings more complex challenges, not simply more
numerous ones.

Growth is not about changing job title. It is about widening the capacity to
think, decide and build.

li. Authority is earned
Titles are granted. Authority is not.

People follow those who demonstrate judgment, consistency and
commitment. Not those who occupy a box on an org chart.

The distance between those two things is called leadership.

Iv. Growth never ends

Every challenge opens another. Every lesson opens possibilities that did not
exist before.

Nobody has arrived. We all keep developing, including the people who run
the company.

v. A promotion confirms a capability; it does not create one

A title formalises a responsibility. It does not manufacture authority, or
judgment, or trust.

The organisation recognises growth when someone is already handling
larger challenges, developing others and protecting the system with their
decisions.

A promotion should not be a bet based on seniority. It should be
confirmation of something that has already happened.
CLOSING

We do not promote people because they have been here longer. We promote
them when they have shown they can increase the capacity of the system.
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Growing is not occupying a higher place. It is becoming able
to hold a harder one.
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CHAPTEHR 1 4

Example

CORBEAU LAW NO. 14

«People listen to what we say, but they end up
building whatever they watch us do.»

THE QUESTION THIS CHAPTER ANSWERS

Why does a company's culture depend far more on example than
on speeches?

Every company talks about values. Some print them on a wall, others publish
them on a website. Very few manage to turn them into the daily way of
working.

The reason is simple. People do not learn from speeches: they learn by
watching. They watch how their leaders react under pressure, how they decide,
how they own their mistakes, how they treat a client, how they speak about a
supplier, how they behave when nobody is looking.

Over time, that conduct teaches more than any training programme.
Example is the most powerful instrument of leadership there is. Not because it
inspires for a moment, but because it builds culture every day, with or without
intention.

I. Every decision teaches

Teaching does not happen during a training session. It happens every time a
leader decides.

When he puts a relationship above an immediate gain. When he keeps a
difficult promise. When he owns a mistake of his own. When he listens before
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answering. When he changes his mind because someone brought a better
argument.

Each of those decisions sends a message. People learn very quickly which
behaviours are genuinely valued, and they do not learn it from the manual.

Il. Consistency generates authority

Having authority and holding a title are different things. The title is granted;
authority is built. And the fastest way to destroy it is to demand behaviour you
are not prepared to sustain yourself.

You cannot demand punctuality while arriving late. You cannot talk about
continuous improvement while rejecting new ideas. You cannot ask for
responsibility while dodging your own mistakes.

Consistency turns words into credibility. Credibility is the only real
foundation of authority.

. Aleader's mistakes multiply

When one person makes a mistake, the impact usually stays inside their work.
When a leader makes one, the organisation concludes that the behaviour is also
acceptable.

Responsibility for example grows alongside responsibility of rank. Not
because the leader has to be perfect, but because his actions teach permanently,
even when he does not intend them to.

Iv. Humility leads too

A leader is not there to be right. He is there to pursue the best decision, and
often that decision belongs to someone else.

Recognising someone else's good idea, accepting criticism, changing a
decision, asking for help: none of that weakens a leader. It strengthens the
whole organisation, because it transmits something more important than
confidence.

It transmits a commitment to the truth.

v. Example builds generations
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The people watching their leaders today will lead tomorrow. And they will very
probably repeat what they lived through.

Every piece of conduct is an investment. Every day, we are teaching the
company that will exist twenty years from now.
CLOSING

Culture is not imposed. It is caught. And the most powerful carrier will always
be example.

People forget almost all the words. They remember for years
how their leaders behaved when the decisions mattered.
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CHAPTEHR 15

A leader's legacy

CORBEAU LAW NO. 15

«A leader's legacy is not measured by what he built,
but by the capacity of the people he developed to go on
building without him.»

THE QUESTION THIS CHAPTER ANSWERS

What does a great leader actually leave behind when his work is
done?

There is a question very few leaders ask themselves. What will happen to the
company when I am gone?

Some prefer not to think about it. Others reckon there is plenty of time.

It should accompany every important decision. Because leading was never
only about producing results in the present. It was about preparing the future,
and preparing the future means developing people able to take the organisation
further than we could.

I. Leadership is always temporary
No leader stays. People change, generations change, markets change.
The only thing that can remain is the culture we leave built. Which is why we

do not think about next year. We think about the next generation.

Il. An extraordinary company outgrows its founders

59



Organisations that depend entirely on the people who created them have
limited growth and, sooner or later, compromised continuity.

We want this company to keep growing when those of us running it today
are gone. That will be the indicator that we built an organisation and not simply
a successful business.

. Legacy is built while the leader is still here

Legacy does not appear at the end of a career. It starts on the first day.

Every person developed, every conversation, every decision, every process
improved, every client who came back, every commitment kept: all of it is
already legacy.

It gets built slowly, quietly, while you think you are doing something else.

Iv. Real success

Success is not being remembered by name. It is the company continuing to
grow thanks to the people we helped develop.

That day we will understand that our work was never to build a company. It
was to develop builders.
CLOSING

Leading is a temporary responsibility. We build for the people working here
today and for the ones who have not arrived yet.

No extraordinary company belongs entirely to one
generation. Each one receives it in order to strengthen it
before handing it on.
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P ART 111

Building the company

How we turn judgment into organised capability

A company can grow for years on the extraordinary effort of a few people. It
only outlasts them when it converts that effort into shared capability.

These nine chapters are about that conversion: systems, continuous
improvement, commercial relationships, time horizon, evolution, hard
decisions, clarity, memory and culture. It is the most operational part of the
book and also the most demanding, because it describes the work that is almost
never urgent and always decisive.
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CHAPTEHR 16

Building systems that make growth
possible

CORBEAU LAW NO. 16

«People drive a company. Systems are what allow that
capability to multiply, hold and outlast them.»

THE QUESTION THIS CHAPTER ANSWERS

How do we turn people's knowledge and judgment into an
organisation able to grow without losing control?

Every company begins by depending on the people who build it. In the early
stages the knowledge lives in the experience of whoever decides: problems get
solved by talking, priorities get adjusted on the move, and personal
relationships make up for whatever is not organised yet.

For a while that is enough. It is even an advantage: you answer fast and
adapt without going through structures.

But as the company grows, what used to give flexibility starts producing
dependence. Information concentrates. Decisions always wait for the same
people. Errors get fixed and their causes remain. The knowledge exists but
cannot be transmitted. The organisation grows faster than its capacity to
coordinate.

That is where a new responsibility appears: turning experience into shared
judgment, judgment into processes, processes into capability, and capability
into a system that allows growth without losing whatever made the company
valuable.

62



Systems are not there to replace people. They are there so people can make
better use of their intelligence, their experience and their time. A good system
does not reduce initiative: it frees it from everything that should not depend on
improvisation.

I. A system turns intention into repeatable capability

An intention can be correct and still produce inconsistent results, if it depends
on each person remembering what to do, reading the priorities the same way
and finding the necessary information on their own.

A system turns a shared intention into a capability that repeats. It defines
outcomes, responsibilities, limits, information and control points, without
pretending to anticipate every situation.

It does not replace judgment. It stops judgment being spent solving, over and
over, something that should already be settled.

When work holds its quality beyond one person, it stops being individual
effort and becomes company capability.

Il. Processes should resolve complexity, not create it

Faced with growth, a company can add controls, authorisations, meetings,
forms and approval levels. That generates the appearance of order. Not
necessarily organisation.

A process adds value when it resolves something real: clarifies a
responsibility, reduces a risk, improves information, makes a result consistent,
allows a faster answer, stops something important depending on somebody's
memory. A process without a clear function ends up consuming the capability
it should release.

We are not after bureaucracy. We are after clarity. We do not design
processes to demonstrate control, but so the company can act well with less
friction.

The best structure is not the one that regulates most. It is the one that makes
it clearest what has to be done, who has to do it and what result it must produce.
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. We standardise what must repeat; we preserve judgment
where decisions must be made

Not everything needs the same degree of standardisation.

There are tasks where consistency is indispensable: quality control,
traceability, safety, regulatory compliance, technical information, commercial
terms, delivery commitments. There, variability is risk.

And there are situations where no instruction can anticipate every answer: a
negotiation, developing a product, a conversation with a client, a crisis, a new
opening. There, a rigid procedure produces decisions that are formally correct
and strategically wrong.

