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PREFACE
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Something Different—Straight Talk

What does it really take, to get productivity from people and, by doing so, maximum profits from and success for a business?

In the time elapsed between the first edition of this book and now, much has become known about some revered entrepreneurs who built and led giant companies and who were or are extremely tough-minded and I would say, ruthless managers. Steve Jobs and Jeff Bezos are two great examples, known for being harsh, brutal, enraged by incompetence, mercurial, willing to embarrass executives in front of others, imposing autocratic rules and disciplines, and making it “my way or the highway.” They built two of the most successful and valuable companies in the world with this leadership style. Theorists argue they succeeded despite this. I insist, because of it. You can place Donald Trump in the same place. I have personally witnessed his unrestrained ire toward employees who disappointed on two occasions. If you go back in time and really study Walt Disney, you discover a guy who, very often, created the un-happiest place on earth for his executives. Walt was dictatorial, confrontational, unreasonably demanding, hated being told “no,” and was prone to rage. The Disney parks are run with an iron hand, with strict rules and discipline for employees, and swift elimination of those who can’t cut the mustard.

If you read this book, which predated most of the books on Jobs, including Walter Isaacson’s incredible biography, Steve Jobs, and predated the first in-depth book on Amazon and on Jeff Bezos, The Everything Store: Jeff Bezos and the Age of Amazon by Brad Stone, then read those books, you will see the commonality. There is no laissez-faire.

I must begin with a confession: I have only one employee and she is at an office thousands of miles away that I never visit, and we both like it that way. But this happy fact does not disqualify me from writing this book. You can relax; I’m not a fuzzy-headed academic, metaphysical softie chock full of personal growth axioms, ex-coach into team-building, or any other sort of theorist. I’m a very battle-scarred veteran. I’ve had as many as 48 employees, had a dozen for a number of years, then 5, then 3, then 1. I’ve had ’em in manufacturing, retail, direct sales, and publishing businesses. I’ve employed my parents, my brothers, my wife, my ex-wife, but mostly strangers. MBAs and minimum-wage earners. You will know, when you read this book, that I am “real,” that I have been where you are, that I am talking from bloodied-nose experience, not ivory-tower theory.

My clients employ hundreds of thousands of people. I have clients with as many as 1,500 stores, large field sales forces, and, more commonly, 10 to 100 mixed employees—clerical, sales, customer service, fulfillment. At the time that I wrote this, I personally worked, in-depth, hands-on, with owners of 34 different businesses ranging in size from $1 million or so a year to $30 million. However, through my networks of consultants and coaches, I am in touch with over 1 million small to medium-sized business owners each year. And one thing they all have in common: gripes, complaints, disappointments, frustrations, pain, and agony with regard to their employees. Much of this has to do with unreasonable expectations and a misunderstanding of the actual nature of employer-employee relationships. Some of it lies squarely at the fault of the business owner for failing in one or more of the Three Requirements For Having Employees: Leadership, Management, Supervision. Some is unavoidable if you must have employees.

I do tell my clients: the fewer, the better—none if possible. I’m much happier without them, and you would be, too. And most businesses have many more than they need. But if you insist on having them, they come with responsibility; there are things you must do continuously to keep them from stealing you blind, to force them to perform to your specifications, to reward those who do, to rid yourself of those who won’t. This book is about all those things. For many it will be a bucket of cold water in the face, an eye-opening shocker, a loud, clanging wakeup call. I have been called the Professor of Harsh Reality for a reason. For some, it will be an overdue permission slip to finally start managing your business as if it really is your business. For many, it will lead to greater profits, its primary purpose.

This is the 18th book in my No B.S. series. It may be the most No B.S. of them all. Hundreds of thousands of my books have been bought by business owners all over the world, and, fortunately, these readers eagerly await the next title and keep coming back for more. From what they write and tell me, the popularity is thanks to the blunt, unvarnished truth telling, the frank talk, the unequivocal positions. You may not agree with me, but you won’t have any confusion about where I stand. These days, that’s something. If this is the first No B.S. book you’re reading, give it a chance. I think you’ll appreciate just how different it is from the other business books you’ve read. Let me know what you think. You can communicate with me directly, by fax, (602) 269-3113.

You will also meet Keith Lee in this book. Keith is a “management systems guy.” From personal experience building and operating two different very successful companies, he developed—initially out of need and self-defense—microdetailed, fail-safe systems spanning selection and hiring of the right people for each purpose to managing people, information, and activities by the navigational star of maximum profit. These systems work so well, envious business owners who are customers of his companies or know him through association began asking him to share his secrets. The result is now a third company, working with small and midsize business owners nationwide, installing better management systems and coaching owners, CEOs, and managers. Keith is a nicer, kinder, gentler guy that I am. Yet, he is still about imposition of strict disciplines on every function of business and on the people who perform or administer those functions. I’m confident you’ll find his chapters included here of great value.

