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Note

ach of the encounters | discuss in this book is true. Ex-

cept where | am the subject of the discussion, names,
genders, and circumstances are on occasion fictitious in or-
der to protect the privacy of customers, employees, and or-
ganizations, It is not my purpose to embarrass any individ-
ual or organization, but rather to teach. No similarity to any
specific individual or existing organization is intended, but
similarity to all customers, employees, and organizations is
intended, since that is the point of the book.

Imammdhnwbunfotmyyemlmvuy
happy to know that we are now being referred to as
“King Customer”’ and that this decade is being forecasted
as the ““Decade of the Customer’* by some of our nation’s
leading business publications, I've taken this to mean that
our time has finally come. So much in fact that | have de-
cided that the world could use a business book based on the
experiences and advice of a customer rather than another
one based on the experiences and advice of a successful en-
. or chief executive officer.

Customers have much to offer management in three im-
portant areas, First, we surely learn a great deal about what
it takes to satisfy customers since we have the experience of
being a customer several times a day. Second, from inter-
acting daily with the employees of a variety of organiza-
tions, we also gain a great amount of insight into what
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seems to work and not work in managing people. Finally,
from observing the best organizations we deal with and
comparing them with the worst, customers cannot help but
learn something about leadership, Accordingly, these three
topics—customer satisfaction. managing people, and
leadership—make up the three parts of this book.

The book contains 25 essays. Each one either recounts
actual experiences of mine and others in our interactions
with the organizations that dominate our lives or it
presents a perspective on one of the three topics from the
point of view of a customer. More importantly, however,
each essay concludes with a lesson for management in ei-
ther customer satisfaction, managing people, or leader-
ship. | believe these 25 lessons contain important mes-
sages for every manager and employee as we enter the
Decade of the Customer.

I also believe the reader will find a recurrent theme
throughout the book: If the customer is really to be king and
this is really the Decade of the Customer, then manage-
ment must find the relatively few things that matter, and do
them very well. In other words, they must do the little
things right and the right big things.

It is likely that you will find some of the essays in the
book—particularly those that describe an actual encounter
between a customer and an organization—to hit extremely
close to home and be painfully familiar. In fact, you have
probably had some of the same or very similar encounters
and thought the very same thoughts,

The reason for this, of course, is that we are all cus-
tomers. But most of us also work in organizations that de-
pend on customers, clients, guests, patients, passengers,

students, employees, and taxpayers to support the organi-
zation. Therefore, it should be relatively easy for an organi-
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zation to be effective—just do for the customer what we
want done when we are the customer. But for some reason
it’s not that simple. Maybe many of us have two personali-
ties, one which we use when the customer is ““us, " and an-
other when the customer is “‘them.’’ And apparently these
two people don’t have much to say to each other. So this is
why | have titled the book 25 Management Lessons from the
Customer’s Side of the Counter. It is the ‘customer”’ in us talk-
ing to the ““manager’’ in us.

So, for those who manage or aspire to manage, this
book’s for you. While | hope you find parts of it humor-
ous, please make no mistake, this is a very serious book. |
want to inform, but I also want to inspire you to act be-
cause reading and doing nothing will mean we have all
wasted our time,

But now it is time to turn the tables. You are now the cus-
tomer. Welcome to my book. | hope | have learned my
lessons well.

Jim Donnelly
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One

You Can’t Write on
the Charmin

"There is anly one way under high heaven to get anybody to do
anything. Amd that is by making the other person want to do it "’

Dale Carmegie

usinesses are always trying to get customers to change
habits and behaviors that they're very comfortable
with. For example, I was in a restaurant recently that
wanted me to cook my own food. If | wanted to cook, why
did I need a restaurant? I've been asked to put a plastic card
in a telephone, pay my bills electronically each month,
pump my own gas, make my own salad and get my own
soup, use a debit card and lose the float | gain when | write a
check, and buy fine furniture and then assemble it myself,
and last month an airline asked me to carry my own bags
out to the plane and put them on a luggage cart parked next

3
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to the baggage compartment. 1 was hoping they wouldn’t
ask me to serve drinks. Then they lost my bag.

But the very best happened a few vearsago. | was new in
the area and stopped by a supermarket to stock up the re-
frigerator in my new apartment. From all appearances, it
looked like any other supermarket: lots of merchandise in
aisles, check-out registers, and grocery carts,

Was | wrong. Any bus le trying to get cus-
tomers to change their behavior should have been with me
that night. They should have charged a cover charge to get
in. Not that it was a great supermarket; just a great learning
experience.

I grabbed a grocery cart and went about my business, fill-
ing it with the items I needed. When | finished I did what
we all do at the supermarket when we are ready to leave—]
went to the checkout counter. It was there that | learned
that | was participating in a real-life experiment in changing

customer behavior,

| emptied my cart on the counter and waited for the
young woman at the register to begin ringing up the sale.
Instead she asked, “’Could | please have your crayon, sir?’’
“Pardon me?"’ | said. She repeated her request.
“Crayon?”’ | said with a laugh, “I don’t have any crayon.”’

This teenage woman looked at me sternly and said, **Sir,
this is a discount supermarket. We have no prices on our
merchandise. You were supposed to have picked up a
crayon when you entered the store. The prices are shown
on the boxes and shelves, and you are supposed to write
the price on the product with the black crayon,”’

“You're kidding me, " I said. ““No sir, I'm not,” she re-
sponded. At that point | was going to inform her that |
didn’t want to play, and leave the store, But she was sucha
nice person that I gathered up all of my merchandise, put it
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' cart, pushed the cart to where they had a can
ofmznyon: and picked oneout. | then retraced my
wtire trip through the store, writing the prices on all of my
. It was at this time that | proved you cannot
on a Charmin wrapper with a black crayon.
I returned to the same check-out counter and was poised
~and ready when she asked me for my crayon. She checked
me through justllkzinanyotheuuptrmuket.lwusm:-
ing there smiling, with my:.:u::r l?nmy pockets, when she
asked, ““Would you like a o

I surveyed m; rather large number of items a'nd said,
“Bag? Of course | want a bag! How do you think I'm going
to get all this stuff home?*” Once again she looked at me
sternly and said with a little more firmness in her voice,
*'Sir, this is a discount supermarket; we charge for bags. So

le bring their own."’
.m'n:m? I f:au:laimmirm8 , ““Ishould have known, the old bait-
and-switch trick. Now that you've got me al}ll:‘:e:‘:zc:

rough, you're to make me pay to get out. .
:r‘e bags, )logubudfr;ska?" ““No sir, they are icents each,
she replied. “'Oh hell, give me three of them, " | said.