We standardise the foundations, share principles, define limits, and trust
people to resolve what no manual can foresee.

An intelligent system does not eliminate human decision. It concentrates it
where it adds value.

Iv. Systems must make reality visible

A company cannot improve what it cannot see. When information arrives late,
comes fragmented or depends on personal interpretation, decisions get built on
incomplete perceptions. Problems look sudden even though they have been
developing for months. Risks stay hidden. Responsibilities blur. Results get
analysed when they can no longer be changed.

A system has to let reality surface before it turns into a crisis. It has to show
where there are deviations, which commitments are at risk, which processes
are losing efficiency, which clients need attention, which openings can be
developed.

Information does not replace judgment: it feeds it. Data shows what is
happening; people have to understand why and decide what to do.

We do not want systems that accumulate information. We want systems that
help us act.

V. A problem solved should strengthen the system
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Solving a problem is indispensable and not sufficient. A company that fixes
each difficulty in isolation can become extraordinarily efficient at putting out
fires without ever reducing the number of fires.

After an emergency is resolved, you have to go back over it. Find the cause,
review the process, identify where the information, the control, the
coordination or the decision failed. And change whatever allowed it to happen.

The objective is not an organisation where nothing unexpected ever
happens. That does not exist. The objective is a company that learns faster than
it repeats its errors.

Every problem should leave something behind: a better control, a clearer
criterion, a responsibility better defined, a conversation that did not exist
before.

vl. Every system must have an owner

Impersonal processes rarely work. When a task belongs to everyone, it usually
ends up belonging to no one.

Every system needs clear owners. Not only people who run it, but people who
understand its purpose, watch its performance and have the authority to
improve it.

The owner of a process does not verify that it gets followed. He asks whether
it still resolves the problem it was created for, whether it produces the expected
result, whether it generates useful information, whether it can be simplified,
whether new risks have appeared, whether people understand how it works,
whether it needs to evolve.

Assigning responsibility is not concentrating everything in one person
again. It is making sure somebody is watching the health of the system.
vil. Systems must evolve alongside the company

A process that worked for years can stop working. The company changes,
volume changes, clients change, technology, regulation and risks change.

No system is final. What organised growth yesterday can slow it tomorrow.
What was sufficient can become a vulnerability. What started simple can have
turned into an unnecessarily complex structure.
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Reviewing a system does not disown the earlier work. It recognises that its
value depends on continuing to resolve current needs.

We build structures in order to advance, not to be trapped inside them.

viil. The right system increases responsible freedom

Processes and freedom look like opposites. But an organisation without clarity
does not offer freedom: it offers uncertainty. Nobody knows what they can
decide, what information they need, where their responsibility ends, when they
should consult, what standards they have to meet.

A well-designed system clarifies that frame. And inside it, people decide
faster, coordinate better, take on responsibility with less fear and propose
changes with better grounds.

Freedom in a company does not come from the absence of structure. It
comes from a structure clear enough that everyone knows how to use their own
judgment.

CLOSING

We build systems so that knowledge circulates, responsibilities are clear,
problems leave learning behind, and people can spend their intelligence on
creating value.

We do not want a company that works because someone controls
everything. We want a company that works because everyone understands
what they are building.

Real growth begins when an organisation stops depending on
exceptional effort and learns to produce extraordinary results
by ordinary means.

66



CHAPTEHR 17

A company is never finished

CORBEAU LAW NO. 17

«A company starts ageing the day it believes it has
finished building itself.»

THE QUESTION THIS CHAPTER ANSWERS

How does a company stop today's success from becoming
tomorrow's problem?

A task can end. A project. A harvest. A negotiation.
A company never finishes building itself.

Every process can improve. Every decision can be examined. Every error can
teach. Every success can be sharpened. Every client can get a better experience.
Every person can develop a little further.

Which is why success is not a reason to stop. It is a starting point. The market
will keep changing, clients will keep changing, technology will keep changing.
So must we. Not out of fashion: because staying the same is, slowly, falling
behind.

I. The great enemy of growth is believing we already know

Companies rarely fail overnight. They begin to when they stop asking
questions. When they believe they have found the best way. When they stop
listening. When they start defending the past instead of building the future.

Knowledge generates confidence. It also generates comfort.

67



Comfort is the quietest risk an organisation can face, because it produces no
symptoms until it is too late.

Il. We do not only examine our errors

An intelligent company learns from its errors. An extraordinary one also learns
from what went right.

Every time something works very well it is worth asking the same things.
Why did it work? What did we do differently? What can become a standard?
How do we make sure it was not just a good day?

We are not trying to repeat coincidences. We are trying to build capability.

. Improvement is not born of criticism: it is born of curiosity

Working because something is wrong and working because it could still be
better are two different things.

We do not improve out of dissatisfaction. We improve because there is
always a better way of doing things.

That shift of perspective changes the whole culture. People stop looking for
someone to blame and start looking for possibilities.

Iv. Every lesson must change the way we work

Solving a difficulty protects the present. Absorbing what it taught strengthens
the future.

Understanding what happened is not enough. The lesson has to translate
into a different decision, a clearer criterion, a better process, a responsibility
redefined.

If an organisation understands a problem and goes back to working exactly
the same way, it has accumulated an explanation. It has not developed a
capability.

Improvement becomes real when it changes what we will do next time.

v. Evolving also means simplifying
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Improving looks like it means adding: more meetings, more controls, more
reports, more approvals.

Often it means the opposite. Removing. Simplifying. Clarifying. Making easy
again whatever became needlessly complex.

An elegant system is not the one with the most rules. It is the one that
achieves more with less.

vi. Continuous improvement does not end

Some day someone will find a better way than ours. That should not worry us. It
should motivate us.

Our competitor is not another company. It is our own version from
yesterday.

vil. The future always starts today
Many companies talk about the future. Few work to build it.

The future does not arrive when the market changes. It arrives when an
organisation decides to change before the market forces it to.

Continuous improvement is not a project. It is a way of thinking. We do not
wait for circumstances to demand that we evolve: we choose to evolve while we
still have time to do it intelligently.

CLOSING

Every achievement is a new responsibility. Every success opens possibilities.
Every problem leaves a chance to get stronger.

We do not measure growth by the results we obtain, but by
the distance we have travelled from ourselves.
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CHAPTEHR 18

A client is never a transaction

CORBEAU LAW NO. 18

«Every transaction can generate a sale. Only a well-
built relationship can generate decades of trust.»

THE QUESTION THIS CHAPTER ANSWERS

What does building a commercial relationship actually mean?

Every company has clients. Very few build relationships. The difference is
€normous.

A transaction begins with a need and ends when that need is met. A
relationship begins exactly where the transaction ends.

We never understood this business as a sequence of sales. We understood it
as the construction of alliances that have to get stronger over time. A case of
wine is sold once; trust sustains hundreds of transactions over decades.

Our objective was never to close deals. It was to become one of those
companies a client can rely on when conditions stop being favourable.

The real unit of measurement for a company is not how much it sells. It is
how many clients keep choosing it when they have other options.
I. Every transaction begins long before a quotation

A sale does not begin when an enquiry arrives. It begins when a company builds
the reputation capable of generating that enquiry.

The client is not buying a product. He is buying everything he believes will
happen after he buys it. The peace of mind of receiving what was promised. The
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certainty that someone will answer if something goes wrong. The consistency.
The predictability.

He is buying trust.

A quotation is never only a price. It is the whole history the company built
before sending it.
Il. We never sell only wine

If we believed we sold wine, we would compete on price. And there would
always be someone willing to sell a little cheaper.

We deliver something more valuable: security. Of supply, of quality, of
delivery, of response. Security that a promise will be worth the same on the day
of delivery as on the day it was made.

Wine is the product. Trust is the business.

Once that difference is understood, the way of relating to a client changes
completely.
. Every decision strengthens or weakens the relationship

Commercial relationships are not destroyed only by large errors. They erode
slowly: an email never answered, a call postponed, a small promise not kept, an
explanation that arrived late, a decision made with only immediate
convenience in mind.

Trust rarely disappears at once. It wears away.

And for exactly that reason it can be strengthened every day.

Iv. Hard moments show who we are

It is easy to look like a good supplier when everything works. The test arrives
when things stop going as expected: a difficult harvest, a logistics delay, a
quality problem, an unexpected shift in the market.

Those moments do not create trust. They test it.