Finally, I’d like to acknowledge that I am best known as an advertising, marketing, and direct-marketing expert, helping business owners and entrepreneurs skyrocket lead flow, sales, and growth. Some people are surprised to find me meddling in management. They shouldn’t be. Pouring money in the form of leads, prospects, and customers or clients or patients into a bucket riddled with holes, leaking at its bottom, is miserably unproductive. Much of my good work is sabotaged by a business’s people and its owner’s lousy management of them. In direct marketing, everything starts unraveling at the first point human employees get involved. I once told a new client offering me $2 million to fix his advertising and marketing not to hire me and instead go get the way his stores’ phones were answered fixed, the way his salespeople sold fixed, the way they followed up on unconverted leads fixed, and their own internal misinformation mess fixed. This advice was neither welcomed nor acted on. I took his money and did the best I could, but I witnessed a lot of sabotage and waste and tragedy. It was like bolting a rocket engine onto an old biplane made of rotting wood and held together with duct tape. You really can’t separate marketing from management. And you have to understand that management is not an expense—it is a way of making money.

—Dan S. Kennedy

PS: There is an important FREE GIFT OFFER from me on page 379 of this book. This gift can really skyrocket your profits. It’s also the way to continue our relationship beyond this book. Please take a minute to act on it.

Important Notices

       1.  The opinions expressed in this book are those of the author, not necessarily those of the publisher. Some of these opinions are exaggerated in order to make a point, be provocative, or be humorous. The book is intended for people with a sense of humor. One of the author’s beliefs is if you don’t offend somebody by noon each day, you aren’t saying or doing much. He has made sure to exceed the quota here. If you are easily offended and do not have a sense of humor, you probably should NOT read this book.

       2.  For those of you who are gender- or political-correctness sensitive, to head off letters: The author has predominately used he, him, etc., throughout the book with only occasional exception, rather than awkwardly saying he or she, him or her. He does not mean this as a slight to women, only as a convenience. He is not getting paid by the word.

       3.  This publication is designed to provide accurate and authoritative information in regard to the subject matter covered. While every effort has been made to ensure factual accuracy, no warranties concerning such acts are made. This book is published for general information and entertainment purposes only. It is sold with the understanding that the publisher is not engaged in rendering legal, accounting, or other professional services. If legal advice or other expert assistance is required, the services of a competent professional person should be sought.

       4.  Employment law is complex and tricky. This author is not a lawyer or expert in employment law. This book is not intended as legal advice of any kind, including advice regarding employment law. You’re on your own. Neither the author nor publisher accepts any responsibility or liability whatsoever for any decisions you make or actions you take as an alleged result of something you read in this book, especially if it involves homicide.
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CHAPTER 1

[image: ]

Gobbledygook “R” Us

“Because of the fluctuational predispositions of your position’s productive capacity as juxtaposed to government standards, it would be momentarily injudicious to advocate an increment.”

—ALEXANDER HAIG WHEN SECRETARY OF STATE

“I don’t get it.”

“Exactly.”

—CONVERSATION BETWEEN ALEXANDER HAIG, THEN SECRETARY OF STATE, AND HIS AIDE

I hold in my hand a brochure sent to me in the mail from a highfalutin’ university’s school of management, attempting to sell me on attending its $4,950.00 two-day seminar titled “Managing the New Workforce: Leadership and Strategy.”

This brochure, as well as the seminar it pitches, represents everything that’s wrong with at least 90% of everything being fed to business owners and executives about managing people. It is, in a word, B.S.—but let me demonstrate.

First, it’s chock full of vague, meaningless gobbledygook. Nice sounding, until you critically analyze it. Here are a few priceless examples:

Expand your own perspective and deepen your understanding of how to learn and act on the values and needs that drive a growing portion of your workforce.

Huh? What, exactly, is the take-away, practical value there? After all, you aren’t really interested in running a group therapy program for your employees, are you?

It gets better . . .

With demographic shifts come new demands on leaders who must be prepared to find, develop, and retain the New Workforce.

This is a statement of fact, not a promise of a solution. The brochure is full of these and actually only lists five benefits, one of which is that “expand your perspective” thing. And, really, what is this “New Workforce” anyway? It’s gobbledygook. It makes it sound like aliens from outer space have arrived and suddenly replaced all your employees. Hey, demographic shifts in available employees aren’t anything new. They’ve been a constant since at least the Industrial Revolution. Lincoln freed the slaves. Off we went. Women came into the workforce. Asians, Hispanics, attention-deficit-disordered youth. Pfui. And you don’t want to be prepared (with deeper understanding!) to find, develop, and retain any New Workforce anyway. That misses THE point. You want to be prepared to find, develop, and retain a productive workforce that produces maximum profit for your business. You see, the professors’ very idea of the purpose of employing people, even of owning a company, is misguided. Certainly not in sync with yours.

And I’ll bet you’ll be wildly excited about this . . .

A multigenerational panel discussion will provide an opportunity for participants to interact with undergraduate junior and senior students majoring in business. With an aim toward highlighting both differences and similarities among the generations, participants will come away with a deeper understanding of what makes these young employees tick.

There sure is a lot of talk here about “deeper understanding.” Meaning you, the guy handing out the paychecks, have to more deeply understand the gentle, fragile, difficult-to-motivate, complex individuals entrusted to your care. Gee, sounds like you’re running a day-care center.

