
        
            
                
            
        


		
			ADVANCE PRAISE FOR THE MEMO

			 

			“The business world is recognizing more and more the importance of effective teams in getting projects done and keeping all organizations nimble and innovative. Which makes this book—based on a once-secret military memo written decades ago—so timely, and, indeed, urgent.” 

			–Steve Forbes, Editor-in-Chief, Forbes


			 

			“An excellent primer for new managers, The Memo is also a great review for the experienced executive to revisit and improve his or her own leadership approach, and to identify opportunities to enhance organizational effectiveness. The Memo brings together, in an interesting way, the author’s personal experience, with historical highlights of management, as developed and utilized by the U.S. military. With pertinent quotes from accomplished military and business leaders, Jack creates an excellent story about decision-making and organizational effectiveness. I am recommending The Memo to my son as the first book he should read as he takes on the challenges of his first managerial position.”

			–Lawrence J. Blanford, Retired President and CEO, 
Green Mountain Coffee Roasters, Inc.

			 

			“Want to know how to manage a large organization in a way that frees you to actually LEAD and empowers your people to develop into leaders who will become far more than you pay them? Jack Yoest has captured this simple, but seemingly elusive concept by borrowing the memo that won WW II. Your assignment is probably not THAT big, but if it won a world war, it is definitely worth your time!” 

			–Mike Huckabee, former governor of Arkansas, 
presidential candidate

			 

			“If you’re a leader; a military general, a business executive, a football coach, or a new US president and were allowed one book to read, The Memo by John Yoest would be the one I recommend. The clarity of this superb book and the brilliance of the original WW2 document, Completed Staff Work, is the roadmap to success in decision-making. The staff prepares the decisions; the decision maker makes the decisions. Sounds simple. The Memo makes it so.” 

			–Ed Rollins, Former Reagan White House political advisor, Reagan Bush Campaign manager, 1984, 
Hall of Fame Political Consultant

			 

			“I wish Jack had written this years ago. This is a must-read for leaders of organizations and companies as well as smart employees who want to succeed. Time is the one thing we can’t create more of, but this book helps us become more efficient and more effective—both as managers and as staffers.” 

			–Susan B. Hirschmann, CEO, Williams & Jensen, 
one of Washington, D.C.’s oldest independent lobbying firms.

			 

			“Whether you’re a newbie or an old pro, be a better, wiser, more professional, and successful manager by learning from the geniuses who managed our victory in WWII using many Biblical principles. My friend Jack Yoest’s book will empower you.” 

			–Richard Viguerie, direct mail entrepreneur, 
chairman of ConservativeHQ.com.

			 

			“If you are interested in being better as a leader or follower, then this is a must-read. The Memo will occupy a special spot on your bookshelf between Message to Garcia and One Minute Manager Meets the Monkey. It defeats the confusion and fears that consume people when they set out to lead people and manage projects. This was an extremely satisfying read because it breaks the mold of the stuffy academic language and tone usually found in such works. This book will surely point you in the right direction on how to win your own leadership/management battles.” 

			–James M. Kimbrough IV, Lieutenant Colonel, 
United States Army Chair, Military Science Department, Professor of Military Science, The College of William and Mary & Christopher Newport University
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			INTRODUCTION

			Did your staff get The MEMO?

			The driver stopped directly at the entrance to my office building. My assistant was there at the door. I am whisked to my office, settled into my Herman Miller Aeron chair (extra back support), coffee appears at my elbow (splash of cream, one packet brown sugar), and a red folder with decision documents helpfully tagged pointing to where I will sign-off with my signature. 

			I didn’t read the documents. Why should I? 

			Eager, competent staff had studied the issues, developed options, vetted the alternatives, and made suggestions. These were recommendations that I could trust and endorse without a moment’s hesitation. (I am a decisive kind of guy.) I would be done in an hour and looked forward to an early lunch meeting with our biggest customer—after I finished reading The Wall Street Journal. 

			I would have no trouble hitting my 2:10 tee time…

			Okay, I was dreaming. Yes, I did enjoy each of the above points, and each did each occur to me over the last half-century. But they never happened all on the same day. Goodness, never in the same year. It is true that I teach this stuff, but it doesn’t mean that I’ve ever experienced it first-hand without friction. But I can still dream. A man’s reach must exceed his grasp, or what’s a heaven for? and all that.

			I was a very slow learner in the practice of corporate effectiveness and refused to benefit from the mistakes of others. And there wasn’t much help for Actual People—especially in those atrocious Organizational Behavior seminars (yes, I’ve taught a few). But you, Alert Reader, have in this slim volume the outline on Getting Work Done. 