When a difficulty appears, our priority is not to find who is responsible. It is
to find a solution.
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A client remembers for years how we behaved when the situation was hard.
He quickly forgets the transactions that went smoothly.

v. Not every client represents the same relationship

Everyone deserves the same respect. Not every relationship carries the same
strategic weight.

There are clients who make a purchase and clients who decide to build the
future with us. Both must get a professional service. Strategic relationships
demand another level of commitment.

When the market turns uncertain, when stock is short, when a choice has to
be made, we protect first the people who built alongside us for years. Not
because they are worth more as people, but because they represent a mutual
investment.

Loyalty also has to be returned.

Vl. We never promise what we cannot deliver

A sale won on an impossible promise is a defeat dressed as a success. It can
generate a transaction. It rarely generates a relationship.

We would rather lose a deal than lose credibility. A commercial opportunity
can always come back. Broken trust rarely does.

Our word is one of the company's most important assets. No transaction
justifies putting it at risk.
vil. The best sale is the one that makes the next negotiation
unnecessary

There is a remarkable moment in every commercial relationship: the one
where the client stops wondering whether he can trust and starts thinking
straight away about the next project.

That day the conversation changes. It no longer revolves around price. It
revolves around the future.
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That is the kind of relationship we are after. Not clients who come back
because they found no alternative. Clients who come back because they know
exactly what to expect.

CLOSING

Every transaction is a chance to strengthen something far more important than
the sale. We are not chasing one-purchase clients: we are looking for partners
able to build with us for years.

Great businesses are not born of one great negotiation. They
are born of hundreds of correct decisions nobody remembers
individually.
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CHAPTEHR 19

The long term as a way of thinking

CORBEAU LAW NO. 19

«Every decision produces a result today. The best
decisions also strengthen the company that will exist
twenty years from now.»

THE QUESTION THIS CHAPTER ANSWERS

How do we decide when the immediate benefit and the company's
future point in different directions?

Every company decides. The difference lies in the horizon it decides from. Some
work to close the month. Others, to close the year.

We try to look considerably further. Not out of contempt for the short term:
a company has to be profitable in order to grow. But there are decisions that
improve a set of accounts while slowly damaging everything that made those
accounts possible.

Cutting quality to become competitive. Promising impossible lead times to
close a transaction. Accepting business that compromises the ability to deliver
to long-standing clients. Chasing volume at the cost of reputation.

All of them produce an immediate benefit. All of them begin quietly
weakening the company's most valuable assets.

The challenge lies in finding decisions that resolve the present without
mortgaging the future. Because building a company was never a question of
results. It was a question of continuity.
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I. The short term keeps a company alive; the long term gives it
meaning

Companies live in the present. Wages are paid today, suppliers need answers
today, clients expect deliveries today. And today's profit is what makes
tomorrow's growth possible.

Short and long term are not enemies. The challenge is to make them work
together.

Every decision should answer two questions. Does it resolve the current
problem? Does it also strengthen our future position?

When we answer only the first, we administer. When we answer both, we
build.

Il. Some decisions should not be bought with money

There are assets whose value exceeds any transaction: a word, a reputation,
trust, consistency. They take years to build and can be damaged very quickly.

So there are opportunities we do not accept. Not because they are
unprofitable, but because they demand a price the company is not prepared to

pay.
Every organisation needs to know what it is willing to sell. And also what it

will never sell.

That is where identity begins.

. Patience is also profitable

We live in a world that rewards speed. Patience has an advantage almost
nobody puts on the books.

Many of the best commercial relationships were not born of a brilliant
negotiation. They were born of years of consistency. Of delivering. Of
answering. Of accompanying. Of being there when there was no immediate
sale.

Trust accumulates value in a way no commercial campaign can replace. And
when the large opportunities finally appear, they tend to choose whoever was
already building before they were needed.
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Iv. Thinking long term changes how conflicts get resolved

Facing a hard decision, we tend to ask what suits us. We prefer another
question: which decision will strengthen this company most ten years from
now?

Often the answer coincides with the immediate benefit. Sometimes it does
not.

That is where leadership appears. Because thinking long term sometimes
requires giving up present advantages to protect something that cannot yet be
measured in a set of accounts.

v. Sustainable growth is never a coincidence
Many companies grow fast. Very few sustain that growth for decades.

The difference rarely lies in one extraordinary decision. It lies in thousands
of small decisions made with the same logic: every promise kept, every
relationship looked after, every process improved, every investment made
before it became unavoidable, every person developed.

Taken separately, all of it looks trivial. Over time it builds a completely
different company.
CLOSING

The long term is not a distant date. It is the horizon from which we assess the
present.

Today's profit sustains the company. The quality of our decisions
determines which company is left afterwards.

Thinking long term is not giving up the result. It is stopping
today's result from shrinking tomorrow.
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CHAPTEHR 20

Evolving without losing the core

CORBEAU LAW NO. 20

«A company stops evolving when it stops questioning
itself. But it also stops being itself when it changes
whatever should never have changed.»

THE QUESTION THIS CHAPTER ANSWERS

How can a company change constantly without ceasing to be

itself?

Every company sooner or later faces the same challenge: changing. Markets,
consumers, technology, regulation and ways of working all change. Refusing to
evolve is beginning to disappear slowly.

There is an equally large risk: changing without judgment. Altering
whatever gave the company its identity just because the market appears to
demand it.

Evolving is not abandoning principles. It is finding new ways of expressing
them in a different context. We do not defend the past: we defend what made
the past valuable, and we build on that base.

Which is why we never ask only what we should change. We also ask what
we should never change.

A company survives many errors. It rarely survives losing its identity.

I. Not everything should change
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When something stops working, the instinctive reaction is to change
everything.

First you have to understand what stopped working. Then decide what
deserves to evolve. And protect what is still a strength.

Changing on impulse generates instability. Changing with judgment
generates evolution.

Movement and progress are not the same thing.

Il. Principles are permanent; tools are not

One of the greatest confusions inside companies is believing that processes and
principles have the same degree of permanence. They do not.

Processes evolve. Tools change. Technology gets replaced. Markets demand
new answers. Principles should offer stability precisely when everything else is
moving.

A word. Responsibility. The way of treating a client. The pursuit of
improvement. The commitment to quality. None of that depends on a fashion.

When principles stay clear, a company can transform almost anything else
without losing its bearings.
. Innovation must resolve a problem

We do not innovate to look modern. We innovate because we found a better
way of creating value.

Every change should answer a simple question: what problem does it solve?
If it does not improve the client's experience, strengthen the company, simplify
a process, reduce a risk or increase our capability, then we are not innovating.

We are changing. And changing for its own sake rarely produces good
results.
Iv. Listening to the market does not mean obeying it

We listen to clients, watch trends, analyse habits, study competitors. All of it is
indispensable.

78



Listening does not mean giving up judgment. The market usually describes a
problem; not necessarily the best solution.

Our job is to understand what the client actually needs and find the best way
of answering, even when that answer is not the obvious one.

A company that follows trends always arrives late. A company that
understands its clients helps set the direction.

v. Evolving requires unlearning
Learning is regarded as a virtue. Unlearning should be too.

Many practices that were once excellent stop being sufficient. Not because
they were wrong: because the context changed.

Maturity in business means recognising when a historic strength has to
transform in order to remain a strength.

Clinging to the past out of pride can be as dangerous as ignoring it.

vi. The right speed

Some companies change too slowly. Others too fast. Both extremes create
problems.

We look for another balance: understand first, experiment where
appropriate, learn, correct, and only then consolidate.

The right speed is not the highest possible. It is the one that allows evolution
without compromising whatever has to stay dependable. Above all when we
work with clients who place part of their own business in our hands.

vil. Evolving also means knowing how to say no

Not every opportunity deserves to become a project. Not every innovation
strengthens a company. Not every line of business fits the identity we are
building.

A mature organisation is not defined only by the opportunities it takes. Also
by the ones it lets pass.
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Every decision means giving up many others. Holding a clear direction
requires choosing with discipline.

vill. The core should get stronger with time

The best companies change constantly and yet, year after year, it gets easier to
recognise who they are. They evolve around a stable core.

Twenty or thirty years from now our processes, our markets, our tools and
even our products may have changed. We want anyone working with us to be
saying exactly the same thing: they keep their word, they build relationships,
they think long term and they are always looking for a better way.