Now here’s what is NOT mentioned anywhere in this brochure: managing people for PROFIT. I read every word very carefully. Since I was occasionally convulsed with laughter, I reread it. The word “profit” does not appear. Not even once.

I wonder why?

Because—like virtually all these university-sponsored seminars, most other management seminars, most management books, most newsletters for managers, etc.—this puppy’s being taught by people whose management experience is limited to organizing their sock drawers. No claim is made of even one day spent in the real world, dealing with real employees and real problems—let alone an imperative to create profit. This particular $4,950.00, two-day excursion into the theoretical world of psychobabble has four speakers:

An Academic Director (whatever that is) who is a visiting lecturer at the school of management. That’s it. That’s all that’s said about her in the brochure. Presumably because there’s nothing else to say.

A Chief Marketing Officer and an Adjunct Associate Professor of Marketing at, of course, the school of management. Hmm, Professor of Marketing—maybe he put this nifty brochure together.

A Diversity Coach who wrote a book, Managing Differently. Honest to Mabel, a “Diversity Coach!” “Go be diverse for the Gipper!” I wonder, are the Diversity Cheerleaders going to be there too? Maybe a marching band. Okay, that’s harsh. Heck, I run business coaching programs myself. But this diversity scam has gone way, way too far. It’s replaced the sexual harassment and gender sensitivity scam that previously sucked fortunes out of scared corporate coffers. And the fad before it. Enough already. We’re diverse. Get over it. Get to work. The job isn’t diverse. And the coach word has become the most overused term since excellence.

Nowhere does it say any of these “experts” ever took over a troubled company with horrid employee morale and massive quality control problems and turned it around. Or managed a workforce in a way that led to any measurable accomplishment, like increasing profits by 30% over a year. Or even managed a Dairy Queen. It doesn’t say any of these things because it’s selling professors. (If any of them have actually accomplished anything worth bragging about, managing a real workforce, failing to mention it is still telling. It reveals a certain mindset about the relative importance of practical experience and street smarts vs. academic theory and philosophy. There’s a smugness to it. The folks with the leather elbow patches on tweed jackets and tenure looking down their noses at us sleeves-rolled-up, boots-in-the-muck folks.)

Of course, YOU are a real business owner in the real world, very unlikely to fall for this. I imagine a bunch of corporate executives who also can’t spell p-r-o-f-i-t go on their companies’ tabs and have a grand old time playing eight-people-at-a-table workshop games with their Diversity Coach, then head for happy hour. I doubt you’d catch an entrepreneur in here on a bet.

But the trouble is, this buffoonery and charlatanism seeps out of the colleges’ little side businesses and infects the thinking of business owners in many other ways. This sort of academic gobbledygook and classroom theory finds its way into the articles you and I read in real business magazines, into the books on management we might turn to for help. These professor types actually get hired to come in and screw around in real companies we own or invest in or rely on as vendors. They get hired to speak at our associations’ conventions. And if you hear this stuff enough, you might think it has a place in your business.

It’s actually a cancer on corporate America. Untold millions of dollars and millions of hours are wasted on this sort of thing. Everybody’s in meetings and group discussions and quality circles and deeper-understanding retreats when they should be working. Managers are embroiled in trying to implement this feel-good, talk-in-circles, meaningless stuff when they need to be managing.

I’ve watched otherwise intelligent CEOs and top executives sit in meetings, listening to this silliness, none willing to state the obvious—that the professor has no clothes. I guess for fear of appearing unsophisticated in front of the others. So budgets get approved by people who won’t, themselves, have to suffer through the exercise, who can’t clearly explain what they’re buying, and who have no way of holding it accountable for increased profits.

It’s sad enough this permeates big, dumb companies.

Whatever you do, keep it out of yours. You really need to put up barriers. Inoculate yourself. As a good start, any suggestions about managing your business or the people in it coming from somebody who can’t show his success at managing businesses (profitably)—like a professor—ought to be ignored or viewed as comedy.

I’ll go further. Be cautious about bringing “the gobbledygook culture” into your company with your hiring. In his book Car Guys vs. Bean-Counters, Bob Lutz uses the term “the MBA virus” to describe a takeover of a business by academic, management, and marketing theory, producing a permanent cloudiness of needless complexity. I have one client, two partners who began as kitchen table entrepreneurs, who now own a billion-dollar-a-year enterprise. I frequently spot their ads in the marketing journals, advertising open positions. Most include “MBA required.” One of these men is a college dropout, the other never attended college. I have, a number of times over 30 years, been one of their highest paid advisors, and I never attended college either. None of us could get hired at their company. In recent years, in my occasional work with them and participation in meetings with various teams within their company, I find the MBA virus. When it infects a business, as it has this one, decision-making has slowed, bureaucracy has grown like vines on a brick wall, and it’s hard to find anybody managing things with entrepreneurial background or directing marketing who has sold its kind of products to its kind of consumers, nose to nose. People entrusted with millions of dollars have opinions birthed in classrooms but zero experience in actually making real money.