			Every manager dreams of having an empowered, proficient team who will Anticipate, Adapt, and Learn! That type of team understands that the boss sets the organizational priorities and understands that the wish of the manager is the subordinate’s command.

			There is even an ancient Bible reference that offers a picture of getting things done with the active, thinking support of others. That’s where the manager expects both obedience and initiative, and doing the right thing right. 

			 

			When Jesus had entered Capernaum, a centurion came to him, asking for help. “Lord,” he said, “my servant lies at home paralyzed and in terrible suffering.” Jesus said to him, “I will go and heal him.” 

			 

			Don’t bother, says the soldier. Real leaders really don’t work that hard:

			 

			The centurion replied, “…For I myself am a man under authority, with soldiers under me. I tell this one, ‘Go,’ and he goes, and that one, ‘Come,’ and he comes. I say to my servant, ‘Do this,’ and he does it.” 

			When Jesus heard this, he was astonished and said to those following him, “I tell you the truth, I have not found anyone in Israel with such great faith.” 1

			 

			A Roman centurion would be in command of 100 men and support staff (servants). He was speaking of his authority and more. It was the power to influence. It was the power of getting Completed Staff Work.

			This is the heart of leadership and followership. It is remarkable, valuable, and rare. Completed Staff Work would have astonished even Jesus Christ.

			This is supremacy that the Roman army could understand. The soldiers even had a word for it: auctoritas, which means “the power to get things done without lifting a hand.”

			Publisher and capitalist Steve Forbes describes this attribute and how the Emperor of the Roman Empire, Augustus, 63 BC to 14 AD, wielded his power:

			 

			In addition to his hold on government and the army, Augustus relied on an intangible aspect of power to get his way, something the Romans called auctoritas…

			…the word connotes the respect that a Roman male was shown by his fellow citizens in daily life because of his accomplishments, lineage, financial status, marriage, military service, the way he carried himself, and the people he associated with. 

			A Roman who had auctoritas could get things done without ever having to give a direct order, and nothing meant more to him.

			 

			We can envision this popular Emperor spending his days wandering deep in thought.

			Is this Management by Walking Around? Maybe. But this works best on the “control” part of management, following the “plan, organize, and lead.”

			Walking-Around-Management puts all the work in a boss’s inbox as casket-basket where tasks and dreams go to die. 

			However, Real Managers and Known-World Emperors just want the work done. And the team wants it done before the boss makes a nuisance of himself. The best teamwork is when a problem or opportunity is anticipated, researched, and addressed even before the boss gets back from his late lunch. The staff becomes all-knowing and acts on the manager’s desire even before he asks. 

			 

			Now, this is omnipotent-like empowerment. Of both staff and management. 

			The modern boss may never get to the nirvana dream-state of Management by TelePathicCommunication™ but The Memo, based on Completed Staff Work, will be our workaround, interim solution. 

			This is a simple “how to” book both for managers and individual expert contributors. We will cover Completed Staff Work in two directions: up and down the organizational chart where, counterintuitively:

			 

			
					
•	The managers will learn leadership—in how to “follow” the team. 

					
•	The team will learn followership—in how to “lead” the boss.

			

			 

			This is often called “Managing Up” whereby a staffer stealthily manipulates his boss. 

			But, in fact, Completed Staff Work is open mutual manipulation where everyone wins. 

			This information is divided into four parts. First, we will define The Memo and Completed Staff Work. 

			Second, we will review the Problem and explain “why” Completed Staff Work is necessary and the value to the individual contributor, the manager, and the organization. This is a win-win-win strategy.

			Third is the Path where we learn to manage Completed Staff Work. Here we discuss the tactics of managing the process of getting the background work done for a management decision.

			And finally, we will explain the Presentation to managing your manager. This is the persuasion segment where we learn how to sell to the boss.

			Completed Staff Work is where there is nothing to add. It is finished.

			And so we begin.

			 

			
				
					1	This passage was written by Matthew in his eighth chapter of the Bible. He worked for the IRS; not a popular guy. As a tax collector for the Roman Empire we can imagine that he would have well understood the benefit of influence and the value of getting Completed Staff Work done in a very large organization.

				

			

		


		
			
			PART ONE: 

			Purpose: What Is 
Completed Staff Work?

		


		
			CHAPTER 1

			Anticipation: The one word that describes Completed Staff Work.

			“Find out what’s on the boss’s report card.” Joe had a simple answer to my question.

			I was having some trouble so I went to visit Good Ol’ Joe, another manager on my level on the organizational chart. I wanted to see how he got things done. Maybe steal some ideas.