If that remains, we will have evolved well.

CLOSING

Evolving is not chasing every novelty. It is improving the way we express our
principles.

Our identity cannot depend on circumstances. It has to be the point from
which we decide how to change.

The companies that last are not the ones that never change.
They are the ones that change without forgetting who they
are.
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CHAPTEHR 2 1

Deciding when there is no perfect option

CORBEAU LAW NO. 21

«The most important decisions are not about choosing
between right and wrong. They are about choosing
which principle to protect when two good alternatives
collide.»

THE QUESTION THIS CHAPTER ANSWERS

How do we decide when every alternative carries a cost, a risk or a
sacrifice?

There is a very simplified picture of decision-making: the leader who always
finds the right answer.

Genuinely important decisions rarely pit a good option against a bad one.
They pit two reasonable paths against each other. Two legitimate priorities.
Two important clients. Two necessary investments. Two different risks. And
any of those alternatives will have consequences.

At those moments, applying a procedure is not enough. There is no formula
and no manual. Principles are the only thing left standing.

Hard decisions do not reveal a company's ability to solve problems. They
reveal who it is. When everything is straightforward, any organisation looks
consistent.

Identity shows up when holding a principle costs something.

I. Notdeciding is also a decision
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Postponing a decision looks like it reduces risk. It frequently increases it.

While an organisation hesitates, the market keeps changing, clients keep
waiting, problems evolve and openings disappear.

We are not defending impulsiveness. We are defending the responsibility to
decide when it is time. A company that avoids hard decisions ends up letting
circumstances decide for it.

Refusing to decide also has consequences. They just arrive later and under
another name.

Il. We never choose simply the most profitable option

Profitability matters. Without it there is no investment, no growth, no
continuity. It is never the only criterion.

Every important decision has to answer one additional question: what effect
will it have on the trust we built over years?

If an alternative improves the immediate result and damages credibility, it is
probably not the best decision.

Financial gain can be recovered. Trust cannot always.

. Before deciding, we understand the problem

There is a very common tendency: looking for answers before fully
understanding the question.

When an important problem appears we avoid rushing towards the solution.
First we try to understand what is actually happening. What is the cause? What
information is missing? What consequences would each alternative carry? Are
we resolving the problem or its symptoms?

A fast decision on a wrong diagnosis rarely produces good results. Speed is
worth something, but only when it moves in the right direction.

Iv. The real conflict happens between goods that cannot both be
protected
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Hard decisions rarely pit a principle against an obvious convenience. They pit
two legitimate responsibilities against each other: continuity and liquidity,
speed and prudence, two important clients, two necessary investments.

Listing everyone affected does not resolve the tension. You have to recognise
which value will be most exposed, which consequence will be reversible and
which could permanently damage the trust or the capability of the system.

Judgment does not eliminate the loss. It allows you to choose consciously
what to protect and to accept honestly the cost of that choice.

v. When we have to choose, we prioritise the principles

There are moments when no alternative gets us everything we want. Then the
real question appears: which principle are we prepared to defend even when it
costs?

The word. Responsibility. Trust. The client's safety. Quality. The
sustainability of the business.

Those principles work as a compass. They do not remove the difficulty. They
stop a decision taken in the moment from contradicting what we want to stand
for over decades.

vI. After deciding, we own the decision

Once a decision is made, a second responsibility appears: owning it.

We do not explain results by pointing at the context, the market or the
circumstances. We examine what went well, what went badly, what
information was missing, what we learned and how to decide better next time.

Responsibility does not end when we choose a path. It starts there.

vil. Decisions build a company's identity
Culture is not defined in speeches. It is defined in decisions.

Every time we choose to protect a relationship over an immediate sale, every
time we keep an inconvenient promise, every time we invest before we are
forced to, every time we acknowledge an error and correct it, we are teaching
the whole organisation what being this company actually means.
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Identity is not written. It is demonstrated. And hard decisions are where it
becomes visible.

CLOSING

We are not trying to make perfect decisions. We are trying to make consistent
ones: with our principles, with our responsibility, with the relationships we
built and with the company we want to leave behind.

Decisions pass. Their consequences stay. And in time it is the
consequences that define an organisation's character.
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CHAPTEHR 2 2

Clarity creates speed

CORBEAU LAW NO. 22

«Sustainable speed never comes from running faster.
It comes from every person understanding exactly
what they have to do, why they have to do it and how
far their responsibility reaches.»

THE QUESTION THIS CHAPTER ANSWERS

How can a company act quickly without losing quality,
coordination or judgment?

A fast company and a rushed one look alike from outside. Both decide, respond,
move. Inside they work in opposite ways.

The rushed company reacts. It chases problems. It corrects avoidable errors.
It repeats conversations. It duplicates work. It lives on emergencies.

The fast company does not need to run, because it prepared the ground for
deciding well. Responsibilities are clear. Information arrives on time. Criteria
are shared. People know when to act and when to consult.

Speed is a consequence of order. Never of hurry.

We are not trying to do things faster. We are trying to eliminate everything
that wastes time without generating value. And wasted time is usually the
symptom of a deeper problem: a lack of clarity.

I. Most delays are not technical
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When a decision takes too long, we blame the workload, the market, the
complexity, the lack of resources.

The problem is usually something else. Nobody knows who should decide.
Information is missing. Responsibilities overlap. Priorities changed without
notice. People are waiting for authorisations nobody asked for.

An organisation does not stall because it is complex. It stalls because it lost
clarity.

I. Clarity reduces the need to control

The less clear a system is, the more controls it tries to add. More meetings. More
approvals. More people reviewing the same work.

Those controls appear to compensate for something earlier: a lack of shared
criteria.

When people understand what is expected of them, which principles they
have to respect and what result is being sought, the need to supervise every step
falls away on its own. Not because control disappears, but because the system
starts producing better decisions.

Clarity generates trust. Trust reduces friction.

. Priorities also have to be clear

Every company has more opportunities than capacity to execute them.
Deciding what to do matters as much as deciding what not to do.

When every task looks urgent, no priority is genuinely important.

Everyone has to know what they protect first: safety, the word, the client,
quality, the continuity of the system. That order stops everyone improvising
their own criteria under pressure.

It does not eliminate hard decisions. It makes them consistent.

Iv. Clarity frees up energy for thinking

People spend an enormous amount of energy interpreting what the
organisation expects of them. Who answers? How far can I decide? Do I need to
consult? Is this a priority?
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Every doubt consumes time and attention.

With the frame clear, that energy stops decoding the system and goes to
what creates value.

Clarity does not limit intelligence. It puts it to work where it pays most.

v. Simplicity takes a great deal of work
Simple companies are the hardest to build.

Simplifying forces you to understand the problem thoroughly, remove steps,
reduce exceptions, clarify responsibilities and give up everything that only
adds complexity.

Complicating is easy. Simplifying takes thought.

Simplicity is not a lack of depth. It is mastery.

vi. The right speed protects quality

We do not measure speed by how fast we answer an email or close a
transaction. We measure it by our ability to hold quality while moving.

A decision made too fast can force us to work twice. A rushed promise can
generate months of difficulty.

Correcting always consumes more time than preventing.

Vil. A clear organisation can grow without losing agility

When a company depends on a few people to resolve everything, every new
client increases the load on them and growth starts producing slowness.

When principles, responsibilities and systems are understood across the
organisation, growth stops concentrating. It distributes. Decisions appear
closer to the problem. Answers arrive sooner.

The objective is not to run faster. It is to move intelligently.

CLOSING
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Genuinely agile companies are not the ones living on emergencies. They are the
ones that built systems clear enough for people to act with autonomy and
judgment.

We never chase hurry. We chase clarity. Speed arrives on its
own, and it arrives afterwards.
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CHAPTEHR 2 3

The company must remember

CORBEAU LAW NO. 23

«A company begins to mature when its best decisions
stop depending on people's memory and become part
of the organisation's memory.»

THE QUESTION THIS CHAPTER ANSWERS

How do we build an organisation that learns and does not have to
start over every time the people change?

Every company learns. The question is where that learning ends up.

In most, the knowledge lives inside people. A salesperson knows how to
resolve a particular problem. A winemaker knows a solution that was never
written down. Someone in administration remembers why something was
decided five years ago.

While those people are there, the company works. When they change roles,
retire or are simply gone, part of the organisation leaves with them.