Of course, you want to surround yourself with people smarter than you are if you can. But “better educated” does not necessarily mean “smarter.”

Oh, and to keep picking on the management school’s brochure for its seminar because it’s such an easy target: There’s one thing other than mention of profit that you won’t find anywhere in it: a guarantee. My own company and dozens of my clients often conduct seminars for business owners, with fees ranging from less than $4,950.00 to four times that much. These seminars are always guaranteed, often by more than your money back: If, at the end of the first day, you aren’t thrilled with the practical value you’re getting, say so, leave, and get a full fee refund plus your airfare and hotel tab reimbursed. Why do we do such a thing? Because we can. Why don’t the professors? I leave you to your own conclusions. But here are the litmus tests you might consider whenever shelling out your hard-won dough for business advice:

       1.  It’s from somebody who’s been where you are and done what you hope to do.

       2.  It’s from somebody with real business battle scars.

       3.  It’s from somebody who can prove profit comes from his advice—preferably in his own past or present businesses as well as others’.

       4.  It comes with a guarantee.

Two of the management books I now recommend as required reading (see page 363 for complete list) are by Bob Lutz, veteran of four different automakers but best known for his tenure at GM: Car Guys vs. Bean Counters: The Battle for the Soul of American Business and Icons and Idiots. He recounts tales of corporate dysfunction that will send chills up your spine and get you laughing out loud. The outright silliness that permeates corporate America, affecting management and marketing, is truly amazing. Much of it comes from academia, from MBAs, and from big-name consulting firms stocked with freshly graduated MBAs. It seems CEOs are as susceptible to fads as teenage girls, and as easily bamboozled as illiterate small-town farmers were by traveling medicine men at the turn of the last century.

This book is not for any of these people. Its first edition was absolutely shunned by the business media that serves the corporate world—from Fast Company to Fortune, despite my dutifully getting copies into the hands of a dozen such periodicals’ editors, and despite buying full-page ads in several of these media. One took the time to send me a nasty note about how brutish and unenlightened it was. I researched him, and you can guess his story. Journalism degree. From the campus to editorial positions. Nary a day actually managing a business that had to turn a profit. That grubby matter left to others.

Well, a pox on ’em all. I don’t work or write for that crowd anyway. My relationship is with the business owner who is armpit deep in it, day in, day out, fighting to wring profit out of his business. There is no place in your life for leadership theory, for psychobabble gobbledygook, for feel-goodism. This book is for you. A reality check. A harsh reality check. Clarity. Permission to manage rationally and, yes, ruthlessly when needed to achieve your objectives. Specific strategies that may rankle many, but can save you a lot of losses and headaches, and make you a lot of money. Which is the point of it all: to make you a lot of money.










Diversity Company Non-Fight Song

With new awareness we worship the gods of

Diversity, Sensitivity, and Flexibility

And cheerfully pretend Kwanza is

a real holiday.

Go D-I-V-E-R-S-I-T-E-E!

No Christmas trees, no Easter candy

But time off with pay to fight global warming

is fine ‘n’ dandy.

Go D-I-V-E-R-S-I-T-E-E!

At this company men can look pretty,

oh so pretty

’cuz we have classes in

sexual orientation sensitivity.

Go D-I-V-E-R-S-I-T-E-E!

For the new youth we must take special care

never to upset their delicate disposition

Criticism or be-back-from-lunch-on-time . . . beware

hostile workplace litigation.

Go D-I-V-E-R-S-I-T-E-E!

If he wears his backward hat indoors or

brings his goat to work

your new managerial imperative is to overlook.

Respect his unique cultural dignity.

Practice flexibility!

Go D-I-V-E-R-S-I-T-E-E!

Demanding uniformity

stifles their creativity;

at the assembly line

it’s the new hate crime.

Go D-I-V-E-R-S-I-T-E-E!

Clearly the new management think works so well

with all the cars we make recalled,

with customer service exported to India.

You may think you died and went to business hell

and wonder why truth and common sense so mauled,

but you just need to be more Mahatma Gandhia!

Go D-I-V-E-R-S-I-T-E-E!

Performance standards show no sensitivity.

Productivity is culturally subjective.

Tough-minded management, not a feasibility.

Only a Neanderthal would make profit the objective.

Go D-I-V-E-R-S-I-T-E-E!










CHAPTER 2
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The True Nature of the Employer-Employee Relationship

“One friend in a lifetime is much; two are many; three are hardly possible.”

—HENRY ADAMS

Few people ever want to acknowledge that the relationship between employer and employee is inherently adversarial.

It is adversarial because your agenda is in conflict with theirs, and you are constantly interfering with their ability to act out their agenda. To impose your agenda, you must displace or disrupt their agenda. Bluntly, you are a giant pain the ass.

Here’s what might surprise you: I am not suggesting there’s something wrong with this, or that the employees are bad people for having 13 or 30 or 300 things on their minds ranking in higher priority, interest, and importance to them than the one thing on top of your mind. I do not fault them at all for having their agenda. To expect otherwise is simply stupid.

FIGURE 2.1: Conflicting Agendas
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“Ownership Mentality” Is B.S.