She laid them neatly on top of my merchandise as | re-
mained standing there. Once again she looked a‘n me, this
time with a frustrated look in her eyes and said, *‘Sir, this is
a discount supermarket; we do not bag groceries for you.
You have to bag your own groceries,”’

Now here | was for the first time ever in my life trying to
bag groceries. The bananas slipped down next to the Char-
min and ripped the side :( my ﬁh:t b‘:g;'l fumbled through
my pockets g to find another n .

):\slwasl:};;ingmygmﬁes. | began tothu:koflllol
my manager friends who say, ““Customers won't change!
They'll never cook their own food, use the automatic teller,
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assemble their own furniture, or let us kee their canceled
checlfs at the bank.”” All T know is that wl':en I was a kid
growing up in Brooklyn | told my mother there were two
lhmgslwouldneverdotoumnpendmgmoncy.lwas
Mmgoinglobelbaggexinasumm,mdlwu
nevergoingtopumpgubcauuitwntoocoldinﬂ\em
terttme.Soltookpianoleuomsolcouldworkmy way

through high school and college as a piano player.

to do? You got it, bag my own groceries and pump m o
Bas, All these years of school and work al:ld l?m ZD;:;
something I didn’t want to do when I was 15 years old.
Where is our country going? If | asked most adults 10 years
ago if they had any long-range plans that involved pump-
ing gas, they would have told me | was crazy.
Aslﬂnhhedmythitdbago(gmadu.ldaom
bered that when [ was a kid and visiting my grandmother in
southern New Jersey and wanted to call my Aunt Justine |
wouldhavetopickupthephone(nodhl)mdgivelheop.
erator her number. More than once she would say, ““She’s
not home now; she's down at the beauty parlor. Do you
want me to connect you down there?*’ Last night I made a
L(;nﬂgn-dunncc credit card phone call that involved remem-
8 36 numbers. Now that is quite a change from the old
days. But I'm glad to do it to avoid ever again having to deal
with surly and rude telephone operators,
’ | also remembered addressing a letter to 102 Center St_
rooklyn, New York. Then they made us memorize a five-
digit number, and now in some places they have added
four more digits. (Do you think they have a group at the
x office who have an office pool to see how many num-
s they can get us to memorize by the year 2000?) But we
it because 1 suppose we are willing to do anything to

e 1 You Can't Write on the Charmin

Increase the chances of our mail arriving at its destination in

4 reasonable amount of time.
The point of course is that customers do change their be-

havior. But they do it when they want to do it, nof when
management wants them to do it
We are pumping our own gas, cooking our own food in
some restaurants, memorizing between 30 and 40 numbers
o make a long-distance call, using the zip code system, and
helping commuter airlines handle baggage (so they don’t
have an opportunity to lose it and so we don’t have to wait
in the terminal). We are doing these things because we

w

You must often try to convince customers to change

habits and behaviors that they are very comfortable

with and to do things they didn’t want to do when
they were 15 years old.

o

want to. There is some incentive that we apparently feel is
worth changing our behavior for.

We are not smoking smokeless cigarettes and not using
the debit card, and apparently we like to see our canceled
checks at the end of every month rather than let the bank
keep them. We are not doing these things even though the
cigarette manufacturer and the banking industry would
like us to. No matter how much money they spend trying to
convince us, we do not change our behavior. We are not do-
ing these things because there is at this time apparently no
incentive worth changing our behavior for. We don’t want

to. It's that simple.
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Incidentally, if you're wondering whatever happened to
the discount supermarket, it didn't make it. Apparently,
the incentive of lower prices was not enough to get suffi-
cient numbers of customers to write the prices on their mer-
chandise, pay for bags, and bag their own groceries. Thank

Lesson #1

There Are Only Two Conditions
under Which Customers Will
Change Their Behavior:

1. When It's a Matter of Life
and Death (and Then Not in
Every Case).

2. If They Want to—If They Are
Given a Reason to Change.
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You Can Care
Enough to Send
Some Soap

A person who looks inwand is bound to try to make the times try to fit
his company’s products, '
Peter C. Vink

Whmmymodmwunyeusold. I decided to do
something special for her. After about a week of
thinking about it, I realized that 72 divided by 12 was 6. My
idea was to send my mother 72 roses (6 dozen) for her 72nd
birthday. Since her birthday was on May 5th, | would send
two dozen yellow roses on May 4th, two dozen red roses on
May 5th, and two dozen peach roses on May 6th. And |
would have the *‘Son of the Year Award”* locked up.

n
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On May 4th when she got the firstdozen, she called and |
was ""Son of the Year.”” (Of course on May 6th she called
and said, “The living room looks like a funeral parlor.”)
But on the afternoon of May 4th, | realized | had forgotten
something. Anyone can send 72 roses, All you have to do is
call a florist and say I want two dozen yellow on May 4th,
two dozen red on May 5th, and two dozen peach on May
6th, and make each one in a different arrangement.”’

I'had forgotten the one thing that costs the least but takes
the most time. You have to go to a store and buy it, address
it, find a stamp for it, and mail it. | had spent §296.00 for
roses and was about to blow ““Son of the Year"” for a lousy
$1.25 birthday card. | headed immediately for a card shop.

Now I'm not sure, but since | don't spend a great deal of
time in card shops, this visit may have been my first ever to
alocal card shop. All I knew is that | needed a birthday card
and my mother was going to become the first woman in
America to receive a birthday card via Federal Express.

On that day If you asked me, ""What business is Hall-
mark (or a similar business) in?"* | would have said, “'Greet-
ing cards,” which | suspect is what many people would
have said. | couldn’t have been further off the mark, as |
was about to find out.

| purchased my mother's birthday card at the card shop
and was waiting in line to pay for it. For some reason [ no-
ticed several small packages on the counter that contained
about 12 small round pieces of soap. They were all different
colors, smelled great, and were attractively wrapped in a
basketlike package.

I thought to myself. “’If | were to buy one of these and
send it to animportant woman in my life as a surprise, a few
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days later | would get a phone call from 2 happy person.”
She would thank me and probably tell me what a thought-
ful. kind, considerate, and generous man 1 am. | would
have done a good thing.

But as | paid for the birthday card, | thought to myself,
""Suppose | sent that very same woman 12 bars of Zest?" |
almost certainly would have never received a phone call
&omhcr{whkhhpmbahlywhntlwouldhavebemhop-
ing to accomplish by sending the Zest in the first place), If
she did call, however, I'm sure she would have told me
(among other things) that | was a thoughtless, unkind,
cruel, and insensitive man,

Now wait a minute, unless women use those little bars of
soap for something I don’t know anything about, soap is
soap. If you mail someone some soap, aren’t you saying,
““Hey, take a bath!"’ It began to puzzle me greatly. How can
I send Hallmark soap and be thoughtful and considerate,
and send Procter & Gamble soap and be insensitive and
cruel? Even if | purchased my own basket, ribbon, and cel-
lophane wrap, and unwrapped each bar of Zest, individu-
ally wrapped each one with cellophane and ribbon, and
then wrapped the entire basket, it still wouldn’t make a dif-
ference. All the extra and effort wouldn't count for
anything. | would still be a cruel and hurtful man. | would
have done a bad thing.