And something very expensive begins: relearning what was already learned,
repeating errors already solved, rediscovering solutions that once existed.

A solid company cannot depend on individual memory. It has to build a
memory of its own, capable of holding the learning and letting each generation
start where the last one finished. Not because the past has all the answers, but
because discovering the same solution twice is a waste nobody can afford.

I. Every error must leave knowledge behind
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When we resolve a problem the work is not over. We still have to ask what we
learned and, above all, how to stop that learning being lost.

Every error has a cost. That cost becomes an investment only when it leaves
a new capability behind: a process, a criterion, an improvement, a practice
everyone understands.

What matters is not remembering the error. It is keeping the lesson.

Il. Experience only creates value when it can be shared

Accumulated experience is valuable. A company genuinely grows when that
experience stops being individual.

Knowledge nobody else understands remains a risk. When someone teaches
how they think, explains why they decided what they decided and helps others
develop the same judgment, that knowledge starts multiplying.

The objective is not to replace experience. It is to make it transmissible.

li. Documenting does not mean bureaucratising
Building organisational memory does not consist of writing endless manuals.

Documenting means capturing whatever helps people decide better: the
principles, the important decisions, the causes of a problem, the improvements
adopted, the lessons learned.

We do not record every movement. We preserve what makes the system
more intelligent.

Documentation should make the work easier. Never replace the thinking.

Iv. Conversations also build memory

Not all knowledge sits in a document. A great deal appears in a well-run
conversation: a meeting after a project, an explanation of why a negotiation
went well, an analysis after a harvest.

Companies learn by talking, as long as those conversations do not disappear
when the meeting ends.

v. Every team must leave usable knowledge behind
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Shared knowledge only creates value when it can be found, understood and
applied at the moment it is needed.

Every team should ask which criterion needs to be made explicit, which
decision deserves to keep its reasoning, and which lesson has to be built into the
daily work.

We do not document in order to archive. We document in order to leave less
dependence, less ambiguity and a better starting point for whoever comes next.

vi. Memory without evolution loses its value

Keeping knowledge is not keeping everything. There are decisions that
belonged to another context, processes that stopped making sense, tools that
were superseded.

Organisational memory is not a museum. It is a living system. It has to keep
whatever is still valuable and let the rest evolve.

Remembering is not resisting change. It is avoiding the loss of whatever still
makes us better.

vil. An intelligent company learns faster than its environment
changes

Markets will keep evolving, clients will change, new technologies will appear.
We will not be able to anticipate everything.

But we can build an organisation that learns fast enough to adapt without
losing its identity.

That is the real value of organisational memory. Not preserving the past.
Increasing the capacity to face the future.
CLOSING

Knowledge only creates value when it stops belonging to a few people. Every
experience, every error, every improvement and every decision should make
the company a little more intelligent than it was yesterday.

91



Extraordinary companies are not the ones that never forget.
They are the ones that turn every lesson into something that
can no longer be lost.
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CHAPTEHR 2 4

Culture as competitive advantage

CORBEAU LAW NO. 24

«Products can be copied. Processes can be imitated.
Culture is the only competitive advantage that grows
stronger the longer it is built.»

THE QUESTION THIS CHAPTER ANSWERS

What allows a company to stay extraordinary when markets,
products and people change?

Some believe they compete on price. Others on quality. Some invest fortunes in
technology; others in marketing. All of it matters, and none of those advantages
lasts.

Products evolve. Technologies become widely available. Markets change.
Competitors learn. What sets us apart today may stop doing so tomorrow.

Then the question that matters appears: what is genuinely hard to copy?

It is not in what we do. It is in the way we think before doing it. Behind every
product there is a decision. Behind every decision, a judgment. Behind that
judgment, a culture.

Culture is not a set of inspiring phrases. It is the way an organisation acts
when no manual has the answer.

No advantage lasts long if an organisation loses the ability to keep
generating better decisions.

I. Culture decides when nobody is watching
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A company does not demonstrate its culture in a corporate presentation. It
demonstrates it when an unexpected problem appears, when a client needs a
difficult answer, when there is pressure to hit a target, when something
important has to be decided fast.

At those moments nobody consults a poster listing the company's values.
People act on what they internalised over years.

That everyday conduct is the real culture. Not what the company declares.
What the organisation does without thinking.

Il. Principles are worth something only when they produce
decisions

Any company can write excellent principles. Very few turn them into
consistent decisions.

Principles are not philosophical statements. They are instruments for
deciding: when there is a choice between two paths, when interests conflict,
when the market shifts, when a loss has to be absorbed to protect a
relationship.

That is where they stop being theory.

A mature culture does not need to be reminded of its values. It demonstrates
them.

li. Culture reduces the dependence on control

Organisations that depend only on control need to supervise constantly. Those
with a culture work differently: people understand what the company stands
for, what is expected of them, which decisions are consistent with that identity
and which behaviours should never occur.

That does not eliminate controls. It changes their function. Control stops
compensating for a missing culture and starts verifying that the system is still
working.

The best organisation is not the one where everyone obeys. It is the one
where most people decide well without anyone supervising them.

Iv. Culture is transmitted, not imposed
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No company can force anyone to share a way of thinking. It can explain it, teach
it, demonstrate it and live it.

Culture is transmitted by working, by sharing decisions, by learning from
errors, by listening, correcting, recognising.

People take it on when they discover that the principles actually guide daily
life. Not when they see them written down.

V. Culture also protects the company

We think of culture as an instrument for growing. It is also an instrument for
protecting.

It protects reputation. It protects the word. It protects relationships. It
protects the way we resolve conflict.

Markets change, crises arrive, people come and go. A solid culture is the
stable reference point from which good decisions keep getting made.

vi. Every competitive advantage ends up coming from culture

When a client remarks on our reliability, he is observing culture. When a
supplier acknowledges our seriousness, he is observing culture. When a
colleague proposes an improvement nobody asked for, he is observing culture.
When a promise gets kept despite the inconvenience, he is observing culture.

Visible results are the consequence. The real competitive advantage stays
hidden.
Vil. A strong culture never stops being built
Culture does not appear once and stay. It gets stronger or weaker every day.

Every hire, every promotion, every hard decision, every conversation, every
problem, every acknowledgement either reinforces or erodes what the
company stands for.

A company does not keep its identity by having had one once. It keeps it by
deciding to protect it daily.

CLOSING
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Culture is not an addition to the business. It is the invisible system that turns
principles into decisions and decisions into reputation.

What is hard to reproduce is not a product. It is an organisation where many
people, in different contexts, protect the same promise without needing the
same instruction.

A company differentiates itself by what it offers. An
institution lasts by the way it learns to decide.
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P ART 1V

Endurance

What it means to carry a name and hand it over stronger

The three previous parts describe how we think, how we develop people and
how we build. This one answers a different and more uncomfortable question:
what for.

Six chapters on the name we carry, the debt created by inheriting, the real
reach of our decisions, the generational horizon, the temporary nature of all
authority, and the only honest conclusion a book like this can reach.
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CHAPTEHR 2 5

The name we represent

CORBEAU LAW NO. 25

«A company's name does not belong to the people
running it. It belongs to the trust thousands of people
placed in it over time.»

THE QUESTION THIS CHAPTER ANSWERS

What does it mean to represent the Corbeau name?

Every company has a name. Very few understand what it contains.

Every time someone says «Corbeau» they are not naming a company. They
are remembering everything they experienced with us. Every promise kept,
every commitment honoured, every problem resolved, every conversation,
every opportunity we chose to protect rather than exploit.

Over time, all of that stops belonging to the people who made it possible and
becomes part of the name. Not because it appears on a bottle, but because it
holds an expectation.

Anyone who works with us expects a certain way of behaving. That
expectation did not arise by chance: it was built over years, by people who in
many cases are no longer here.

No generation has the right to administer it as though it were their own.

I. Representing a name means representing a history
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Nobody starts from zero. On joining a company we receive something others
built: clients who trusted, processes that worked, errors already corrected,
relationships that survived time, a reputation that took years to consolidate.

All of it precedes us and completely changes our responsibility. Every
decision stops being personal. It also reaches the people who came before and
the ones still to come.

Il. Reputation never belongs to one generation

Reputation is not the result of a great campaign. It is the result of thousands of
small decisions taken over decades.

No generation builds a name alone. Each contributes a part: some face crises,
some drive growth, some open markets, some consolidate what was opened. All
of them leave a mark.