They do not own your business. You do. Expecting employees to have “ownership mentality” is bull crap, despite the idea’s popularity with some management gurus. It’s irrational. It’s like trying to make the zebras on display at Disney’s Animal Kingdom® park care deeply and profoundly about how many tickets were sold at the front gate today! The zebras care about getting enough good food to eat and not being eaten by a bigger animal. You can put ’em in team-building retreats all you want; they’re still coming back with eating as #1, not being eaten as #2, finding warm sun to lay in #3, and it’s a long, long way down their list before ticket sales comes up.

Your business is your life and your life is your business. They are intertwined and inseparable. Not so for your employees. Shocking as it may be to you, they have lives all their own. They think about all sorts of things a lot that you barely think about at all, like the price of gas or lettuce or movie tickets. They think T.G.I.F. You think: I need another day this week to work. They hope no customers wander in 15 minutes before closing time to delay their escape; you pray somebody comes in. You care passionately about profit. They probably don’t think about it at all or, if they do, they resent how much of it you make at their expense, through their sweat and blood.

You own the zoo. They are zebras.

Their agendas are often at opposition with yours, as in the example: They want to hurry customers out 15 minutes before closing whether they buy anything or not, so they can get out the door a minute early to meet their friends over at Applebee’s® before the chicken wings get cold. You want every customer treated like fragile china, made to feel welcome, courteously helped, never rushed, and sold something, even if your employee has to close 15 minutes late. You are not on the same page here and never will be. Not even with employees paid commissions or bonuses. I have been hurried out of an OfficeMax store 15 minutes before closing but I’ve also been rushed out of a car dealership at 3:00 p.m. on a Sunday afternoon. At home their spouse, who they sleep with, and depending on how long married occasionally have sex with, who therefore has more clout than you do, is leaning on them to be home or at the restaurant or at Johnny’s T-ball game ON TIME. Angry if they aren’t. And, of course, completely uninterested in your agenda.

On top of all that, there is the unavoidable resentment that comes with disparities in wealth and power. Consequently, if you could be privy to their discussions behind your back or among friends and family, you would hear that resentment bubble up and expressed constantly, many different ways, and agreed with and encouraged by those around them. I’ve even sat forgotten in clients’ waiting rooms or small offices near enough to the front desk to eavesdrop and heard these conversations taking place on the employer’s time. Your employees tend to believe they are doing all the work and you are getting all the money, and they count gross, not net. They see your new car, hear of you redecorating your house, see you away from the store at your beach house while they toil in the hot sun in the fields, and they resent you for it. The very fact that you can fire them but they can’t fire you, that you dictate when they can take a vacation but you take yours whenever you feel like it, pisses them off. They think they are smarter than you are, know better than you do, and resent having to go along with your crazy schemes and new ideas.

This mindset is reinforced incessantly in and by the media. The mainstream media eagerly reports on something like the fast food workers’ wage complaints, its commentators wringing hands and weeping crocodile tears over these people’s need for a “living wage.” Little is ever said about these people’s need to educate themselves, develop more valuable skills, and raise themselves up to a living wage. No context is provided about the business owner’s investment, risk, shrinking profit margins, rising taxes, and rising costs for each employee. It’s a one-way presentation. Overall, the demonizing of Producers and of the rich that has been inflamed during the Obama years has furthered the difficulty in getting people to do their best work for the pay they agreed to take. The resentment toward work and toward the “slave masters” who try to compel work is greater than I’ve ever seen it. This is not helpful to you.

Finally, their minds have been captured by their very mobile toys. Shopping at Amazon, playing Angry Birds, or sneaking looks at porn sites on the desktop computer on company time was the problem when I wrote the first edition of this book. It still is, but multiplied exponentially and made infinitely easier, thanks to the proliferation of pads and smartphones and constant, uninterrupted connection to the online amusement park. Also, interruptions were calls and emails, now, added, texts—and many people get during work hours from 50 to 300 that have nothing to do with work, not to mention Facebook updates, Twitter, etc., etc. All this ranks high on their agenda for their day. Way higher than how can they be most productive and create the greatest profit for their employer?
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No B.S. Ruthless Management Truth #1

Employees are employees.









They are not your friends. You can and, to a degree, should be friendly with them and encourage them to be friendly with you. You want whatever foxhole camaraderie can be created as you go. Just don’t lose sight that if trapped together in the foxhole when all the food runs out, they won’t hesitate to carve you up for dinner. Of course you should recognize their birthdays, childbirths, and anniversaries and genuinely care about their health and well-being. Just know that the birthday cake they bring in for you has arrived only partly due to friendship but partly due to obligation and compulsion.

They are not your family. You can be familial to a degree if you like. But don’t con yourself. They will not be visiting you at the assisted living center after the paychecks stop. They have a family, and you aren’t in it.

They are your employees.

The Requirement of “Accurate Thinking”








“ACCURATE THINKING is one of the most important foundation stones of all enduring success. This separates ‘facts’ from mere ‘information.’ It teaches you how to build definite working plans, in the pursuit of any calling, out of facts.”

