Every change needs a clearly defined goal

Editors note: Argentinas legendary football coach Gésar Luis Menot-
t aned Chilean entiepreneut Alfonso Swett on passion, responsibility, and

upheavals in Joothall and business.
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Bevond all doubr, football 1€ one of the most impressive Laim American
exparts. Une of its most famous protagonists, César Lws Menart, s widely
comsidered the philosopher of football, known for his atiucking metto, “A goal
sholed e fust another pass into the net. ™ With a bit of imagination, this cotld
casily constitute & mexim for-ambitious-corporate leaders. Menottl has dem-
onstrate his walent for challenging and changing the status quo as manager of
various teams in South America and Ewrope, However, unlike his interlocutor,
the Chilean entreprencut Alfoniso Swett, Menottl does not believe. that: foothall
clubs benefir fromt heing trmed into listed companes. For Swett, who runs one
sful clothmg and fashion trading frrms, jootball
i private passion, Change will happen, he argues, only if Teaders sticeeed in

moiviting their people ane setting realistic gouls,

of lIiu’IIII Americds most sue

Alfonso Swett: First of all. itsa pleasure 1o see you again: As you know,
| have always considered Argentine football the best in the world and that,
iny laige part, is your “faull’” Of course the event that comes 10 everyones
mingl s the 1978 World Cuprwhen, as hosts, you won the trophy with a
famtastic team and emerged as a national hero. You'd been coaching the
team for four years then How did you make this miracle happen?

César Luis Menotti: |hank you lor that kind Introduction = it was
ineleed & historic moment, although perhaps not a miracle. Even belore
then. football was part and parcel ol Argentine culture — & wonderful way
t lorge a sense ol solidarity or team spivit and promote the tmage of our
country | considered it a challenge, particularly in view ol the negative
trendls i loothall ar the ume. When Twatched Lhe Argentine team in
the 1974 World Cup. | knew whar changes would have to be made and
how much hard ralking it was going 1o take. Our national team had gone
through lour diflerent coaches in one year and had become almost a joke.
Despue a thousand problems-and obstacles, we were dble w convinee the
national football association to improve the situation of the coaches and
foree through a set ol long-term development plans

Swett; Yes, 11 can be very hard to overcome encrusted attitudes when
drving change The complicated par s getung people 1o try something
new and at the same time convinemg them that it makes sense to change.
In Chile we went through enormous economic upheayals in the early
1970s We were the proneers ol market deregulation, bu we were up
aganst a tradinon of closed markers, customs barriers and other protective
mechanisms: 50 shifting from a protectionist mindset to a competitive one
cilled lor a gigantic rethink

Menofti: [ that same context, [ find 1t very courageous that you are
trying 1o convinee your countrymen to bid for the 2020 Olvmpie Games
That will surely necessitate a similarly gigantic change in mentality

Swett: My preat wish is that Chile should hnally dare to do something
hig. s not just sboul staging a grand sports event, We nee¢l 1o restructure
our education systemn and attach greater importance to sporis and health
We need to get a hand prohlems such as alcohol, drugs and
obesity, Every change needs a clearly dehined goal

Menotti: Yes, and you could say thate where the dilerence berween
strategy and metics comes into play: Strategy 1s the ability 1o apply
knowledge w solve problems — above all unexpected problems I our goal
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15 E'il_":l]. weneed 10 {'.('}TTSIC[L’T how we are gOINg 10 get there. We \Vﬂl g({l
there by drawing up a working strategy and. within that strategy. tactical
plans. Il one tactic doesn’t work, we try another, But the strategy is based
on 4 clear concept, a meaninglul ldea. Il a coach — ov a business leader,
come 10 that —can canvinee his team that the strategy 1s nght, he still has
ta get them 1o commit to that strategy and stick 1o it, even in the face of
setbacks. Having said that, [ helieve of course that you also have to keep
discussing yourstrategy and learn new lessons every day, 1 like to say that
there is a time for happiness. a time for sorraw, a time for falling m love
—the only thing for which the time is always right in life is learning

Swett: You're right about strategy T've always considered it importani
to carelully deline our corporate vision and make 1t a lkey pillar of our
activities. The vision must be more than just a paper tiger that turns-up
now and then in presentations. It has (o be something that all employees
can erigage with And I your business environmer harmaonizes with
your corporate vision and you succeed 1n allgning your company with its
core business. you've made real progress. At Forus we realized that our
strenigths lie in design and sourcing, and | make sure that our front-line
people match pur corporate canon 0l values, That way we are able 10 ac-
cess new markets and expand our porttolio, Right now, clothing accounts
for 25 percent of our revenues. but we are targeting 50 percent. That's not
going to happen all at once. You have to be clear aboul where you're head-
ing, prepare the ground and work toward that goal day by day

Menotti: | once smd jokingly that successlul loothall coaches were Ide-
olagists, generals, psychiattists and sometimes even babysitters rolled into
one. Couldn't you say more or less the same thing abow business leaders?