Reputation is not a guaranteed inheritance. It is a shared responsibility. We
can strengthen it and we can weaken it. What we cannot do is take it for
granted.

. A name is protected in the small decisions

Reputation is not won in the great moments. It is built quietly.

By answering an email seriously. By meeting a deadline. By admitting an
error. By preparing a sample with the same care as a shipment. By listening
before answering. By respecting a word given.

Large decisions attract attention. Small ones build character. And character,
in time, becomes reputation.
Iv. A name generates expectations

Anyone working with us is not buying a product. He is buying an expectation: a
quality, a way of answering, an attitude towards problems.

Every time we act, we reinforce it or we alter it.

The real risk is not losing a transaction. It is the market ceasing to expect
from us what it spent years learning to value.
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V. Representing a name also requires humility

There is a frequent temptation: confusing the company's standing with your
own merit.

None of us built this name alone. We received it strengthened by many
people's work, and our obligation is to hand it over better.

That perspective completely changes the way leadership is exercised. It stops
being about prominence and starts being about service.

We are not working so the name makes us large. We are working to make the
name large.

Vi. A name also guides decisions

There are moments when no rule offers a clear answer. Then a very simple
question helps: does this decision strengthen or weaken the name we
represent?

Often that is enough. It forces you to look beyond immediate convenience.

vil. A name is not owned: it is held in trust

Legal ownership defines rights. Reputation imposes responsibilities that
exceed those rights.

A name acquires meaning through the work of the people who built it, the
trust of the people who chose it and the conduct of the people who represent it
today. Nobody can administer it as a personal resource.

Each generation receives the authority to use it and the duty not to spend the
trust it holds.
CLOSING

Representing a name is one of the greatest privileges and one of the greatest
responsibilities a person can receive. A name is not built with speeches: it is
built with decisions repeated over years.

Extraordinary companies are not remembered for what they sold, but for
what their name came to mean.
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When a name stands for trust across generations, it stops
being a brand. It becomes a promise somebody will have to go
on keeping.
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CHAPTEHR 2 6

Inheriting obliges you to contribute

CORBEAU LAW NO. 26

«Inheriting a company grants possibilities others built
and obliges you to turn them into a contribution for
the people who come after.»

THE QUESTION THIS CHAPTER ANSWERS

What responsibility do we take on when we inherit the work, the
trust and the effort of the people who came before?

We live in a time that admires people who build. Rightly so: every important
body of work began because somebody decided to create something that did not
exist.

There is another kind of greatness that gets far less attention: the greatness
of knowing how to continue a body of work.

Building from nothing takes courage. Continuing well takes something
harder to come by: humility.

On arriving at an organisation we rarely start at the beginning. We receive
clients, processes, knowledge, relationships, errors already resolved, trust
accumulated over years. All of it is an advantage and also a debt. None of it was
created for our personal benefit.

Everyone receives far more than they imagine. Which is why everyone has a
duty to leave far more than they found.

I. Nobody really starts from zero
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«I made myself» is partly true. Never entirely.

There was always someone who opened a door. Who developed a process.
Who built a relationship. Who made a mistake so that we would not have to
repeat it.

Acknowledging that does not diminish your own merit. It puts it in
perspective.

I. Inheriting obliges you to look after

Once we understand that what we use today was built with effort, we stop
seeing it as an available resource and start seeing it as something that deserves
protection.

We look after the reputation because we know what it cost. We look after the
word because we know its value. We look after relationships because a single
decision can weaken years of trust.

We do not protect the past out of nostalgia. We protect it because it is the
ground we are going to build on.
. Continuing never means keeping everything the same
Honouring a body of work does not consist of avoiding all change.

The best way to respect the work of the people before us is to keep it valuable.
And that means evolving, improving, simplifying, innovating and correcting
whatever no longer works.

A company that stands still ends up betraying precisely what it was trying to
protect.

Inheriting is not freezing. It is keeping alive the purpose that gave it its
origin.
Iv. Real gratitude means contributing
Feeling grateful is easy. Demonstrating it is harder.

The best way to thank the people who came before is to strengthen what we
received. Preserving is not enough.
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Every improvement, every new client, every process refined, every person
developed, every relationship strengthened is a concrete way of honouring
years of somebody else's effort.

The deepest gratitude always leaves a contribution behind.

v. We also inherit trust
We do not only inherit visible assets. We receive something far more fragile.

Every client who decides to come back, every supplier who accepts our word,
every colleague who bets on the project: all of it is trust built slowly by others.

And trust never belongs to a person. It belongs to the organisation. We can
strengthen it. We can lose it. We cannot take it for granted.
vi. Every generation writes a chapter
It is tempting to think history starts with us.

Every generation writes barely a chapter. Some go through hard times, some
drive expansion, some consolidate, some prepare the ground for the ones still to
come.

No chapter explains the whole work. All of them can enrich it.
Understanding that changes the way you lead. We stop working for our own
recognition and start working for the continuity of the story.
vil. The best inheritance is never material

We associate the word inheritance with buildings, brands, assets. All of it has
value. No extraordinary company survives on its assets alone.

It survives because it transmits a way of thinking: a way of deciding, a
shared responsibility, a commitment to the given word.

As long as that way of thinking stays alive, a company can cross generations
without losing its identity.

CLOSING
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Nobody arrives at a completely empty company. We all find something built by
others, and our obligation is not to administer it: it is to understand its value,
strengthen it and hand it over better.

Extraordinary organisations are not held up by one brilliant generation.
They are held up because each generation understands it is part of something
larger than itself.

We work so that whoever arrives later receives more than we
were lucky enough to receive.
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CHAPTEHR 2 7

Every decision leaves a mark

CORBEAU LAW NO. 27

«No business decision affects only the person making
it. Every decision leaves a mark on people we will often
never meet.»

THE QUESTION THIS CHAPTER ANSWERS

To whom do we take on a responsibility when we make a decision
inside the company?

A company produces goods, provides services and generates financial results.
True. Incomplete.

Every company is part of a much wider network, and every decision alters
other people's reality. A client reorganises his business trusting our word. A
supplier plans production around our commitments. A family depends on the
work of one of our colleagues. A community lives alongside our operations.
Other companies make decisions by watching how we behave.

We almost never see those consequences. They exist anyway.

Running a company is a great deal more than administering resources. It is
administering impact. Not in order to control everything — that would be
impossible — but so as not to forget that no decision happens in a vacuum.

I. The impact is always larger than we imagine

When deciding, we think first about immediate consequences: costs, deadlines,
profitability, clients. A decision rarely ends there.
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A promise kept strengthens the confidence of a client who will probably
trust again. A supplier treated fairly can invest and grow alongside us. A
colleague who finds somewhere to develop carries that experience home and to
the people who work with him.

Good consequences also multiply. Understanding that changes the way we
decide.
Il. Responsibility does not end at the contract
Contracts establish obligations. Responsibility goes a great deal further.

You can deliver exactly what was signed and still weaken a relationship. And
you can face an unexpected difficulty and choose transparency even though the
contract does not require it.

Trust does not depend on legal compliance. It depends on the quality of our
decisions.

Lasting relationships are built on conduct, not on clauses.

ll. A company also teaches

Every organisation transmits a way of understanding work. New arrivals
observe, learn, imitate and discover which behaviours get rewarded. In time
they will carry that way of behaving to other teams, other companies and other
communities.

A company teaches even when it does not intend to. Every decision teaches.
Every reaction to an error teaches. Every difficult conversation teaches.

What we teach ends up multiplying far beyond our own boundaries.

Iv. Success loses its value if it leaves damage behind

Some results look extraordinary: large sales, fast growth, exceptional returns. A
question is worth asking. What was left afterwards?

If reaching it meant destroying relationships, exhausting people, weakening
trust or compromising the reputation, the success was only apparent.

A victory that damages whatever sustains the future is a defeat on a delay.
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v. Companies also build a society

A company does not transform a country only through the taxes it pays or the
jobs it creates. It transforms it every time it demonstrates that you can compete
without giving up your integrity.

Every time it keeps a promise. Every time it honours a commitment. Every
time it treats a supplier with respect in difficult circumstances.

Organisations shape expectations. They teach which behaviours are normal
and which relationships are worth building. That impact rarely appears on a
balance sheet and may be the most important of all.

vl. Real influence does not need prominence

Many organisations want to be seen. We prefer a different ambition: to be
dependable.

