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introduction
The Way to Get Things Done 

Execution. Productivity. Results. Accomplishments. These are the outcomes of good, solid management. Management is the art and science of getting things done through other people, and that’s what this book is about. It’s about managing people, money, processes, and resources whether you are in a company, a nonprofit organization, or on your own.

That’s why we call it execution. It’s not really about management in the Big Company sense of the term— you know, going to meetings, playing politics, having lunch, and so on. Execution is about getting things done. If you work in management in a large organization, or want to, you will benefit more by being able to execute than you will by sitting through meetings, playing politics, and all of that. That’s because the key skill in any job today is getting the job done (although you’ll probably still have to sit through meetings).

There are certain ways to go about getting the job done, regardless of the job. Getting the job done involves decision making, planning, scheduling, organizing people and resources, managing money, moving things forward,  and controlling quality, among other tasks and skills. These tasks and skills are generic in the sense that there are proven ways to go about these activities that work in virtually any setting and situation.

Those are the skills you will learn in this book, which will enable you to execute—to get things done through other people or on your own. Sometimes the people you will need to get things done through won’t actually be on your staff. In today’s world of lean organizations, entrepreneurial start-ups, and virtual working arrangements, people may work as full-time, part-time, or temporary employees, or as independent contractors or freelancers. They may know more about what they do than you ever will, and they may even be smarter than you in some ways.

That’s okay. In real life, execution rarely works the way it does in movies. In the movies, an executive (someone who executes the organization’s plans) tells subordinates what to do, and they do it. Meanwhile, in real life, people may or may not report to the executive, probably won’t just follow orders, and will always need more in the way of direction than someone yelling, “Just get it done!” Also, unlike the movies, you can’t go around asking, “Why am I surrounded by idiots?”—or pulling guns on people for that matter. In real life you must know how to execute plans, not people.

Executive Skills 

Other key business and life skills are covered in other books in this Adams Media series, such as Innovation,  Persuasion , and Motivation. Here in Execution, we deal with the nuts and bolts of getting things done. Here you will learn methods, skills, and tools of decision making, planning, goal setting, scheduling, budgeting, follow-up, and quality control. You will also learn how to manage yourself, and how to understand and solve problems that inevitably occur when you try to get something done.

This book is organized into three parts:

Part 1: Managing Plans and People shows how to define and communicate goals and ways of reaching them, and explains the functions of a business— even a one-person business—and how to set them up. It also shows how to set yourself up for success by managing your time well and getting help when you need it.

Part 2: Managing Money, Projects, and Processes reveals the basics of budgeting and finance, and shows how to go about public relations and marketing, which are becoming key to success in almost any endeavor. This part also covers proven decision-making and project management tools.

Part 3: Managing Growth, Setbacks, and Success shows how to grow a project or a business into something that can sustain itself—and your ambitions—and how to identify and deal with troubleshooting as opposed to problem solving.

This book recognizes that business and all other forms of organizational life have evolved and are continuing to evolve. Therefore the formula for success, and for getting things done, has evolved. But certain tools, methods, and frameworks, such as profit and loss, cause and effect, and planning and execution always apply. They just need to be updated from time to time.

Who Am I?

I’ve been a middle-manager in divisions of two Fortune 500 companies and, for the past ten years, have been a full-time freelance business writer focused mainly on books that I write under my own name and for clients who require ghostwriting and editorial services. I also hold an MBA from New York University’s Leonard N. Stern School of Business.

As a corporate manager I was fortunate to work for some excellent senior managers, as well as a few who could be described as “negative role models”—managers who taught me what not to do. I held a variety of positions in marketing and product management, including director of product development in one company and director of publication services for a $50 million consulting firm. So I’ve managed people in project-oriented situations, which have a beginning, middle, and end, and in process-oriented situations, which never end because you continually produce the same product or service for customers or for stakeholders within the company.

Both as a corporate manager and out on my own, I have employed independent contractors and freelancers. So I am deeply familiar with the practice of managing by influence and teambuilding as opposed to issuing orders. Indeed, influence almost always works better than orders, especially when you are getting things done through intelligent people exercising specialized skills of their own.

And that, of course, is what execution is all about: getting things done through other people, while managing yourself toward success.

Are you ready to start?













MANAGING PLANSAND PEOPLE
Part 1


"DON’T AGONIZE. ORGANIZE."