Why was this situation such a puzzle to me? Because |
made the same mistake many managers make. | was de-
fining the business in terms of a product (greeting cards)
mhcnhantnwmsofmeneedscustomeuuﬂsfybym-
ing the business. I was like a thoroughbred racehorse run-
ning down the stretch with blinders on. My vision was
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very narrow, my sense of possibilities very limited. Hall-
mark does not make the mistake | made. They do not have
blinders on. They don’t think of their business as only
greeting cards, as [ did. They know that Americans have a
great need to relate and we can relate to each other in many
other ways than just greeting cards,

The next time | walked into a Hallmark store [ took my
blinders off. And I saw greeting cards, buttons, stuffed ani-
mals, T-shirts, ribbons, books of poems, relationship cards,

figurines, wall hangings, wrapping paper, and cards for

hd

Never define your business in terms of its current
products. You will be like a thoroughbred racehorse
running down the stretch with blinders on. Your
vision is very narrow, your sense of possibilities very
limited.

N

secretaries day, mothers-in-law, cats, and sweetest day, |
saw humorous cards, postcards, cards with no verse, and
balloons. And yes, | saw soap.

Now | understand. Hallmark knows that our needs to
relate to each other are a broad class, not a narrow indi-
vidual need that can be satisfied only through greeting
cards, They understand what their business is and so do
we. That is why whenever we get something from some-
one that says Hallmark on it we feel warm fuzzies. Even if
it happens to be soap, because we know that Hallmark is

Two / You Can Care Enough to Send Some Soup 15

""When you care enough to send the very best.”” Hall-
mark understands that our needs usually come in clus-
ters and they organize themselves internally to satisfy
these broad classes of needs,

Do you remember in the old days when the healthcare
industry was organized by functional specialties (indi-
vidual practitioners)? It was organized for the conve-
nience of the medical practitioner, not for the conve-
nience of the customer. Do you recall the process? If there
was something wrong with you, you visited the family
doctor who said, " You have something wrong with you.
I'll make an appointment for you to get an X ray next
week downtown.”” After the X ray you went back to your
doctor, and he said, ““Yup, just what | thought. We need
to make an appointment with a specialist.”’ So the next
week you went to the other side of town to the specialist.
And of course, by the time you saw the specialist and got
all the reports, you were dead.

The revolution in healthcare delivery was a result of the
recognition that, just like our relationship needs, our
healthcare needs do not come in individual bits and pieces.
They come in bunches, clusters, or broad classes. In other
words, if you have a need for diagnosis, chances are you
have need for other medical services as well. The clinic con-
cept, HMO concept, and sports medicine centers reflect the
recognition by the healthcare industry that our healthcare
needs come in clusters. The industry has figured out ways
to organize internally to satisfy these needs,

Hallmark and the healthcare industry are not the only ex-
amples, The travel agency saves us the trouble of having to
deal with four or five separate organizations to satisfy all of
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our needs to put together a vacation. The modern church
recognizes that we have more spiritual needs than just to
waorship on Sunday and organizes itsell to satisfy our clus-
ter of spiritual needs.

The point is a very important one: As customers, we
rarely have a need, we usually have needs,

Lesson #2

Our Needs Usually Come in
Clusters, Not in Bits and Pieces.
The Best Organizations Organize
Themselves to Satisfy Clusters of

Customer Needs.
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Never Keep a
Secret

"“Policy-making 15 not as awsy as slurping down astdage soup. . . . As the
waying goes, before gomg into the moms, ke sure you ot get out
Yegor Ligachev

Awhilchack,lneededl,m:izcmuumpuoupm)eﬂ
I was working on. | discussed the operational details
with the people who were assisting me, and we decided
that rolls of stamps would be far more efficient than sheets
of stamps for 1,000 pieces of mail that had to be stamped in
a short period of time.

When | arrived at the post office, | found several avail-
able windows. All were closed but one (for a moment |
thought I was in a bank). There was one window open, but
no one was working at it. As | stood there, | noticed several
people sitting at their desks doing post office kinds of

19
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things. Occasionally someone would look up at me but im-
mediately drop their eyes back to their desk. One man had
his arms folded and was face down in them.

After a while a man walked past the window and glanced
at me. In a few minutes he walked back past the window
with a cup in his hand, but didn’t look at me. Finally, think-
ing that | might have become invisible, | yelled, ““Cus-
tomer! Customer!”’

A young man finally came up to the window. Knowing
that 32 cent stamps come in rolls of 100, | said, “Could 1
please have 10 rolls of 32 cent stamps?*’ | put $320 on the
counter and asked for a receipt.

He looked in his drawer for a moment and said, 'l can
give you sheets.”’ | told him that | did not want or need
sheets because they would be inefficient for my purpose. |
needed 10 rolls of 32 cent stamps,

He looked in his drawer again and said, 'If 1 sell you 10
rolls of 32 cent stamps, | won’t have any left in my
drawer.”” Naively, | said, *'Great! You're having a good
day. You've sold out.”’

“No."" he replied. | was wrong. If he sold me 10 rolls of
32 cent stamps, he wouldn’t have any rolls left for other
customers who come to his window during his shift. There
was nothing he could do because it was policy.

Shocked, 1 said, “But you don’t understand how busi-
ness works. The idea is to sell out. That's good!” Fumbling
for words | said, “‘Suppose | went to a men’s clothing store
and said to the owner, ‘1 really love your selection of 41-
long sport jackets. In fact, I love them so much, I'll take
them all.” He would not say ‘I'm sorry sir, | can’t do that
because next Thursday someone might come in looking for
a4l-long sport jacket and I won'thaveone.” ** As nicely as |
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could | explained that every businessperson | knew had a
recurring fantasy of selling out.

When that didn’t work, | suggested an altemative. | would
purchase four rolls now. | would return later (perhaps in dis-
guise if necessary), purchase three more, and so on.

As | climbed into my car with 1,000 stamps in sheets, |
realized that | had just learned an important lesson about
customer satisfaction, which unfortunately for me would
be repeated a short time later in Chicago.

I was browsing in the fabulous Water Tower Place, a col-

| lection of some of the finest stores in the world. | spotted a

sweater in the window of a department store that | wanted
very much, Unfortunately, I was informed by a salesperson

that the store was out of stock in all sizes and would not be
- getting any more in. Disappointed, | left the store.

As I walked past the window display and took one more
glance at the sweater | wanted so much, | was delighted to
see that it was my size. Excited, | returned to the store and
found the same salesperson.