			Let’s call it “research” not “theft of intellectual property” because, well, Joe, you know, was no intellectual…

			So I asked him how he did it. Ordinarily, people are slow to give secrets to a “competitor” whether the person is inside or outside an organization. But Good Ol’ (Slow) Joe was an open book and maybe not the sharpest tool in the shed. But—

			He was hitting his numbers.

			I was not.

			So we walked and talked up and down his business silo. Suddenly a hand grenade came rolling down the hall and some insignificant nobody staffer jumped out of his cubicle and jumped on the bomb, protecting Joe from the blast.

			We didn’t see it coming. But his staff did.

			The dust settled and we turned a corner and bumped into Ethel, his junior sales assistant. She was smiling. “Acme Industries just re-ordered twenty-five cases of our premium widgets.” Joe would hit his numbers. Again.

			I pulled her aside. “How did that happen?” I asked.

			“The Acme buyer tries to get his purchase orders in before the end of the quarter,” she said. “This order was a little larger.”

			“Why would he do that for us?”

			Ethel gives me a blank stare. “To help Joe…”

			I stand perplexed as Ethel scurries off, and I hear Joe talking on his cell phone to Jonathan, a business reporter with Widget Insider. Jonathan, as everyone knows, is a jerk who couldn’t get a real job so he makes a living in libel and slander. He wrote an article about my numbers from last year and that troubled product launch—but it wasn’t my fault (you know how hard it is to get good people). I hate him.

			 

			But Joe and Jonathan are laughing over some inside joke about the Rotary Club potluck. Who’s got time for that nonsense anyway?

			We walk past those paperwork weasels in the purchasing department. One of the vermin sees Joe and rudely bellows to his superior, “Yo Joe, we just received your new monitors.”

			“Thanks,” says Joe, “you’re the best.”

			“No problem” the bootlicker replies. “But I’ll need the DD 214 request and routing numbers by next month.”

			I stop. I’ve been trying for weeks to get those computer monitors. Every time I order something from those slackers, they say I need to completely fill out the forms with signatures and numbers in triplicate hard-copy with a six-week lead time. Sometimes I might leave a box or two empty but that’s no reason to bounce the form back to me. And sometimes I wonder why I even bother since those dolts lose my paperwork half the time anyway.

			“Joe,” I ask, “does purchasing process your requests even before you do the paperwork?”

			“Sure,” he says. “Why do you ask?”

			We walk into Joe’s office and in walks Bob Big Boss. (This is odd; he has never been to my office.) Anyway I’m excited to corner him, “Bob, we need to talk; those people in purchase—“

			“Later,” Bob cuts me off and says to Joe, “I talked to the board and they approved the new budget and signed-off on your capital request.”

			I was ignored. And then I wondered where the board was going to get the additional money for Joe’s project. Especially since I can’t get anything done unless I get that 25 percent increase I demanded. This wasn’t fair.

			Bob smiles at Joe, and the Big Boss exits.

			I ask Joe, “Budget? How did that all happen?”

			Joe shrugs his shoulders, “Anticipation, I guess. I thought maybe the project would make Bob look good.”

			Lord almighty. What a simpleton. I had wasted a morning (and you know my staff was goofing off the whole time I was gone).

			Ethel walks into Joe’s office looking at her tablet as I make my leave. She was not interrupting much. I didn’t see that he was doing much work anyway.

			“Congratulations, Joe” I heard Ethel gush as I walked down the hall. “Great quote in the Insider… “
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			We all know that Joe. He’s the Fair Haired Boss’s Boy who doesn’t do anything and gets everything handed to him.

			And he hits his numbers.

			And he is likeable.

			I’ve always distrusted that Joe.

			I’m working late. He always leaves at 5.

			I’m working weekends. He’s playing golf with the comptroller.

			Nobody sees how hard I work and sweat (why is it always so hot in my office?) (What’s with those idiots in maintenance)?

			Nobody appreciates me.

			Everybody loves Good Ol’ Joe.

			He hits his numbers.

			The boss likes that.
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			Years ago, Your Business Professor worked with some very talented managers Who Got Things Done. I was not one of them. I didn’t understand Completed Staff Work and how it could change my life. I didn’t know the secret of how Joe got the work done without breaking a sweat and always made his forecast, every single month.

			 

			Joe had trained his people to deliver Completed Staff Work. Or maybe his people had trained him—it could go either way. (Remember, Joe is really not that bright.) This policy begins with anticipation.

			Here’s what Joe and Joe’s team was getting done: The Staffer Works and The Manager Decides where the objective is a finished recommendation.