Swett: | suppase so. Above all we have w motivate our people. Thats the
main joby ol any corporare leader It's all abour analyzing your resulis correctly
smd transformiing then into motivation. the will to change. and the ability 1o
pgracle your current performance. Top executives who can really motlvate
people have an extremely charismatic impact, above all [ they aleo come up
with briliiant 1deas and are able 1o empathize with their people

Menotti: One of the most complex jobs for any coach is to empa-
thize with the character of individual players, Monitering their physical
performance is no problem. Reading their personal, cultural, social and
psychological side is far more complex. Bur truly excepuonal performance
happens only when a.coach lives up to his enormous responsibilities by
taking all of that into account as well. Football is a game with a thousand
secrels; and the performance ol the plavers 1= one ol them

Swett: Another thing we have in common 1s that coaches and busmess
leaclers shape their own success through the selection of their team. 1ts not
just a question of individual skill but of the way those skills [ 1ogether. A
company works like a [oothall team: Everyone has a position, a role, and has
to harmonize with the others. And the leaders primary job 1s o formulare real-
istic goals, because setting 1tmattainable goals will damage your credibility

Menoetti: Football coaches can leam a lot Irom passionate entrepreneurs
lor whom thew praduct 1s not st one of many but therr raison détre. They
fmpress their customers through top performance and never stop trying 1o
fmprove. Thats what | call an entreprenewr— not peaple whe turn our roast
chickens one day, tollel paper the next and two days later-are juggling millions
of dollars. The people | admire are those who are ot 1o generate brand loyalty
among their customers over generations. Thats the sense ol vocation a foothall
coach should have as well - huilding and maintaining a strong and lasting
emotional bond between the weam and its supporters

Swett: One thing I think coaches car learn lrom business managers i< 1o
take mare responsibility for results: Coaches tend to make pronises. For an
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entrepreneur thai’s just the first step = then you have 1w dellver. Also, with a
few notable exceptions. coaches are not analytical enough in their thinking.
Menotti: Are you saying many goaches are not professional enough?
Swett: They don't pay enough attention o what their opponents are
doing, or at least that's the-way 1 see 1 An entreprenetr has no chowce
but o study the compelition intensively. But how many coaches take
the rouble to watch videos of their opponents? They need to get more
inquisitive. more analytical, so they can better prepare their players for
the next match. What business leaders can learn [rom lootball coaches, on
the other hand, are motivation skills. A good coach will transform 25 in-
dividuals into an eflective squad. And he will work constantly 1o improve
each player’s performance. Corporate executives often lorget 1o train their
staff. They dont invest enough n each imdividual.

Menottiz You're right about selecting the team — thats critical. Once.
when [ was responsible for selecting a national youth team, [ 1ested 460
players ftom all aver the country until we had a squad of players who had
impressed me both on and off the pitch, as players and as people. The
main things | was looking for were commitment and leadership skills.

Swett: Commitment is essential, and at a family firm like Forus, it
comes naturally Members of the family work as harel as any employee and
at the same time they have a pronounced sense ol responsibility for the
company. Family and business go together very well There are many great
lamily livms, corporate groups in lact, and il they fail then it is mostly be-
cause the famuly ues have been hroken and owsiders manage the company

Menotti: Trust is 4 factor m that equation as well, and you always have
1o make sure that the members of a team trust one another. You have to
help them overcome the problems that are hindering their development.
Paco De Lueia once old me thar, at the age of 12, he had no idea about
music. "One day,” he said. “l was playing the guitar and a man came by
and said, "No, look, that’s where your ingers should be.’ and he corrected
my grip. Through that simple step he saved me years of elfort.” For me,
loyalty 1s at the root of all leadership, and foyalty 1s created when leaders
help their peaple o develop and make progress. At the same time; you
have w convinee them that it is warthwhile observing important guide-
linee [ike tactics, Jorge Luis Borges said that philosophy is about order and
adventure, and that applies to loothall, 100. Because order alone i bormg
and adventure without order is chaos.

Swett: In [oothall and in business there are those who have llashes of
mspitation and others from whom you expect a disciplined performance.
On the football puch, defenders can't allord 1o let their concentration lapse
foran instant and have to turn i a concerted performance. Midfielders
and attackers | would expect to show mare ingenuity and dynamisnt Ina
corporate environment they would be the product designers or develop-
ers; always looking lor new 1deas.

Menotti: You're obviously passionate about your football. Where did
your love of the game come [rom?

Swett: 've been mad about lootball since [ was 5 Twouldn! even take
off my Club Depontivo Umiversidad Cawolica de Sanuago shirt when | went
10 bed, | played for UC, as they are called, until Fwas 19, Later on | was
presidlent of the club. | felt like Santa Claus — investing lots of time and anibi-
ton 10 make somethmg work that I'd always beleved in Ultimately, any club
owes itssuecess 1o the fans, ticket sales and merchandising, and the sale of
the TV rights In England that works fine Just think of Chelsea or Manchester
Unitedd, But not so in Chile, where thie stadiums are empty and the players are
traned and developed only so that we can sell them. Thats.a very dillerent
picture in Argentina. Like [ satd, | consider the Argentine players the best m
the world They play with discipline and dedication, and they are prepared 1o
give it everything they've got. Chilean players do their best lo get into the first
team, and then they ran out of ambition. They are the victims of a mentality
that just wants to enjoy the fruits of success.