“It might be a bit hard to reach, "’ | said, *‘but the one in the
window is my size.”” "'Oh sir,”’ the salesperson informed me,
“we never take anything out of the window.”” “"Never?” |
asked. Do you mean that sweater is going to be in the win-

‘dow for the rest of my life?"* She informed me that it was com-

pany policy not to take anything out of the window.
| pleaded that since there were none in stock in any size and

o additional stock was coming in all this policy could possibly
result in was one lost sale and more disappointed customens
like me. And she could avoid all of these problems by selling
me the sweater. I've had to learn to live without the sweater.

The above incidents illustrate some important points.
First, if customers’ satisfaction is subject to certain
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conditions, they would like to know what they are before
they arise. Second, more often than not, policies like those
above make absolutely no sense to the customer. They are
inexplicable to a sane person. Third, if the truth were
known, such secret policies probably do not exist in most
cases. They seem to be invented on the spot by employees
for their own convenience in order to avoid additional
work. They are the employee’s secret.

For example, | really doubt whether the post office has a
policy that prevents employees from selling out. However,
selling out probably creates additional work for the em-
ployee. In his case it probably would mean counting out

-v—
Never inconvenience a customer for the sake of the
organization or an employee.
= =

some cash, locking the drawer, going to a central place to
purchase additional rolls of stamps, maybe filling out a
form or two, and returning to the window.

Also, in a recent identical situation in a department store,
the salesperson informed me that she could not take an
item out of a window display. However, she went the extra
step and put forth the effort to take my name, address, and
credit card information and promised to mail me the item
when it was removed from the window. She did not hide
behind a secret policy.

In any case, | have to be one of the few people who can
only get sheets at a post office and can’t get a sweater at a
department store.

Lesson #3

Customers Should Never Be
Inconvenienced Because of
Company Policies that Are Known
Only to Employees—and Do Not
Become Known to Customers Until
They Are Used Against Them.




Four
Hand-Offs Onl
Work in Footb

“If you ever live in 4 country run by o committoe, be on the
aommittee

] or most of us who have had a basic course in economics,
j we understand at least one principle of pricing. If we
‘hywpoundsofwgar we can expect to pay more than for
5 pounds of sugar. Now the price per pound may be less
jnmmmbuyhtglhrgetqulmhy but the total price for
0 pounds will be greater than the total price for 5 pounds.
‘We know and we accept this. It is fair.

‘ tlmvevcr if someone tried to charge us more for a two-
pound box of sugar than for a five-pound box of sugar (as-
suming g they were of the same quality), we would certainly
balk—especially if we only wanted two pounds of sugar.

25
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We would ask, “’Why should | spend more to get less? This
supermarket either thinks I'm stupid or knows nothing

about how to set prices. *

At this point you are probably thinking, **No business-
persan would ever do such a thing.** Well, youare wrong,
And while this essay is not about how to set prices, the
problmandleasonmtheoutmmeolacmtmnetbch\g
asked to spend more and get less,

It all began on the second evening of a 13-night stay in a
hotel in the Northwest. Most hotel managers would surely
agree that someone staying 13 nights ina hotel represents a
pretty good customer. The average stay in a hotel is proba-
bly a great deal less than 13 nights. The room o
meals, cocktails, and so on for 13 nights no doubt add up to
a considerable sum of money.

Onmyoeeondmomtngmthehotel.lmchedforlhe
shampoo while in the shower and couldn’t find any, |
climbed out of the shower and called the front desk and
said, ““This is Donnelly in Room 918, could you please send
up some shampoo,” The front-desk clerk replied, “When
did you check in, Mr. Donnelly?”* ““What difference does it
make?”’ | inquired.

The desk clerk informed me that it was a policy of the ho-
teltoprovldeguubshampooonlyon their first night and |
had just completed my second night. ““Wait a minute!* |

said. “’I'm staying 13 nights in this hotel. Do you mean to
tellmthatyoudomare!oncuuomwhomys 1 night
than for someone who stays 13 nights?"* | asked him if the
first-night-only policy also applied to sheets, towels, and
pillowcases. Fortunately the answer was no. ""So then why
does itapply to shampoo?** | asked. He said I would have to
ask the front-desk manager and put me on hold.

4
Offs Onty Work m Football

wa ted when the front-desk manager fi-
| mngm.lmlwuwﬁngmmw
(I had plenty of my own shampoo in my lhavinid .).
ides, my curiosity had gotten the best of me. | wanted to
dout the rationale for such a policy—if one even existed.
I com »d to the front-desk manager that | had never
dammmtdmbulwawt:;em
ey spend. It seemed logical that a person staying 13 nights
getsllt\ampoocverynlgmmdammmy;;g‘
lnlghuhmldn'tgetmy.ltrbdtonhw-htohh.n o
at the bank the longer you leave your money in

v

g *‘stump-the-customer’” should be a Tnge
msﬁhhou":l’;l was staying 13 nights, the hotel s
policy was shampoo on the first night ?nly. I asked if

the same first-night-only policy applied to sheets,
towels, and pillowcases.

o~

mknlmuheypayyou.lpom:edmnﬂmdﬁthmho::
were a bank they would be paying higher interest r. s
left my money in the bank for a shorter length of time. -
pwphwholeﬁﬂwhumuyhﬂwh&(ahnpm*l
time would get lower rates of interest. Heuld'
work at the bank and | needed to talk to the general manager
oﬂheholel.andthenhcputmonholdagﬂn.m -
By the time the general manager picked up his p if
mypaﬁencehadmnom.lymmbedhimlwonldgoav:z“
he would just explain the rationale for the policy. |
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had never heard of a business that does less for s customer
the more they spend and that the policy only made sense if
the hotel was trying to promote one-night stands instead of
thirteen-night stands. This suggestion seemed to irritate
the general manager greatly.

Any chance of getting an explanation of the policy or my
shampoo now appeared slim. It became zero when 1 noted
that the hotel appeared to me to be anly 50 percent occu-
pied, and | suggested to the general manager my solution
tothe problem. | would check out every marning and check
back in every night for the remaining 11 nights. I told him
would be checking out in a little while and asked whether
hccouldmnkemnmavwonfwthumnlng. Thus |
wouldbcellgiblemhwcaomelhampooeverymormng.
which was consistent with hotel policy. For some reason he
suggested | find another hotel.

Stopfoumomtmdmllu\epmvlousmay, “Never
Keep a Secret.”” This incredible hotel encounter presents
another great example of Lesson #3.

First, no one informed me of the policy when | checked
into the hotel. The desk clerk did not say, ““Hey buddy, you
better have some shampoo for the day after tomorrow be-
cause you sure as hell aren’t going to get any here.”’

Second, the policy makes absolutely no sense to a sane
person (unless, as | suggested, the hotel was trying to en-
courage one-night stands), Furthermore, no one was able
to explain the rationale for the policy to a customer who was
staying 13 nights.