—NAPOLEON HILL, IN LAWS OF SUCCESS









In his books, including Think and Grow Rich, Napoleon Hill presented principles practiced by the hundreds of great industrialists and entrepreneurs of his time. The one least interesting to his books’ millions of readers is Accurate Thinking. Everybody likes the Desire one, but nobody seems to like the Accurate Thinking one. They like the pleasant ones. But Hill didn’t mean his principles as a cafeteria, any more than Moses meant to report the Ten Suggestions as a mix ’n match, pick ’n choose menu. On Hill’s list, it’s my opinion the least liked Accurate Thinking is the most important. If you refuse to think about your real relationship with your employees accurately, rationally, and realistically, you are forever doomed to disappointment, frustration, rage, and financial losses throughout your busi-ness. If you acknowledge the true relationship and think about it accurately, you will manage your business and the people in it very differently than if you insist on thinking of these people as friends, family, team members, or even colleagues.
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Recommended Resource #1

Napoleon Hill is best known for his books Think and Grow Rich and Laws of Success, and I recommend reading or re-reading what he has to say in them about accurate thinking. I also strongly recommend his last and least famous book, Grow Rich with Peace of Mind.









On TV, I think on The Discovery Channel, I saw this report about a guy who went into the woods to live with bears. He believed the bears had intelligence and souls and were caring individuals. He projected onto them human characteristics, just like we do to our pets, and just like we project onto our employees the characteristics we want them to have. He grew his hair, made himself smell like bears, and actually did move into a cave with a big family of bears. He made this into the relationship with the bears that he wanted to have with them. (This was my dad’s downfall in his brief experience in sales management, in network marketing: He had a very different relationship with his distributors in his mind than existed in reality.) One day, with no apparent provocation, the bears ate this guy. His family and the people making this documentary were properly horrified and much moaning and hand wringing went on. Why oh why would the bears do such a thing?
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Because they are bears.

And wild bears’ perception of dull-witted, foolish, and slow humans is: They’re food.

The only sensible question is: Why did the bears wait so long to eat him?


CHAPTER 3
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Shelby’s Excuse List

“I had thought very carefully about committing hari-kari (ritual suicide) over this, but I overslept this morning.”

—FORMER JAPANESE LABOR MINISTER TOSHIO YAMAGUCHI

For several years, I had an interest in a small chain of cosmetic salons. We were not required to have licensed cosmeticians because our employees only talked the customers through the process of applying their own glop. They were really salespeople in lab coats, primarily selling a nonsurgical face-lift kit, then selling for about $300.00. The biggest of the salons, and the one where the weekly batch of new hires came to work their first couple of weeks, was in our office building, just down the hall from my office. With my door open, I could hear our rather coarse sales manager, a guy named Shelby, yelling every morning: “Just give me the damn number!”

On the wall in Shelby’s office, there was a large poster board with a numbered list of excuses for being late for work. #14: My dog swallowed my car keys. #37: It’s my time of month. #41: I got on the wrong bus. He said it saved a lot of time just having them tell him the appropriate number.

This was comedy at the time. I thought Shelby was funny, the situation funny, actually the whole business funny.

But it’s also symbolic of something that’s not funny at all: accepting unacceptable behavior.

My speaking colleague of nine years, friend, and famous motivational figure, Zig Ziglar, told an old story about how a frog can get cooked in the squat. Since a frog has the ability to jump quite high, if you take a frog and toss him in a big pot of boiling water, he’ll jump right out. But if you put the frog in a pan of room temperature water, he’ll stay there. Frogs like water. Then if you ever so slowly turn up the heat on the stovetop he may sit there still, not really noticing the water getting warmer and warmer and warmer until—in spite of his God-given ability to save himself—he gets cooked in the squat.

This is how a lot of business owners get cooked in the squat by their employees. The employees’ behavior worsens gradually over time. Little by little by little, one bad one poisons the others. Occasional tardiness becomes frequent tardiness, then constant tardiness. Sloppy appearance goes from rare to occasional to routine. Work left undone, rare, occasional, common. And the business gets cooked in the squat.

If you occasionally accept occasional unacceptable behavior, it’s only a matter of time before you are routinely accepting routine unacceptable behavior.
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CHAPTER 4
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The Willy Loman Syndrome Moves to Management

“I have 14 other grandchildren and if I pay one penny now, then I’ll have 14 kidnapped grandchildren.”

—J. PAUL GETTY, EXPLAINING HIS REFUSAL TO PAY A RANSOM

Willy Loman is the lead character in Arthur Miller’s play Death of a Salesman. The death of a salesman is a desperate desire to be liked, above all else—including making sales. This is so common a disease among failing sales professionals it’s called the Willy Loman Syndrome. However, it is contagious beyond salespeople. Managers get infected, too. A manager is severely handicapped, dangerously vulnerable, and certain to be ineffective if he is an approval seeker, a person who needs to be liked by his subordinates.