The deepest influence is quiet. It shows up when a client recommends us,
when a supplier prioritises a relationship of years, when a colleague speaks
with pride about where he works, when other companies adopt practices they
saw in us.

None of that requires prominence. It requires consistency sustained over a
long time.

vil. The mark we leave defines who we were

In time, transactions get forgotten, accounts change, products evolve. What
remains is the mark.

The way we treated people. The decisions we made when nobody was forcing
us. The openings we helped create. The relationships we protected.

That mark is a company's everyday legacy, and it starts getting built long
before anyone says the word.
CLOSING

No company works only for itself. Every decision crosses the organisation and
carries on towards clients, suppliers, families, communities and future
generations.
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Which is why we do not measure a decision only by the result it produces.
We measure it by the mark it leaves.

Organisations do not change the world with great speeches.
They change it with thousands of small decisions nobody was
watching.
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CHAPTEHR 2 8

Thinking in generations

CORBEAU LAW NO. 28

«Thinking in generations means judging the present
by the capability it leaves available for a future we will
not control.»

THE QUESTION THIS CHAPTER ANSWERS

How does our behaviour change once we understand that the
company must continue long after us?

We live in a culture that measures success quickly. The next quarter. The next
year. The next result. Everything invites us to think closer and closer in.

We learned another way of looking at time. Not because we ignore the
present, but because the best decisions rarely produce their greatest returns
immediately.

Building trust takes years. Developing people takes years. Creating a
reputation takes years. Forming a culture takes years.

Nothing genuinely important appears overnight.

Thinking in generations is not imagining a distant future. It is making
decisions that still make sense once the context has changed and other people
are carrying the work.

I. Time changes the value of decisions

Many decisions look intelligent watched over a few months. Very few keep that
intelligence after twenty years.
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The test of a decision is not its immediate result. It is what it strengthened.
What relationships did it leave? What capability did it develop? What
reputation did it build? What openings did it make possible?

Time acts as a filter. It separates convenient decisions from valuable ones.
Il. Every generation thinks differently because it faces different
challenges

Every generation receives a different company, different markets, different
technologies, different clients.

None should repeat the previous generation's decisions. Nor start by
ignoring what was learned.

Continuity does not consist of copying. It consists of understanding the
principles that guided the decisions and applying them intelligently to a new
context.

. We are building for people we do not yet know

Here is an idea that transforms the way you work: many of the people who will
benefit most from our decisions have not yet joined the company.

They are not clients yet. They are not colleagues yet. Some have not been
born.

And yet our decisions today are already defining the world they will find.

Iv. The future is never inherited by accident
Some organisations survive many years. Very few do so keeping their identity.

That never happens by chance. It happens because somebody prepared the
future before it was needed: developed people before they were required,
strengthened processes before the problems appeared, protected the
reputation before the crisis.

The future always begins long before it becomes visible.

v. Continuity requires giving up prominence

Wanting to leave a personal mark on everything is a very human temptation.

m



Great institutions work differently. Every generation contributes; none tries
to be the centre of the story. They understand that success means
strengthening a body of work that will go on being written when they are gone.

That requires a quieter kind of leadership, more patient, more committed to
continuity than to recognition.

Vl. A company's real assets

A company's assets appear to be its facilities, its brands, its accounts. All of it
matters.

There are assets far harder to build: trust, culture, credibility, shared
knowledge, the capacity to develop people.

None of it appears in any financial statement. And it is precisely what allows
a company to go on creating value generation after generation.

vil. Thinking in generations changes the question

Companies ask themselves what they want to achieve this year. We try to add
another question: what company do we want the people who come after us to
receive?

The answer changes the priorities completely. You invest differently. You
develop people differently. You protect relationships differently. You accept
present sacrifices, because the value of what is being built will appear much
later.

When an organisation starts asking that question, it stops administering the
present and starts holding the future in trust.
CLOSING

Time is more than a measure. It is a test. For our decisions, for our principles,
for our capacity to build something that is still valuable when we are gone.

No generation receives a company to enjoy while it happens to be in charge.
It receives it in order to strengthen it and hand it on.
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Working for people we will never meet is the most demanding
— and the cleanest — way to work.
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CHAPTEHR 2 9

Stewards of the work

CORBEAU LAW NO. 29

«Authority over a company is temporary.
Responsibility for its consequences reaches far beyond
our tenure.»

THE QUESTION THIS CHAPTER ANSWERS

How does the exercise of power change once we understand that
the company was entrusted to us for a limited time?

Running a company grants power over resources, priorities, relationships and
people. That power is never absolute: it is exercised over a body of work that
began before us and must retain possibilities after we leave.

Stewardship is not a sentimental metaphor. It is a discipline of governance.

It forces a distinction between what we can do and what we should do.
Between extracting value and strengthening the source that produces it.
Between leaving a personal mark and leaving a more capable institution.

I. Authority must recognise its own limits

Whoever leads can approve, invest, change or halt. The existence of that power
does not make every possible decision a legitimate one.

Stewardship begins when authority accepts limits: the word given, the
continuity of the system, people's dignity, accumulated trust, and the
consequences others will have to administer.

Il. Stewardship preserves capability; it does not freeze form
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A company held in trust must evolve. Protecting it does not mean keeping its
processes, products or structures intact. It means stopping change from
consuming whatever allows it to keep creating value.

A steward protects the purpose and the capability. He changes the forms
when they stop serving them.

. Power is judged by what it leaves available

A tenure can show great results and leave weakened relationships, dependent
teams and future decisions constrained. It can also go through hard years and
hand over a firmer base.

We judge leadership not only by what it obtained, but by the possibilities it
preserved.

Iv. Stewardship requires preparing the succession before it is
needed

An organisation does not get ready to continue on the day its leadership
changes. It gets ready every time it distributes judgment, documents
knowledge, develops people and avoids concentrating decisions unnecessarily.

Succession is not an event. It is the accumulated proof that a company
learned to be larger than the people running it.

v. A steward does not use the institution for his own
prominence

Personal recognition can accompany good leadership. It must not define it. The
question is not how visible our intervention will be, but how much better the
company will work because of it.

The most valuable contributions are usually invisible: a person prepared, a
risk reduced, a relationship preserved, a decision that avoids consuming the
future.

vi. Handing over is also part of leading
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Leadership does not end with the last result under our responsibility. It ends
when the company can continue without being held prisoner by our decisions,
our information or our presence.

Handing over well requires leaving clarity, capability and trust. Not a copy of
our own way of leading.
CLOSING

We receive the power to decide. Not permission to consume what others will
need afterwards.

Our duty is to strengthen the work, widen its possibilities and prepare the
people who will have to lead it in a context we cannot imagine.

A tenure is not measured by what it achieved while it lasted,
but by what remained possible once it was over.
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CHAPTEHR 30

The work is never finished

CORBEAU LAW NO. 30

«Extraordinary institutions never consider their work
concluded. Each generation receives the responsibility
of continuing what the previous one strengthened.»

THE QUESTION THIS CHAPTER ANSWERS

What is the real purpose of a company that aims to outlast
generations?

There is a moment many organisations wait for. The moment of being able to
say: we have arrived. We reached the size we wanted. We built a brand. We won
markets. We achieved stability.

That moment does not exist.

Not because a company should live dissatisfied, but because any
organisation that stops building slowly starts preserving. And when
preservation replaces purpose, growth stops being natural.

Genuinely great institutions do not work in order to arrive. They work in
order to continue. Every achievement is a new responsibility. Every stage opens
possibilities that did not exist before. Every generation receives a different
company precisely because the previous one went on building when it could
already have settled.

We do not think of our history as a sequence of successes. We think of it as an
open body of work.

I. No generation writes the last chapter
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It is tempting to believe that our stage is the most important moment of the
story.

Every generation occupies barely a few pages of a much longer book. Some
go through expansion, some through crisis. Some build infrastructure, some
culture, some relationships. All of them are needed. None explains the whole
story alone.

Understanding that lifts an enormous weight. We are no longer working to
close the story. We are working to write a good chapter.

Il. Real success means leaving possibilities behind

We measure success by what we achieved. We prefer another measure: what
possibilities did we leave open for the people continuing?

Will they find better processes? More knowledge? Greater trust? Better
prepared teams?