			 

			Managers often complain that their direct reports are running out of work while the boss is running out of time. Some managers do this non-delegation, the amateurs like Your (younger) Business Professor.

			But this is not always the fault of the individual contributor. Sometimes the manager does not know what direction or instructions to give his direct reports.

			Managers know that their job is to Plan, Organize, Lead, and Control. And managers are working too hard. After all, they believe the myth that this is what that “lead” part of management is: to do everything.

			It is true that the leading part might be the easiest for talented managers. But the boss cannot, must not, do all the thinking. This is why the best organizations have some form of Completed Staff Work. The staff does the hands-on labor and the manager makes decisions. 

			Here is what it looks like. A problem or opportunity is presented by the manager or uncovered by the staff. It doesn’t matter how the assignment originates; the staffer using the Completed Staff Work method will follow this simple three-step outline:

			 

			1.	Research the landscape, exploring for nearly all possible possibilities.

			2.	Develop a number of likely options, scenarios, and solutions.

			3.	Finalize and present (sell) a recommendation.

			 

			Note that the manager did little work in this phase. The work is done by the staff. It is complete. The boss can accept or reject or modify the recommendation. Yes or No or Change. 

			 

			But usually the manager will simply adopt the staff recommendation. When Completed Staff Work is done the right way, the manager essentially makes a decision by just signing his name. This is why the “leading” can be simple.

			 

			Leadership is most critical when there is much more at risk than hitting a quarterly number. Human life can be at stake. The military understands this danger.
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			The origin of the phrase “Completed Staff Work” probably belongs to Archer L. Lerch, Major General, U.S.A., Provost Marshal General of the Army of the United States. Lerch, as a Colonel, wrote a memo to his staff, which was published in the January 24, 1942, edition of the United States Army and Navy Journal and Gazette. It was designed to pierce the haze and confusion in the fog of war.

			U.S. General Douglas MacArthur also circulated the Completed Staff Work memo.

			The military called it a doctrine because it is a belief system and a set of teachings. The word “doctrine” has religious connotations—as well it should. Completed Staff Work should be faithfully executed.

			The policy was once labeled RESTRICTED in keeping with Army regulations. A document will be classified and marked “Restricted” when the information it contains is for official use only or of such nature that its disclosure should be limited for reasons of administrative privacy, or should be denied the general public.

			 

			This memo, this philosophy, won World War II.

			Completed Staff Work was so vital to the war effort that it had its own security classification limiting its distribution to prevent it from falling into enemy hands. Fortunately, after the war, Completed Staff Work made it to the public domain. Following are portions from General Lerch’s original memo, for your eyes only:

			 

			“Completed Staff Work” is the study of a problem, and presentation of a solution, by a staff officer, in such form that all that remains to be done on the part of the head of the staff division, or the commander, is to indicate his approval or disapproval of the completed action.

			It is your duty as a staff officer to work out the details. You should not consult your chief in the determination of those details, no matter how perplexing they may be. You may and should consult other staff officers. The product, whether it involves the pronouncement of a new policy or affect an established one, should when presented to the chief for approval or disapproval, be worked out in finished form.

			It is your job to advise your chief what he ought to do, not to ask him what you ought to do. He needs your answers, not questions. Your job is to study, write, restudy and rewrite until you have evolved a single proposed action—the best one of all you have considered. Your chief merely approves or disapproves.

			In most instances, completed staff work results in a single document prepared for the signature of the chief, without accompanying comment.

			The “completed staff work” theory may result in more work for the staff officer, but it results in more freedom for the chief. This is as it should be. Further, it accomplishes two things:

			 

			1.	The chief is protected from half-baked ideas, voluminous memoranda, and immature oral presentations.

			2.	The staff officer who has a real idea to sell is enabled more readily to find a market.

			 

			When you have finished your “completed staff work” the final test is this: If you were the chief would you be willing to sign the paper you have prepared, and stake your professional reputation on its being right? If the answer is negative, take it back and work it over because it is not yet “completed staff work.”

			 

			Business goals—as in war—are met when a team gets The Memo.
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			Anticipation describes Completed Staff Work. The best managers are never surprised. Avoiding the unexpected only happens with well-trained staffers who can identify opportunities and threats to the organization and then bring the warnings or good news to the attention of the boss.

			 

			[image: 151224.jpg] 

			 

			Discussion Questions

			1.	How does the manager benefit when the staff anticipates?

			2.	How does the staffer benefit when the team anticipates? 

			3.	How does the organization benefit when everyone anticipates?

			 

		


		
			CHAPTER 2

			Decision: Putting the “cut” back into executive.