Finally, I did not become aware of the policy until it was
used against me—1 was standing dripping wet and naked
in the middle of my hotel room when | first heard about it.

In this particular instance the customer's problem was
never resolved (I was invited to leave the hotel), But be that
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de may have been partially to blame), |
L mlywmlLWManMlul
was passed on from the front-desk clerk to the front-desk
manager and finally to the general manager.

In any business, a customer’s problem should be re-
solved at the point at which it arises. If management is fa-
miliar enough with the business they are in, then they
should be familiar with (1) what customer problems are
‘most likely to arise and (2) where they are most likely to
‘W.Thendteemploymdu\onpdnud\onldbee.w
: to solve these problems within specified limits.
The entire incident at the hotel occurred because the desk
clerk was not empowered to solve a guest’s problem with a
one-ounce bottle of shampoo.




Lesson #4

Customers Should Never Be
Required to Restate Their Request
or Complaint to Several Employees

Before Having It Resolved.
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We M% Not Get
What We Deserve,
but We Always Get

What We Expect

“"What you stroke is what you get, "’

ot too long ago | was to have dinner with someone in
one of the finest restaurants in town. It was to be an
‘early dinner and we arrived just after 5 o'clock. The restau-
rant was empty, 50 we got a nice table by a window.

We were the only customers during our entire meal and
got plenty of attention from our waitress. She was a pleas-
ant, talkative, and naive young woman. We struck up an
immediate friendship with her and chatted throughout our
‘entire meal.

Another couple came in as we were finishing our meal.
The host seated the couple at a table next to ours. | could

n
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not help but overhear what they ordered. One thing they
ordered with their meal was a Caesar salad. The waitress
went back to the kitchen and rolled the salad cart toward
their table. However, rather than stop at their table she
rolled the cart to our table. | assume it was because she
wanted to continue chatting with us as she prepared their

salad.

"“This is the first Caesar salad I've ever made in my
life,”" she said. With that I saw the man at the next table
start to squirm a little and glance over at our table. “‘In
fact,” she said, I had never even heard of one before |
started working here.”’

I tried my best to send mental signals to this nice young
woman that she should not pursue this conversation. Here
they were in one of the finest restaurants in town, paying
premium prices for the food, and the couple is listening to
an employee inform everyone that she had never before
prepared what they were about to eat. My attempt at
mental telepathy failed,

“But 1 watched my manager make one last week and
snuck a leaf out of the bowl to taste it while the customers
weren’t looking, " she said. *'I didn’t particularly like it.”’

Now there was some squirming at our table as | had vi-
sions of her sticking her finger in my cream of mushroom
soup while she was bringing it from the kitchen. | prayed
that everything we had ordered she had tasted at some time
earlier in her life. Then | remembered that the corner of my
filet of sole almandine was missing.

She delivered the salads professionally and returned to
the kitchen with the cart. | made a silent prediction to my-
self, which came true in less than a minute. | heard the
woman at the next table say, '“This is the worst Caesar salad
I've ever had in my life.”” Although we didn’t stay around
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to witness the remainder of their dinner, | have a strong
Meeling her opinion didn’t change much.

The friendly, well-intentioned employee had, unknown
o herself or her manager, taught me something about cus-
omers and customer that would be reinforced
on two different occasions after that night.

The first occasion was when | happened to be flying my
st favorite airline. Now don 't ask me why [ have a favor-
ite and a least favorite airline. They all fly the same planes
and go to the same cities. [t must have something to do with
‘the people who work for and manage these businesses.
| was sitting in an aisle seat when a tiny woman in her
‘seventies or eighties stopped at my row and told me that
her seat was by the window. She opened the storage com-
partment above the seat to store a bag when the luggage al-

wady there began to slide out. This elderly woman was
bent over backwards trying to keep the luggage from falling
on top of her when | jumped out of my seat, pushed the
luggage back into the compartment, and helped the
into her seat. All the while | watched three flight
dants chatting in the plane’s galley, in full view of the
man, They ignored the entire incident. Somehow |
(expect) that the flight attendants on my favorite air-
e would have been there to help this elderly woman,
Later in the flight the attendants were passing out
snacks when they ran out—just as they got to me. | told the
' dant that | understood and that 1 really didn’t want
one anyway as | was going to dinner as soon as we arrived.
'he attendant apologized. Then she added with a smile,
“'What do you expect from this airline?”’

When we landed a short time later, | went to the baggage
claim area to pick up my luggage. My bags had not made
he connecting flight. | went to the desk and was told that

Kno
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they would come in on the first flight the next moming. As|
walked out of the airport, | remembered saying the very
same thing that the flight attenclant had said, “What do
you expect from this airline?"’

The second incident occurred after a grueling five-day
trip in which | had been in three cities. When the plane
landed | was exhausted and almost fell asleep during the
short cab ride home.

Though 1 was tired, | was also very hungry. | wanted
some fresh seafood. Because | had been gone for a week,
my cupboard was bare. | dragged myself out to my car and
drove some distance to a food market.

It was the first time | had been in the store and | was im-
pressed. | really liked their seafood counter. It was clean,
and stocked with fresh varieties of just about any kind of
seafood a customer would want.

I spent a few minutes window-shopping and then spot-
ted the orange roughy, which happens to be one of my fa-
vorite kinds of fish. It was fresh and very attractive. | de-
cided my dinner would be some sautéed orange roughy
with peas and mushrooms,

I ordered a pound of orange roughy from the man be-
hind the counter. As he was weighing and wrapping it, |
was praising his fish counter. *‘T have never seen a bigger
variety of fresh fish in this town,"” | sald. “This is really
something, and | now know where to come to get fresh
fish. I'm really excited about this because | love seafood.”

He finished wrapping my orange roughy, and as he
handed it to me over the counter he said, ““If you worked
here as long as | have, there’s a lot of this stuff you'd never
eat again for the rest of your life.”

As | walked to my car | thought. ‘I hope he wasn't refer-
ring to my orange roughy.’* That night I ate all of my peas
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and mushrooms but didn’t finish all of the orange roughy,
and | haven't been back to that fresh seafood counter again.
Many psychologists believe that expectations are a key
» understanding human behavior. I doubt that anyone
d argue that the extent of our satisfaction with a
product, service, employee, business, relationship, or
anything for that matter is greatly determined by our ex-
pectations, Very simply, if our expectations are met or ex-
ceeded, we are satisfied. If they are not met, we are not
gatisfied. It matters little if our expectations are unrealis-
tic or not.

—w
When dealing with customer expectations, it is
always better to *‘underpromise and overperform”’
than to *‘overpromise and underperform.”
o~

For example, one hotel had to stop their promise of a free
night if anything went wrong because they could not live
up to the expectations they had set. Another hotel is sorry
they ever promised a free breakfast if room service were not
on time, and several banks are wondering why they ever
cash for every mistake they made.