Why the word ruthless in this book’s title? Isn’t that a bit harsh? Most business owners are anything but. They give chance after chance after chance, tolerate incompetence and insubordination, twist themselves into a pretzel trying not to fire even the worst employee ever to walk the earth. Most business owners try too hard to be “a good boss,” meaning a boss liked by the employees, rather than an effective boss, or one who sets and enforces standards and procedures in order to create maximum possible profits. I find even ex-Marine tough guys who are pretty ruthless in other aspects of their business soft as mashed potatoes when it comes to managing the people they pay. Many enunciate fear statements, like “If I demand she does that, she’ll quit” or wimp statements like “My people just won’t do that.” Even though in my consulting and coaching relationships I’m supposed to be dealing with marketing, I find myself fixing these travesties, helping business owners grow a pair. So I think ruthless is the direction most need to move in.

One of my favorite stories from the trenches involves the owner of a company with 22 offices scattered over three states, and a corporate office really running three businesses in one. After about three years of working with me, his longtime executive assistant came out and told him: “You were a much nicer guy before you started listening to that Kennedy guy,” and “I don’t like working here anymore.” Notably, his company’s profits had increased nearly 35% over those three years. He correctly suggested to her it would be most appropriate for her to find a different place of employment where she could be happier. As an accountant, he was able to grasp the fact that there’s no bonus added by the bank to his deposits nor extra contribution made to his retirement fund because Bertha is happy. Of course I’m not advocating intentionally making everybody unhappy. But somehow, employees and opinion makers have gotten it into their heads that it’s your job to make your employees happy. They forget you are paying them to work and generate profits. There are businesses that make people happy, ranging from Disneyland® to Nevada brothels. They all charge fees for doing so.

So, yes, I very deliberately used the word ruthless to grab attention. One person’s ruthless is another person’s sane approach to business. After you read this book, you can draw your own conclusions.

I expect some very harsh, critical reviews. I expect about 33% of the business owners to recoil from what I’ve put between these pages as they might if finding a bevy of large snakes busily consuming rats under the bed sheets. If that’s you, I offer no apologies. Only sympathy. I will probably hear from some of you. It won’t be fan mail. You might want to know before writing that I practice as policy “immunity to criticism.”

I expect about 33% to rejoice that—finally—somebody is speaking the truth and providing both permission to behave in a sane manner as a business owner toward employees and honestly practical advice for doing so. I expect to hear from a lot of you. Of your relief. Of being emboldened. Of your success.

I expect the middle 33% to just be perplexed. But then, the middle 33% is pretty much perplexed 100% of the time about 100% of everything. You know who they are, in your company and out on the street. Easy to spot. They have that perplexed look on their faces.

If you’re in the 33% who are rejoicing, congratulations and welcome.

What you need to know most is that Willy Loman would be even more of a failure as a manager than he was as a salesman. There is absolutely no evidence whatsoever that a manager liked by the employees creates more productivity or more profitability for the company. In fact, in sports it’s rather common to see underperforming players rallying around the unsuccessful coach they like, trying to keep him from being fired. Not only is the boss who’s liked by everybody not any more successful than the boss who’s not liked at all, he may even be less successful. It’s okay and probably advisable to take “being liked” off the table altogether. There are a number of other more important priorities.

The new-style “fun palace” workplaces can’t go without comment. This is a popular fad, born of Google® and its workplace environment, and academic theorists’ love for it, and media infatuation—including creation of a plethora of awards for “best place to work” in a given city or industry. There are even “most fun place to work” awards. So, companies are busily putting in playrooms, nap rooms, having recess and nap times, and employees are zipping around on electric roller skates and playing. I am a founding stockholder in a fast-growth software company that has a “Cereal Bar” for its employees, with a range of flavors of cereal and milk, free, and this firm has won some “best place to work” awards. It makes me nervous over my investment. I actually cashed out a lot of my equity during a round of expansion financing with Goldman Sachs because of this.

I guess you can’t argue with Google’s success, but everywhere else I’ve seen the “care and feeding of” approach taken, it has ruined productivity and profits. As I was writing this, Facebook was publicly discussing plans to build its own town for its employees to live in, where they can be cared for 24/7, have their laundry done, their refrigerators stocked, and have little buses ferrying them to and from work. This is something of a throwback to the company towns of the early steel, coal, and other Industrial Revolution companies. It suggests these people dare not be left to care for themselves, and that the best productivity might be obtained by waking them up, getting them up, getting them dressed, feeding them, and bringing them to a job as if the mother who must get her small, utterly unreliable child to school. Amazon took and takes a very different approach.

The workplace as kindergarten and the coddling of employees as little children may be uniquely necessary with tech-tots in Silicon Valley. I suspect it also reflects some egotism of certain companies’ founders and leaders, a new form of bragging right—look how progressive we are!