A generation can obtain great results and reduce the future's opportunities.
It can also go through hard years and leave a far better prepared organisation.

Legacy is not measured by visible results. It is measured by what remains
possible.
. Institutions grow when each generation adds a layer

Nobody rebuilds a whole cathedral every hundred years. Each generation
contributes something: an improvement, an extension, a detail, a restoration.
In time a body of work appears that cannot be attributed to one person.

Extraordinary companies work the same way. Each generation adds new
capability while respecting whatever holds the work together.

We are not trying to replace what came before. We are trying to enrich it.

Iv. Continuity needs people who think beyond themselves

Wanting to leave a personal mark is natural. Great institutions get built when
people accept something more valuable: that their greatest contribution may
be invisible.
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A process that will prevent problems ten years from now. A person
developed who will lead the next stage. A decision that will sustain the
reputation long after it has been forgotten.

Lasting works are full of quiet contributions. They are usually the most
important ones.
V. We never inherit a finished company

Every generation meets challenges the previous ones never knew: new
markets, new technologies, new expectations.

The work never arrives finished. It always demands new answers.

That is the real meaning of continuity: not repeating the past, but going on
developing it. An institution stops being faithful to itself the day it stops
evolving.

vi. The future is watching too

We think we answer to the people working with us today. We also answer to
people we do not yet know.

Our decisions will define the starting point of whoever continues this story.
They will not get to choose the context they find. We can influence it.

Every improvement, every relationship strengthened, every person
developed, every principle protected is a quiet conversation with the future.
vil. The work continues as long as there is a purpose

Organisations disappear when they believe their mission is over. Institutions
endure because they keep discovering new ways of being useful.

Aslong as there is a genuine need, as long as there are people willing to build,
as long as principles keep guiding decisions, the work stays open.

It is an enormous responsibility. It is also an extraordinary privilege.

CLOSING
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No generation receives a company in order to conclude it. It receives it in order
to continue something that began long before and that, if we act responsibly,
will go on growing long after.

Our success will not be having built the perfect company. It will be having
left an organisation able to go on learning when we are gone.

The most important works never belong to the people who build them. They
belong to everyone who, generation after generation, decides to spend part of
their life making them a little better.

As long as someone is willing to take on that responsibility,
the work will not be finished.
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Epilogue

WHERE WE ARE GOING

A book of principles always runs the same risk: being read as a description of
what we already are, when it describes what we decided to demand of
ourselves.

We are not where we want to be. There are processes that still depend too
much on particular people. Knowledge we did not manage to make
transmissible. Decisions we make better by experience than by explicit
judgment.

This book is not a certificate. It is a standard.
Where we are going can be stated precisely.

Towards a company that grows without concentrating. That decides well
close to the problem, without waiting for approval from above. That develops,
every year, people able to hold responsibilities they could not hold today.

Towards a business that is worth something for what it means and not only
for what it costs. Brands that say something on a shelf in another country.
Programmes our clients will not want to swap for a difference in price, because
they know exactly what they are getting.

Towards an organisation that learns faster than its environment changes.
That documents what matters, forgets what no longer serves and does not
discover the same solution twice.

And towards, above all, the day this book can be corrected by people who did
not write it. That day will be the proof that it worked: when someone who never
met the people who drafted it finds a part that is wrong, argues it with reasons
and improves it.
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A text nobody dares to argue with has stopped being a standard and has
become a monument.

We are not writing this to raise a monument.
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The thirty Corbeau Laws

Gathered here, the thirty laws form a text of their own. They can be read

straight through, consulted before a hard decision, or used as the script for a

conversation with someone who has just joined.

01

02

03

04

05

06

07

08

09

10

11

A company is a value-creating system that must be strengthened by every
decision.

Corbeau exists to build businesses that create value, generate profit and
deserve to last.

We never negotiate a transaction. We negotiate the beginning of the next
one.

We do not invest where the volume is greatest. We invest where the
potential to build a future is greatest.

Trust is the starting point. Responsibility is how it is honoured.

Decisions are not judged by the immediate benefit, but by the effect they
produce on the system we are building.

Every decision must increase our capacity to create value tomorrow.

A leader's success is not measured by the decisions he makes, but by the
quality of the decisions everyone else makes when he is not there.

Trust cannot be demanded. It is built through decisions that consistently
demonstrate judgment, responsibility and commitment.

Delegating is not handing over work. It is developing another person's
capacity to create value without depending on us.

Excellence is never an isolated act. It is the result of thousands of correct
decisions repeated over years.
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12

13

14

15

16

17

18

19

20

21

22

23

24

25

Communicating is not distributing information. It is transferring the
context others need in order to think and decide with judgment.

Growth is not a reward for what has been done. It is taking on greater
responsibility because greater capacity to create value has been
demonstrated.

People listen to what we say, but they end up building whatever they
watch us do.

A leader's legacy is not measured by what he built, but by the capacity of
the people he developed to go on building without him.

People drive a company. Systems are what allow that capability to
multiply, hold and outlast them.

A company starts ageing the day it believes it has finished building itself.

Every transaction can generate a sale. Only a well-built relationship can
generate decades of trust.

Every decision produces a result today. The best decisions also strengthen
the company that will exist twenty years from now.

A company stops evolving when it stops questioning itself. But it also
stops being itself when it changes whatever should never have
changed.

The most important decisions are not about choosing between right and
wrong. They are about choosing which principle to protect when two
good alternatives collide.

Sustainable speed never comes from running faster. It comes from every
person understanding exactly what they have to do, why they have to
do it and how far their responsibility reaches.

A company begins to mature when its best decisions stop depending on
people's memory and become part of the organisation's memory.

Products can be copied. Processes can be imitated. Culture is the only
competitive advantage that grows stronger the longer it is built.

A company's name does not belong to the people running it. It belongs to
the trust thousands of people placed in it over time.
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26

27

28

29

30

Inheriting a company grants possibilities others built and obliges you to
turn them into a contribution for the people who come after.

No business decision affects only the person making it. Every decision
leaves a mark on people we will often never meet.

Thinking in generations means judging the present by the capability it
leaves available for a future we will not control.

Authority over a company is temporary. Responsibility for its
consequences reaches far beyond our tenure.

Extraordinary institutions never consider their work concluded. Each
generation receives the responsibility of continuing what the previous
one strengthened.
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T H E C ORBEAWU W A Y

Manifesto

We did not inherit a company. We inherited the responsibility of
continuing a body of work others began before us.

We do not work only to meet objectives. We work to strengthen
an institution that will have to go on creating value when we are
gone.

We believe trust is worth more than an opportunity. Because a
lost opportunity can come back; lost trust rarely does.

Our word is worth the same when it is easy to keep and when
keeping it costs. We do not negotiate what holds up our identity.

We know every decision leaves a mark. So we choose to act
thinking not only about the immediate result, but about the
consequences for the people who trust us.

We build relationships before transactions. Because great
projects are never born of a single negotiation: they are born of
years of consistency.

We believe no one person builds a great company alone. Every
important body of work belongs to the accumulated effort of
many generations.
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So we share knowledge, develop people, listen, teach and learn.

We want the people who work with us to be capable of thinking,
not only of executing. Because principles create value only when
they live inside people's decisions.

Systems exist to release intelligence, not to replace it. Discipline
exists to protect responsible freedom, not to limit it.

We never treat a job as finished. There is always a better way of
doing things.

Every error must leave learning. Every success must leave

humility. Every challenge must leave a stronger company.

We evolve constantly, but we never change what defines who we
are. Innovation makes sense when it strengthens our principles,
not when it replaces them.

We think in decades. Not out of contempt for the present, but
because the best decisions bear fruit long after they are made.

We measure our work by the trust we leave, the people we
develop, the relationships we strengthen, the culture we transmit
and the openings we create for whoever continues this work.

We know we represent a name built long before we arrived. Our
duty is to strengthen it, never to use it for ourselves.

Every generation receives the company for a time. No generation
owns it. We are temporary stewards of a permanent
responsibility.

We are not working to be remembered. We are working so the
company is still dependable when our names are no longer part
of it.
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That will be the real success. Because an extraordinary company
is not measured by what it produces, but by the quality of the
decisions it inspires, the trust it builds, the culture it transmits
and its capacity to go on doing good long after the people who
built it.

That is the path we chose. That is the responsibility we accept.
That is the commitment we take on.

That is The Corbeau Way.
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