—Florynce Kennedy 
(social activist) 


1
Execution:The Way to Get Things Done 

Getting things done—whether you’re doing them yourself or getting them done through others as a manager or as an entrepreneur—calls for organization. I don’t mean being organized in the clean-desk versus messy-desk sense of the term, though many of us might do better in a more orderly working environment. I’m talking about being organized in another sense.

Execution calls for organizing your thoughts, actions, time, and resources for efficiency and effectiveness. Efficiency means that you are getting things done with the right amounts of effort, time, and resources. Effectiveness means that you are getting the job done properly and reaching your intended goals.

In this chapter we look at the overall issue of execution and how to go about it. We’ll touch upon the goals and results that you may want or need to achieve, and at the general ways to think about those goals, results, and means of execution.

Basic Background 

To work in an effective and efficient manner, you should understand three basic concepts: cause and effect; risk and reward; and goals and success. You may think you  understand these concepts, but a good look around you and perhaps at situations in your own life may reveal that they can easily be misunderstood or misapplied.

ef•fect 

1. noun: result of doing or not doing something, as in “The effect of lower prices will be more customers.”

2. verb: to bring about a result, as in “To effect higher sales, we cut our prices.”

These three concepts form the environment in which execution takes place. Cause and effect links your actions to the results you generate. Risk and reward links the element of probability to the results you may (or may not) generate. Goals and success link your state of mind to the results you create.

Such linkages help you develop a framework for setting goals, planning your actions, allocating your time and other resources, and evaluating your progress.

Cause and Effect 

We live in a world of cause and effect. Every action we take generates a result. Some of these results are the exact ones we want. Others are not the ones we want. But often we create results without giving much thought to what we want, and that’s too bad.

However, the latter fact presents a huge opportunity because creating results that you’ve given no thought  to may amount to a waste of energy. For instance, many of us spend hours browsing the Web, watching television, or working on minute details of our jobs without really thinking about what we’re  getting out of it. If we’re enjoying it or accomplishing something, that’s fine. If we’re not, however, we may be missing real opportunities to enjoy ourselves or  accomplish things.

Organizing is what you do before you do something, so that when you do it, it is not all mixed up.
—A. A. Milne (author) 

The results we create are the effects of our actions. What kind of effects do I mean? Broadly, our actions affect the physical world, other people, and ourselves.

We affect the physical world when we build or maintain a thing or place, or destroy or neglect it. If we plant dune grass on a  beach or lakeshore, we’ll probably preserve it from erosion. If we maintain our cars, they’ll run better and last longer. On the other hand, if we destroy a sand dune we may foster erosion. If we neglect auto maintenance, our cars won’t run well or last long.

We affect others in our interactions with them. An interaction can be anything from a pleasant remark while you’re buying a pack of gum to a major argument over a matter of policy at work. Usually, we  affect others in small ways, but those small effects can add up to major ones. If you’ve ever described someone as “happy-go-lucky” or “a pill” you know  what I mean. That impression results from the positive or negative effects they’ve created in their interactions with you and others. We affect other people by the way we dress, drive, talk to them, look at them, and listen to them. Even the way we think about  people may affect them by affecting the way we treat them, sometimes without our knowing it.

af•fect 

1. noun: behavior, as in “The customer’s affect was quite belligerent.”

2. verb: to influence something, as in “We can affect sales by changing our prices.”

Take Action

See the book Motivation in this Adams Media series to learn how to get yourself charged up about improving your habits and behavior.

Our actions have very definite effects on ourselves. The way we eat and exercise affects our health and fitness. The way we spend our time and money affects our success and finances. The books and newspapers we read, the movies and TV shows we watch, and the music we listen to all affect us. There’s now a well-established connection between our habits and behavior and our levels of health, wealth, and happiness.

At the action level—at the level of execution— we definitely live in a world of cause and effect.

Risk and Reward 

Considering risk and reward helps you deal with the uncertainties surrounding execution. Although the world operates on cause and effect, a wide range of effects can result from any given decision or action. For instance, saving and investing will, over time, generally cause wealth to accumulate. However, unforeseen events can affect the value of an investment. Therefore, risk is an  element in any investment decision. Risk also attends most career, hiring, purchase, and personal decisions.

There are also unintended consequences. It’s impossible to foresee every potential outcome, effect, and side effect of any but the simplest decisions or actions. For example, seat belts keep accident victims from hitting dashboards and windshields, but they also trap some of them in burning or submerged vehicles. (The latter cases, however, represent a miniscule number compared to those saved from injury by seatbelts.)