It is easy to see that setting expectations too high can
cause customer dissatisfaction if the company cannot de-
liver. But as we have seen here, the opposite is even more
explosive. Every day employees unwittingly establish
negative expectations as the above incidents illustrate.
MNT 2 INIORAL
A ALTERMATIVA
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to satisfy.
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And once established, negativeexpectations are very easy

!
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Lesson #5

If You Establish Negative
Expectations for Your Customers,
You Will Always Meet Them.




Six

Sometimes Service
Means Having to
Say You're Sorry

“'Do ot put @ sword into a miadman ‘s hand.”
English Proverb

onhoaewl\omvclnpmldul,l'mmﬁwtonowmg
account of one day on the road will have some familiar
rings.

My flight was due around 10 p.m. but was delayed in At-
lanta because of bad weather. | guess | arrived around mid-
night. I was quite surprised to find that the limo driver was
standing at the appropriate place holding a card with my
name on it. | had assumed he would have left hours ago and
was very happy to see him.

He grabbed my bags and we climbed into his van and
headed for a hotel on the Gulf Coast, some 40 or 50 miles from

4
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the airport, ““I know you have to get up early Mr. Donnelly,”’
he said, "s0 I'll do my best to get you to the hotel as fast as |
can.” I was very tired and was glad to hear what he said.

In a short time we were about 10 or 15 miles out of town,
wmwhaeonnduktwo-lmemadbetwmllmandthe
coast. T wasn't paying attention to how fast we were going,
bullwubwnchgmunduwvmqtﬂuawwhmlhnm
the siren and saw the flashing lights.

Mmmehnopcrlppmadndﬂ\evm.itwuobvhuﬂm
Mwuum.wbﬁmmduwdﬁvumuhadhemm
hrovetﬂwspeedlknhu\dukadhhnbmpoutolmevm.l
tried to appear invisible in the backseat.

Butlbegantobtcomauuhmmmdwhmthedm
inquired of the trooper, "“Why aren’t you out trying to catch
mcdmhtdshmddbod\crmgawmkingguywhoistry-
lngtomukeallvhg?"ﬂeﬂ\mbmughtmemmd\e
bysayhgdulmyplnmwuhhmdanhewntryhgmdo
wummmetobedumnupmdblebmunlhndmbeup

very early in the morning,

mlddleddwswamps?wdamddenlhndvﬁbmdu\e
calﬁudehuwulhmwingupwnhMpoimymmd
their banjos.
Withthatldimbedaudﬂ\cvmmdinm\edlmm
vinced the trooper that my driver was a well-intentioned
ywngnunwhowuluutryingmhdpadhumdmlef.
M\cneveryonealnuddown.thetmopermmuktafm
lhedtivermdwewmbnckonomway. Feeling partially
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responsible for the driver’s plight, 1 gave him $75, which he
said would be enough to cover the cost of the ticket.

I guessit was sometime after 2 A.M. when we arrived at the
hotel. Exhausted, | went to bed.

I'was up at 6 A.m. to attend my meeting. Since |was check-
Ing out at noon to return home, | came back to my room at the
10 A.M. meeting break to pack. | returned to my mom about
noon to pick up my bags and go downstairs to the desk to
check out. It was then that | noticed that the message light
was flashing on the telephone.

When the operator had finished giving me my message, |
ubdﬂd\ekmwwhnmutewmd:\.mm-

“Eight r.m, last ."" Fortunately, the message
wnm%ou have m to claim your $1 million
Sweepstakes prize.” But as | went down to the front desk to
check out, | remember being a little concerned that | had not
received the message when | checked in, which was what the
caller had requested.

Whileuﬂ\eﬁmtdeakd\eckingout.lm&cdlwomsn
walk past with a name tag that read *“Front Desk Manager.” |
did not intend to complain but rather to inform her what had
happened. | motioned her over to me, introduced myself, and

her m A
m&nwyywmwawm.wm
nid."ldonotamwerﬂuplmdt."mfonn?‘-
ment, Ireplied, ““Neither dol, so I guess that makes us even.

“What time did you check in?"” she asked. ““Sometime
around 2 Am.," | replied. “‘Well, that explains it,”" she nid
"“The people whose job it is to do that leave at about 11 r.m.

thnluﬂdherthumywl@nwumconwm'l
awoke around 6 A.m., she said, “Well, those people don't
come to waork until around 8 a.m."




B mummm-h-ncmm

Wlwultoldhr!hntlnm;mdtomyroomuwxu.w

Pack and the light was not on, she said, *“You probably didnt

mu.mthcymdlﬁcuueoneduﬂngﬂ\edly"

Wmmmmulbepntommu\ehnlzhm;sd

mylib:lhemvmﬂde.ﬂwmtmopa.mellbuﬁm.
ﬁlewsﬂ\etidrmum.mdwbphﬂ, this absurd game |
Was playing with the front-desk manager.

I slammed my hand on the counter and said, “"Look
Miss, | am checking out of this hotel and if I get really
lucky, I will never be back. I am not looking for a compli-
ll\enluymulonboxofandy,ulamonmymytothe
dirport. 1 did not tell you this to complain. | saw you walk

ﬂ*

Managers are supposed to solve problems. Ifa
manager is not interested in identifying problems,
then there is no reason for the manager.

e

by, saw you were the front-desk manager, and thought
You would, or at least should, want to know what hap-
Pened. But after our conversation | can readily understand
Why I did not get my message.”’

With that grand finale, I walked out of the hotel. As |
rode to the airport, | wondered why the entire ridiculous
Mnterhadtooccurintheﬂmphoe.luimplucknowl-
edgement or apology would have ended the problem on a
happy note. 1 would have felt that | had done the hotel a
Service by informing them of the mishap, and their ac-
knowledgement would have made me happy, and a win-
Win situation would have resulted.
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But the behavior of the employee turned the situation
. a lose-lose one. Undoubtedly fresh outof anassertive-
ess training course, the front-desk manager did her best to
wrn the situation around to where | was explaining my be-
havio: fm.pmblemmehoteluuaed.z:emdewm
to accept personal responsibility my proble

did her best to absolve the hotel of any responsibility. An
will always lose such contests of mental gymnas-

f

' acustom.Andeveniftheunployeuhouldwin.

the organization will always lose.




Lesson #6

Quality Service Means
Never Having to Say,
““That’s Not My Job."’




Not Our Job

“Don't fight a battle if you don't gatn anything by winning. ™
General George 5. Patton, Jr.

O ne of the advantages of flying west is that you always
pick up a few hours and are able to arrive at a comfort-

able time. And 50 it was that after a lengthy plane trip | ar-
rived at my hotel in Arizona at 1 .M.