With 40-plus years’ long backward view, I count it as just another management fad, in a long line of such fads, most that have come and gone. I am with Jeff Bezos. When you come to work, you should be in a workplace, and you should work hard, fast, and intensely. You should be laser-beam focused. You should be under pressure of urgency. In the book The Everything Store: Jeff Bezos and the Age of Amazon, its author, Brad Stone, who has reported on Amazon for 15 years, says that a great many past and present Amazon employees bemoan the fact that Bezos is extremely difficult to work for. Stone reports that despite Bezos’ cheerful public persona, he is capable of the same kind of acerbic outbursts as Steve Jobs—who could terrify any employee who stepped into an elevator with him. Bezos is a micromanager who reacts harshly to efforts that don’t meet his rigorous standards. About working for him, one former executive referred to the company motto, “Get Big Fast,” and said, “There were deadlines and death marches.” I can tell you that my most successful clients surround themselves with very self-reliant people, not babies who need to be brought their blankies and warm milk, cooed at, sung calming songs. I am also right there with Marissa Mayer who took the very unpopular position that Yahoo! employees should actually come to work at Yahoo!, rather than at Starbucks, the park, or at home. Her move on this is somewhat akin to Bezos’ unpopular banning of prepared PowerPoint presentations at all meetings, instead dictating that employees be able to enunciate and argue for their ideas, be interrupted and challenged, and think on their feet.

A big entity like Google, with extraordinary profit margins, with no manufactured goods costs, and unlimited access to other people’s money, can conceal a lot of dysfunction. It can afford four people to do the work of one. Growth can mask a lot of sins. It’s when growth levels off, and profitability becomes the governing mandate, that a lot of chicanery and foolishness gets exposed. This, a version of Buffett’s line: You can’t really tell who’s naked until the tide goes out.

Your company is probably not anything like Google. It’s unlikely that you have access to an unlimited ocean of investors’ money. You probably have to make things, inventory things, deliver things. You probably don’t have anything close to monopolistic power. You probably need to make real profits, consistently, day in and day out, and for you to wind up taking home enough to grow and stay rich—your reason for being in business—those profits need to be substantial. They must cover reinvestment needs and growth financing, a dizzying array of taxes, the occasional trauma or crisis. You probably do not have the luxury of throwing money about carelessly. Therefore, being “inspired” by Google or some similar “magic enterprise” in managing your workforce, your workplace, or your money is a bad idea.

There will be a day, mark my words, when some turnaround guy with a steel spine and a bloody hatchet has to be brought into Google, as well as to companies copying its culture, to ruthlessly slash away at all the accumulated, out-of-control fat and waste and sloth. Harsh accountability for costs will occur. Demands will be made for proof that happy-making expenditures are producing profits.

So let’s be clear. You can’t have as goals being beloved by your troops, being the provider of the coolest place to work, being recognized as a cool place to work by media, or being envied by your peers for your progressiveness. The last item’s even juvenile, like Chevy Chase’s character trying to best his neighbor with the biggest and most elaborate Christmas light display. If these things occur naturally as byproducts of you creating and managing (and policing) the most productive workplace and the most profit-producing workforce, fine, take the plaque and hang it proudly. But you can’t afford to pursue that award plaque.


CHAPTER 5
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The Program

“I believe in benevolent dictatorships, provided I am the dictator.”

—SIR RICHARD BRANSON

A lot of business owners get the performance from their employees they deserve because they have no real Program. As in “Hey, what’s the Program around here?” You’ve asked it when you first reported to a new job at a new place. So does everybody else.

The Program is the way things are supposed to be done.

If you don’t have a Program, you can’t very well expect anybody to follow your Program, can you?

I’m not talking about the deadly dull, from a boilerplate template, with legal gobbledygook employee manual. I’m talking about clearly stated, illustrated, and taught expectations for how Bill and Betty are supposed to talk, walk, act, do. If you don’t have a Program, your employees make up their own. They tell the new guy what their Program is. If you leave people to their own devices, you leave your outcomes to chance.


CHAPTER 6
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Random and Erratic Acts

“We can tell our men: Here is a certain amount of money you can realistically set out to make every week because we have a system for doing so—a system that never fails. Without such a system, goals are empty goals.”

—W. CLEMENT STONE

I often accuse business owners of living by random and erratic acts.

This occurs with their advertising, marketing, and sales. They are often reacting belatedly to trailing facts, like a slump in last week’s or last month’s sales. They’ll somehow stimulate a surge of new business, neglect present customers while serving the new, and then see a huge drop in sales after the brief rush is over. A lot of small businesses create that trouble with a Groupon promotion. You really aren’t managing marketing this way. You are starting fires and putting out fires, but not managing.

To be manageable, a business’s marketing, to obtain new customers and to monetize customers on an ongoing basis, has to have a solid foundation of systems. For example, there has to be a system for lead management that all new and prospective customers or clients are processed through in the same way, with Step 2 occurring on the fourth day after Step 1, Step 3 occurring eight days after Step 2, etc., and a series of “nexts,” so any yes triggers a next yes or no, and any no triggers a next yes or no. Similar manageable systems you can diagram are needed for new customer retention and orientation, upsells for each product or purchase, rescue and reactivation of inactive customers, and, situationally, 5 to 50 more. You also need a system that predictably and steadily feeds new leads or prospects into your website, workshop, showroom, or store. Key word: steadily. I have probably offered a $100.00 bill to at least a thousand business owners, theirs if they can show or diagram and describe these systems in their businesses—and I have only twice handed it over.
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