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To great bosses everywhere—in enterprises, large and small, in families, in the classroom, on the athletic field, in the military, in the kitchen, at the altar, on the firing line, out in front. To the ever-concerned mom who coaxes, cajoles, corrals, and encourages her girls into womanhood. To the crossing guard who unfailingly keeps his charges in line as they charge across the street. To the business owner who doesn’t ask the trustworthy employee why she needs to take a personal day or two. To the teacher who gives her student’s essay a “D” for poor grammar, an “A” in creativity, and motivates forever with a “This is great” note. To the coach who thoughtfully crafts an honestly-earned season-ending accolade or trophy or ribbon for every player on the team. To the master sergeant who insures that his platoon and his lieutenant return safely. To the literary agent who bluntly says, “We can’t sell the book rights to China without a manuscript.” To the editor who pointedly recites the dates, sweetly suggesting, “You will be dead if you dodge another deadline.” To the spouse who says, “Stop complaining and just write the damn book!” To employees and bosses, around the globe, who have to manage up—to manage their boss in order to get the job done right.
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How can the life of such a man
 be in the palm of some fool’s hand?


—BOB DYLAN


Don’t cross him,
 Don’t boss him.


—WILLIE NELSON















AUTHOR’S NOTE



Great bosses are always great leaders. But great leaders can be frightful bosses, terrible managers. If you want to become a great boss, read this book.
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Mr. Hart
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The great boss stirs the people. The great boss elevates, applauds, and lauds the employees. The great boss makes people believe in themselves and feel special, selected, anointed. The great boss makes people feel good.
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Great bosses are memorable. In sixty seconds, this boss created a memory to last over sixty years.


The employee was twenty-four. It was his first real job. He was in his fifth week.


That morning there was a knock on the six-foot-tall glass wall that framed his “office.” “Excuse me, Mr. Godfrey, my name is Ralph Hart,” said a courtly, exquisitely dressed man in his sixties. “Do you have a minute?”


“Of course,” answered the young employee, who recognized the name, but not the face, of the company’s legendary Chairman-of-the-Board. “Thank you,” said Mr. Hart. “Mr. Godfrey, may I tell you a few things about your company?” At the employee’s nod, Mr. Hart continued: “Mr. Godfrey, your company is a first-class company. We have first-class products. We have first-class customers. We have first-class advertising. In fact, sometimes we even fly first class because the airlines are some of our first-class customers.”


Extending his hand to the new employee, Mr. Hart paused, and with eyes riveted on Godfrey, he concluded: “And, Mr. Godfrey, we hire only first-class people. Welcome to Heublein.”


If you believe that able and motivated people are the key to an enterprise’s success, then Mr. Hart just taught you a lot. If you don’t believe able and motivated people are the key to an enterprise’s success, then stop reading and give this book to someone else.















• 2 •




The Great Boss Simple Success Formula



[image: image]




	Only hire top-notch, excellent people.


	Put the right people in the right job. Weed out the wrong people.


	Tell the people what needs to be done.


	Tell the people why it is needed.


	Leave the job up to the people you’ve chosen to do it.


	Train the people.


	
Listen to the people.


	Remove frustration and barriers that fetter the people.


	Inspect progress.


	Say “Thank you” publicly and privately.
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Companies Do What the Boss Does
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People take their cues from the boss. The boss sets the tone and the standards. The boss sets the example. Over time, the department, the office, the store, the workshop, the factory, the company begin to do what the boss does.


If the boss is always late, punctuality becomes a minor obligation. If the boss is always in meetings, everybody is always in meetings. If the boss calls on customers, customers become important. If the boss blows off customer appointments, the sales force makes fewer sales calls. If the boss is polite, rude people don’t last. If the boss accepts mediocrity, mediocrity is what she gets. If the boss is innovative and inventive, the company looks for opportunities. If the boss does everyone’s job, the employees will let him. If the boss gives everyone in the organization a World Series ring, then everyone wants to win the World Series. If the boss leads a charge, the good and able employees will be a step behind.


Great bosses understand this phenomenon. Great bosses position the organization to succeed, not with policies but with posture and presence. If the great boss wants a policy of traveling on Sunday or practice before presentations, he or she travels on Sunday and practices presentations. If the boss doesn’t want little snowstorms to make people late to the office, he gets in early the day of the storm and makes the coffee… and serves coffee to the stragglers as they arrive.


Some bosses lead purposefully, others innately. Whether intentional or not, the great boss shapes the organization. Because the company does what the boss does, the boss better perform, or the company won’t.
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The Customer Is the Real Boss
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It is the customer’s money that funds paychecks, bonuses, health insurance, taxes, and everything else. Because it is the customer who pays the employees, then the employees—all employees, including the boss—work for the customer. Therefore, every single job in a company must be designed to get or keep customers. Without exception! If there is a job that does not directly or indirectly get or keep a customer, that job is redundant and should be eliminated or outsourced.


The boss incessantly reminds everyone that they work for the customer. A responsibility of the great boss is to teach the employees how to get and keep customers. The boss works constantly to remove barriers that stand between the company and the customer. The great boss works constantly to unfetter employees from corporate requirements that hinder the getting and keeping of customers. The great boss reduces sales-force reporting so that salespeople can sell. The great boss reduces manufacturing bottlenecks so that the production people can produce quality products on time.


The fact that every employee works for the customer is a simple notion, but surprisingly difficult for some people to completely grasp. There are some workers who believe they work for a union. Wrong! They belong to a union but work for the customer who is paying their company. Some public sector employees believe they work for the motor vehicle department, or for the police department, or for the government, or for the teachers’ federation. Wrong! These people work for the citizens whose taxes fund the paychecks. The citizens, the subway riders, the students, and the students’ parents are the paying customers.


Some people believe they work for the marketing department, for XYZ, Inc., for the charismatic boss, for themselves, for a charity, for the church. But no customers, no money. No money, no mission. No money, no ministry. No money, no military. No money, no managers (no bosses).


The customer is the real boss. And the dissatisfied customer fires employees every day.
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Groom ’Em, or Broom ’Em
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One of the biggest macro problems in business is that environments change and companies do not. If companies don’t properly adapt to changing business environments, they will be eclipsed by competitors, get acquired, or go out of business. This is also true for employees. If employees don’t change and adapt, then their value to the organization dwindles. If the employee’s value declines below his or her total cost to the organization (i.e., their compensation, benefits, 401(k) insurance), his or her employment status will change.


Great companies and great bosses are constantly training, teaching, improving, and growing their employees. You must groom people for new challenges. You must groom people to do more, to do the job better, to support you, to succeed you. If you can’t groom ’em, broom ’em. If an employee can’t or won’t generate a positive return on all the investments made in the employee, then the employee must go.
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