Menotti: Are your fellow countrymen in the business sector more ambitious?

Swett: The entrepreneurs are, but the average employee isnl, Maybe it has
something to do wath our-educanon system. We auach greater importance to
acdvancing from one class — one year — to the next. rather than bemng 1op of the
tlass. We need 10 set the bar higher in many respects, not just in sports,

Menotti: [ admire companies like BMW, where mass production
doesn't affect quality. They don't upseale their output at all costs, but
expand in a measured way. while constantly improving the quality. In
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football that quality is under threat, because businessmen — I'm riot talking
about entrepreneurs — feel atracted 1o a scene where there ave crowds ol
passionate fans, but no clear legal boundaries. And yer we have a major
obligation Lo the spectators. Alter all, leading opera houses like the Milan
Scala or the Teatro Colon in Buenos Aires are not famous lor their beauty
but because the best singers in the world perform there. 1 they exhaust
their top-class singers and start hiring second-class replacemenis, their
image will soon suffer. And image is something they have to maintain, fust
like any carmaker or foothall club

Swett: How exactly do you see that image being threatened?

Menotti: When 4 season comes to an end, with the top reams playing not
just in their national leagues but Champions League and UEFA Gup matches
too, and four weeks later the World Cup starts. . how can anyone expect the
players to be on top form? We need 1o realize thar quality is worth protect-
ing. Football is too important to end up in the hands of financial wheelers
and dealers. So I'm by no means sure that turning football clubs into listed
companies is going to help the game. What we really need is to reach a new
understanding among players, coaches, major comparues, politigians and the
fans, | say again: Football is simply too important.,

‘Swett: | could well imagine that listed companies could at least solve
the problems of inadequate transparency and responsibility at club level.
In the past it has often been the case thar a manager would joina club,
create glgantic debts and then walk away again. At a listed company, more
impertance is attached to governance, transparency and the involvement
ol all stakeholders.

Menotti: The clubs need to be clear abour how they want w position
themselves and how they Intend to market a product like foothall. To
my way of thinking, what [botball needs are entrepreneurs who make a
commitment o growth without putting quality av rigk 1 we don’t succeed
in attracting this kind of person, then the days of the kings of foorball are
over. They never will have time to wear their crowns. The rale that an Al-
fredo di Stélano, a Pelé or a Maradona once played no longer exists. 1t has
fallen vicrim wo the marker. Today we're 1alking about astranomical sums
of money that no one could ever have magined in the past

Swett: Nothing ever stays the same  That also applies to every com-
pany. Tor example, ['ve recently become Interested in olive oil. T'm aiming
to produce 4 particularly high-quality blend of fruny oils. 1ts great fun
watching the project take shape. Another exciting new development is
the berry company that I'm engaged in together with my hrother-in-law
Change Is everywhere, and theres no chance ol my ever being hored

Menotti: Boredoms not one of my problems, either: Football has
opened many doors or me and has changed me a lot ‘True, | found my
vocation as a coach early on, but its very important for me to learn some-
thing new every day and keep on changing | am a seeker by nature, and
as I search, | learn [rom all kinds ol sources,

César Luis Menotti was born in Rosario, Argenting, in 1938, His icontc
status in the Argentine Joothall comnunity stems from the nation’s World Cup
victory in 1978, when Menottt was national coach. In his active days he played
top-level football for Rosario Central and Boca Juniors in Argenting, as well
as I the Uniited States and Brazil. Tn 1970 Menotti hung up his boots and
switched o coaching. Four years later he took over the Argenting national team.
He was never able to vepeat his success of 1978 —at the 1982 World Cup in
Spatn, Argentina were knocked aut at the group stage: Menotti subsequently
coached various clubs in South America and Europe, as well as the Mexican rig-
tional squacl With FC Barcelona and his countryman Diego Maradona he won
the Spanish league champronship and the UEFA Super Cup.

Bovni in 1943, Alfonso Swett left school at age 17. He worked for Bunco
Edwards and Esso, went on to found the first-ever commercial car park in San-
tiago de Chile, then completed his high school education and studied accounting
in Buenos Alres and at Georgia State University In 1981 he started selling Hush
Puppies in Chile. Today his holding company, Forus S.A.. sells other world-

Jamous Jushion brands as well Recent additions to the Forus portfolio include

compantes i veal estate (Marbella), berves (Hortifrut), and olive oil (Olisur),
For 14 vears. Swett was president of the football club Club Deportive Universi-
dad Cutolica de Santiago, He is ¢ major shareholder in the canglomerate Grupo
Claro, u director of several related companies and o member of the board of the
Federauion of Chilean tndustry:
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