And what a hotel it was. Apparently it was a golf resort,
and everything about it was plush or bordering on the os-
tentatious. It took up so much land that guests had to be
driven to their rooms in golf carts,

Since 1 did not have to be at my meeting until6r.m., 1 was
looking forward to getting settled in my room and taking a

u
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long walk around the hotel
Arizona afternoon, Unfortunately, it wu‘:t:clt:h beb“u
When | went to the front desk to register, ; yo

wom'aninfomwdmetha!myroomwnnotmndy “"Come
x“'ﬂlbﬂﬂlﬁﬂﬁnula."shelm.lmmm; g
tuwonldbeqniteauickformcloneherinlsmnn

simlhadwdtedﬁnunumlnumlheﬁmmme

lguesaluunthelobbyoﬁhch

otel f

before I went back and stood in line. Wlumur ?mlhuln m
to the counter, she once again informed me lhlll);! m:m
Wwas not ready and that this time maybelshouldmn{ebadt

I checked my luggage with the
| bellman
would give the woman an hour before | m;n:uddec::i:d”l
now after 2 p.M., but | was not yet concerned sinoe.
meeting was not until 6 r.m. | strolled the grounds ;‘oty
mmedungmut,mdMumednS:ls.lwumwona;im-
’n::: muh the desk clerk since we had already spent
t '
vk ogether lndweWmltaIﬂngtodeVdopa
umT‘he relationship began to sour a little when she told me
tmymomwustﬂlnotmndy.lmd. ""Maria, give me a
’bmom‘ ].l?ande:nammmwmhuta,AMl'whenhm
nece 1 o'clock, ltoldherlhadcn\eedngawr.u. that |

overly“ W‘“osbema4 . wt:.oulllobhy to continue my wait,
45 when wokcuplnapanic.lnmothzmun
:z:ind Mma and my room key, “I'm sorry Mr. Dcmm:llym:f
said, “"but we still do not have a room ready foryou."
At this point | became self-righteous (and loud). | de-
mandedaroomonwuylegnlmdmomlgmundl.cmld
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Ik of. “OK!"" Maria snapped, "“if you do not want to
for your room, | will find another one for you."”
As the bellman drove me to my room ina golf cart, | had
i Idea what Maria really meant by finding another room
me. The first thing | noticed was that I could see grass
ind carth from my high windows. Yes, my room was basi-
pally underground. | had to look up to see the ground.
py to be in a room, | tipped the bellman and sent him

s way. Mm‘h.dgmm'

As the beliman drove away, | realized that he had left my

attache case at the bellman’s stand. Rather than call and
wait for them to drive it to my room, | decided | could walk
1o the lobby and back quicker.

When | returned to my room, | found that someone had
already stacked my underwear on the bed. “"Wow!" |
thought, ““I've been in a lot of nice hotels, but I've never
experienced a housekeeping service like this one.” | was
right. On closer inspection | realized the underwear was
not mine. When [ opened the closet door, | found a collec-
tion of four or five very attractive shirts. Unfortunately they
were also not mine. They had the name Tommy Wong at-
tached to them from the hotel’s dry cleaner. | figured it was
time to call my friend Maria.

For some reason Maria seemed to have trouble remem-
bering who | was. When [ finally jogged her memory, she
apologized on behalf of the hotel and said that they had ob-
viously delivered the laundry and dry cleaning to the
wrong room. She would send a bellman up shortly to pick
up the clothing. Fortunately, he showed up in a few
minutes.

Relieved, | prepared to take a shower and get ready for
my 6 .M. meeting, which was coming up shortly, This
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hotel was so upscale that the room had a separate shower
stall. T was looking forward to a shower as I opened the
door. Inside, | saw two bottles of half-used extra-strensth
shampoo. Each one was for chronic dandruff,

scalps, and psoriasis of the head and scal :
. One bottle's
contents looked like kerosene. I quickly u.:':ma the doo:

At was now past 6 p.m. | had been in the hotel since | p.m. |
s late for my meeting, so | fully expected some TLC from
faria and the hotel when | arrived back at the front desk.
~ Instead Maria was very upset. In a loud and very stern
voice she said, ““Mr. Donnelly, if you had not forced me to
ut you in this room and instead had waited for the room |
vas going to assign to you, none of this would have hap-
ﬂ;;f;‘mm’:‘mm' things. First, that hotel security pened and you would now be at your meeting!”

sfwndatomuretlm'rommywongw. After waiting for a room in the hotel for five hours, it was
my fault that I had missed my meeting. | asked Maria if
she had attended the same assertiveness training course as
the front-desk manager in the previous essay.

Recall that in that incident | was told, ““That’s not my
job,”” when | informed the front-desk manager that | had
received a telephone message 18 hours after it arrived, But
what | liked best about her was that not only did she tell me
it was not her job, she tried to tell me it was my job. Recall
also that according to her | didn’t get my message because |
got in too late, got up too early, and couldn’t see very well
in the daytime,

Now Maria was trying to do the same thing to me. It was
my fault that | missed my meeting because | had expected a
room to be ready in a hotel whose business it is to have
rooms ready. It was not their problem that | arrived in

T

Never insult a customer’s intelligence or
expectations. Only the valedictorian ofan
mtnfnbugthlmldhytomma
Mdgwmumuamﬁugmhem
touauﬁwltm]oramnlmawunmmbk
for him to expect a room to be ready in a hotel whose
business it is to have rooms ready.

.

not lying at the bottom of the swimmin, I
. Seco
that they should check the grounds for8 mshn &

Third.lnkedhuuperhapﬂwnuﬂngdw :
room in the
daytime and Tommy Wong got to use it at night. She did

not appreciate my humor. Finally, 1 told her tha
' tl
notshyinthemomlhudbemusignedtoundunx;;l:

cumstances, | packed up and t
2 sy ooy p went back to the front desk

Phoenix at 1 p.m. If | had arrived at 5:30, my room would
have been ready and | would not have had to wait, | was the
cause of the problem. | did not fall for this trick in the Gulf
Coast hotel and was not about to do so in Arizona.

Why must some organizations behave as if the customer
is an enemy? As in the Gulf Coast hotel, a simple acknowl-
edgement that a problem or mistake had occurred and a
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simple apology would have ended the situation on a happy
note. It is bad enough for a customer to hear, “That’s not
my]ob."smkhmmbmmwmun stomer
is also told, "It is your job,”” or when the customer is
blamed because an employee or the organization refuses to
accept responsibility for a mistake or a problem.

Lesson #7

The Delivery of Quality Service Is
Never the Customer’s Job.




oht
'he Best Can Be
the Worst

“Before you build @ better mousetrap, it helps to know if there are any
myice out there."'
Mortimer B. Zuckerman

ver since | can remember, | have traveled with a small
wind-up alarm clock. | received it as a gift many years
ago. Ithaulmysbeenndnpendl&mvelcompmbnmd
has always sounded its alarm when | asked it to.