Characteristics of Risks and Rewards

A risk or a reward may be long term or short term, large or small. People who deal with risk for a living recognize many different types of risk. For instance, financial professionals think in terms of inflation risk, credit risk, and foreign-exchange risk, among others. Similarly, you will face a range of risks when you make decisions and execute plans for your employer or your own business, including:

Risk of failure: the possibility that you will fail to execute properly, or that you will execute properly and still fail to achieve the goal 

Business risk: the possibility that your organization’s growth, competitive position, or regulatory or legal status will be jeopardized 

Financial risk: the possibility that you will lose invested money or make less money than you could have made from alternative pursuits 

Professional risk: the possibility that a decision will hamper your career progress or tarnish your reputation 

Emotional risk: the possibility that you will feel fear, anger, anxiety, or regret 

Creative risk: the possibility that you will waste time, energy, and good will on a fruitless endeavor, or that your creation will fail to express what you wanted it to 

People—sane business people anyway—don’t take risks for their amusement. They risk money, time, resources, competitive position, and emotional turmoil with the expectation of a reward and a return. The potential rewards relate to prudently considered risks as follows:

[image: g1]Risk of failure provides the opportunity to make decisions, set goals, and execute plans as you see fit.

[image: g1]Business risks offer the chance of more rapid growth, higher sales, or improved competitive position.

[image: g1]Financial risks provide the opportunity for increased sales, profits, or income.

[image: g1]Professional risks attend attempts to achieve advancement, extend your reputation, or increase your professional standing.

[image: g1]Emotional risks hold the possibility of personal growth, deeper relationships, and increased happiness.

[image: g1]Creative risks typically accompany true breakthroughs in business, artistic, and personal endeavors.

Dealing with risk effectively in making decisions, setting goals, and executing plans involves assessing the risks and potential returns, and then managing the risks. At least some risk is inherent in virtually any decision or plan you make, and you can identify and manage most of those risks.

Goals and Success 

Every decision and plan has a goal. You make a decision to achieve or create something and, in doing so, set a goal. Then you must create and execute the plan to reach that goal. So the first step in creating a plan is to identify the goal. Your plan must move you toward your goal in order to be worth executing in the first place.

Reaching a goal and achieving success, however, may be two different things. You must define the goal in a way that achieves the deeper objective of succeeding in your larger endeavor or purpose. For instance, the goal of increasing sales can be achieved in many ways, including negative ones. You can engage in price gouging, sell things to people who don’t need them, or make false claims for your product or service. This would achieve the goal of increasing sales—in  the short term. In the long term, however, you will lose business.

price gou•ging 

1. raising prices to exorbitant levels when customers have no alternative sources 

2. practice that often occurs with essential products during emergencies or shortages 

To succeed you must define your goals in ways that are in keeping with your values and your overall definition of success. It’s useful to give your values and your definition of success some thought. This may involve some soul searching, but if you’re old enough to be reading this, your values are probably formed and  you probably have a comfort zone. But you may still have to think about your definition of success.

Another important aspect of goals and success is managing expectations, including your own. When you define a goal in truly ambitious terms, you may motivate yourself and others to exert great effort and achieve great things. However, be sure that you and everyone else understand that this is a “stretch” goal. Otherwise, you may define success unrealistically or too narrowly. In other words, when you define your goal, you define success—and failure. So define your goal with an eye toward what’s motivational, achievable, and valuable.

Managers Manage 

The activity and profession of management is generally defined as the art and science of getting things done through others. Here’s how this definition breaks down.

Happy Successes?

I once heard a fellow say of another businessman, “He’s very successful, but he’s not happy.” He was going through his second divorce and experiencing stress-related problems. Does that sound like success? Of course, the fellow meant financial success, but there are other measures of success. Your happiness, and that of those around you, should probably factor into your definition of success.

The “activity” of management encompasses all the tasks that managers perform. These include goal setting, planning, delegating, decision making, controlling, and other tasks that I’ll cover in Chapter 2.

piecework 

1. production method in which each worker produces the entire item for sale 

2. arrangement in which an employee is paid for the number of pieces produced 

The “profession of management” began in the early part of the last century when the production of products moved from piecework to assembly lines. Professional management began in earnest when people applied scientific techniques, such as observation and analysis of working patterns and precise  measurement of production, to workers’ efforts. As you’ll see in Chapter 8, scientific methods are still being used to improve production and quality.

Management is a profession because real  managers hold to certain principles and practices that produce results in virtually any environment. In other words, a manager in an automobile plant and a manager in a bank will tend to use the same principles and practices, which I cover in Chapter 2, despite their very different working environments.
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