			“One must be a good butcher,” said William Gladstone, who served as Great Britain’s Prime Minister in the late 1800s. A good CEO must be willing to make personnel cuts, cut a deal, cut out the nonsense, and cut to the heart of the matter. 

			Making a decision means picking an option and taking the other courses of action off the table. The boss separates the gold from the dross.

			Scott Snook and Jeffrey T. Polzer wrote of this management challenge in a case study for Harvard Business School. (Snook 2004)

			They use a coach’s dilemma in The Army Crew Team. Under the heading, The Elements of Success, Snook and Polzer provide important insight into the importance of focus in decision-making using research from the U. S. Olympic Committee. A survey of dozens of rowing coaches, who were asked to rank the importance of over two hundred variables, found something surprising: less is more.

			 

			Interestingly, the importance assigned to [these] categories varied with the coaches’ level of experience. 

			One pattern was that novice and intermediate coaches tended to rate a multitude of variables…as highly important… 

			…whereas master coaches focused on a smaller set of variables…

			 

			Amateur managers, like young coaches, are swamped with the number of inputs and variables that bombard them in the corner office. The novice manager does not know what to ignore so he ignores nothing and evaluates everything, which improves nothing.

			The experienced coach/manager has the wisdom and judgment to determine what is important and what can be left out. Experience and practice produces a fine filter separating what is needed and valuable from what is less useful. This seasoning can take decades to produce a competent senior manager.

			The staffer, as an individual contributor, is the one who “does the work”—sifts through the overwhelming barrage of data and options—so that the manager can make a focused decision.

			Most of the manager’s decision-making work will be deciding “what to do” and “what not to do.” He will spend most of his management time cutting away and making a difference and decisions suitable to his pay-grade.

			So the CEO must focus on only the moves that most leverage his time for greatest impact. How does he decide what those few things will be? Venture Capitalist and Chief Executive Officer trainer Fred Wilson recommends that, “A CEO does only three things.”

			 

			1.	Sets the overall vision and strategy of the company and communicates it to all stakeholders.

			2.	Recruits, hires, and retains the very best talent for the company.

			3.	Makes sure there is always enough cash in the bank.

			 

			The manager must understand these priorities and decide to decide. The best CEOs cut to the chase. The words “decide,” “concise,” and “scissors” share a root word—to cut away. Decide is a verb from the late fourteenth century, meaning “to settle a dispute,” from the Old French decider, from the Latin decidere “to decide, determine”—literally—“to cut off.” 

			The word “to decide” originates in de- “off” and caedere “to cut” and gives us resolution “at a stroke.” The meaning, “to make up one’s mind,” was first used in 1830.

			But the manager cannot do this alone. The bigger the decision, the more the need for a staffed-out recommendation that is reviewed and vetted by stakeholders. The decision-maker needs Completed Staff Work—from the options suggested by his team. 

			The boss decides.

			What is the first step in becoming a decision-maker?

			The desire to be a decider.
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			The Army Armor School was welcoming a new class. There were more than 60 of us new lieutenants in the section, and it seemed that no one wanted to be in charge. 

			Odd. Officers who didn’t want to lead? 

			The instructors asked the class for candidates who would be willing to be interviewed for Class Leader. No extra credit; no rank; no compensation. 

			More work; no more money. (I didn’t know it then but this is how most managers start.) 

			There were a few who stood up. I joined three classmates as the school faculty privately questioned us one-by-one. The lieutenants were quizzed. As the two others left, I could hear them muttering, “I don’t know anything about classroom formations or emergency procedures or…”

			They didn’t know all the answers, and neither did I. But I stayed. 
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			The most significant factor in establishing who is going to be a manager is that person’s desire to be in charge. A person has to want the job. Even if others are in the position, the would-be manager will get off the bench and assert, “Put me in, coach.”

			Many people fear taking on the role of a manager because they’re terrified of making instant, flawless decisions. Can they make decisions under time pressures when they’re facing ambiguity and uncertainty and confusion?

			General George Patton said, “A good plan, violently executed now, is better than a perfect plan next week.” The manager needs to learn that he must step-up and step-in with a timely plan or he may be “violently executed.” It is better to be “good enough” now than “perfect” later.

			Remember: Even a poor plan, properly executed, is better than a proper plan, poorly executed. 

			Military wisdom is based on experience in life-and-death situations, and an awareness that circumstances and events constantly change. As the nineteenth century German Field Marshall Moltke (the elder) noted, a meticulously crafted operations plan does not survive contact with the enemy. A business plan often does not survive contact with a customer. 

			Even in a risky battlefield in the fog of war, the commanders keep moving, keep adjusting, and keep advancing. Stuff happens. Things change. Risk is inevitable.
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