But there has always been one thing | didn’t like about it.
It has a very loud tick. If there is one thing that can keep me
awake, it is the ticking of a clock next to my ear. | have al-
wnyuolvedmepmbkmbyphdngmedockunwthebed
in my hotel room.

I have found out, however, that the solution to the tick-
ing problem has caused some additional problems. First,
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because the clock s u
nder the bed, 4 ‘
;::nuuns air conditioner can Cause yozo:c:‘ldk:ll:ep '
and result in your oversleeping and mblin:r ;

noisestowalnemeup The
- They give me a h -
ing. Because the clock is under lhee:ed,u\gl:cc:e t;l: a .

8oes off, [am forced to Jump out of bed quickly,

on a cold winter maorning it forces me to jump right back

into the warm bed. Finally, if I want to give myself 10 extra

minutes of sleep ' have to fin asses in order
. d my gl
able to turn the Jigte white hand a’;lsche wa;namund“::;

t
;e:' l::c :ogum:;)vtv htw?‘g 10 minutes would be jn order to
alarm, me |
lorgmer teel like an additional u::o.z:: o re
mmmazhylafewyumagolwuonthemdwithm
i ewmhavlngamckuﬂlnmehotelbarlat{
‘ening, and I happened mention to him the situa-

Within a few days | had
purchased i
turned out, my only) digital traye| dm:‘m r::gm‘;ei:

1 Ther Best Can Be the Worst i

swembled a woman's cigarette case, very slim and
tive.

\e young woman at the store was very heipful. She was
nice enough to set the clock at the correct time. She ex-
ed that | was purchasing the “best’ travel alarm clock
lable. In hindsight, the word best should have been a
ming to me. | should have inquired how something that
y wakes me up in the morning can be the best at doing
at. How could it be more dependable, better, more accu-
ite, and so on, than what | already had? Except for a loud
k. nothing could be better than what | already had.
Itook it home and put it in my shaving kit. I was looking
wrward to using it on my next trip, which was only a few

days away. Coincidentally, | would be working with Marty

ey,

It was almost 11:00 p.m. in the hotel bar when | told
Marty that | was tired and was going to retire to my room,
set my new travel alarm clock for 6:15, and wake up re-
freshed and ready to go for our meeting in the morning.

After a shower | sat on the edge of my bed and took my
new alarm clock out of its box. All I needed to do was to set
the alarm for 6:15 A.M. | remember pressing a button and
the clock flashed 4:30 r.u. | thought to myself, *‘I wonder
what this is?"* Upon closer inspection, 1 found out it was
“Time in Another Time Zone. "’ | can remember saying out
loud, “This is supposed to be a travel alarm clock. Who
cares what time it is in another time zone. "

As best | could, | pressed some other buttons and
thought | had set the alarm for 6:15 A.M. It was now about
11:30 p.m. Being tired, [ went right to sleep.

When | heard the “‘beep-beep, beep-beep,” | sat up in
bed. I shut the alarm off and looked at the time. The clock
was flashing 12:00 r.m. [ had been asleep for half an hour.
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i Hlewt Can Be the Worst

feature in the clock? It's not necessary and

LA

Wanmx‘)m ' H M. ,, me,
hmh?em;;‘.‘:m it the clock was manufactured. g pesponse told me much about what| had purchased.
neuter the other time § midnight. I know what I'll do, id. ‘1 guess they could design it into the clock, so
'"rimelnAnotherTit::ne' ',!’"’*d the buttons ungil i gured why not design it into the clock.” 1 didn’t
Zone was 0:00. Now as far ag e ¢ how to respond, but | also knew that what she had
vas important.
‘Well,”” | said, “that really isn't my problem. | am not
greatest when it comes to high-tech gadgets, and I can’t
ire out how to operate the alarm. I set itfor 6:15A.m., but

When ' he.'d b I
l%ll‘m"”tup._ df ho ~
‘ Al RO eve'y ur.

Never tell a customer your product is ‘“the best"
until you know what they plan to use it for.

_—

At thhpotntlwa;g.etungu “
pset. 1 took -
;@&ug?ﬂrmmmmnﬂmomﬁ':
AmthetTi;rve Gvaydﬁ!cﬂonmmthcm |
Zone,"" reset the alarm ¥
sleewpi‘m - and went back to
the alarm went off at 2:00 A.m slammed
Mmy’hm anl: threw it into my suitcase. .I ‘wamedt ct::
‘m'dovm u:hauandtellhimh»oomewd\edod:
called &ontdeskforaG:lSwak&upaﬂ.lhul::

Upon returning home e
, It
y«mg?d:‘:man that sold it lo(::. A i
Wit ");o; fl;!ill:.w that this was a travel alarm clock? |
e ol hm u 'regllecf; “Then I was wondering wh
»Isaid. “Oh, that lets you know whn)t'
she said

""Oh, that's another feature of this clock,” she replied
with great enthusiasm. “Oh my God,”” I thought.
‘“Haven’t you ever sat next to someone at a meeting or in
the movies who has a digital watch that automatically
beeps every hour to let them know that an hour has
passed?’’ she asked. | told her | had and that | never
thought very much of the idea. “‘Well, your clock has the
same feature,”’ she said.
“That'sit!" 1 said, "I want my money back. Who needs a
travel alarm clock that gives me time in another time zone

and goes off every hour?””
I tried to explain to her that the clock had a serious prob-

lem as far as | was concerned; it did everything | didn’t
need it to do and didn’t do what | needed it to do.
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After refunding e
ey T e s i
asked for theiy e """ 88n. T guess | should
Wh‘”donew:':.::zm clock. Al it prot
N“"""""“"Pmdamm |
Lesson #8
Customers Do Not Buy Your
Products or Services—They Buy
Solutions to Their Problems.




Nine
There Is a Point of
No Return

"D not kick down the ladder by which you climbed ™'
C H. Spungeon

Thaewuomnwommlhwwhombyedmoldns
chili for large numbers of people. They would all flock
to her house especially during the Christmas season for
some of her delicious chili. For several years | was one of
those A

One year | decided that to show my gratitude for such
delicious chili and to ensure that the ritual would continue |
would buy her the largest copper chili pot | could find as a
gift. Since I know nothing about-ceoking-and even less
about cookware, | decided to wait tntil'a Focal' store had a
cookware sale. In fact, | wasn't evén sure youldotild cook
chili in a copper pot. ENLACE  mvg
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Several months later I noticed an advertisement o
cookware sale at a local store. That evening I went to th
store. There were copper Pots of every shape, size, and va
riety ina huge display. I found the largest pot I could firy

Whenl located asalesperson, she was talking on the tele-

Phone. It became obvious that she was talking to a
tomer so I didn’t mind waiting. I think the entire co

tion took 10 minutes. When she hung up, she came toward
me but didn’t say, “"May I help you?'* or Sorry to keep

You waiting.

I was about to ask My question when she said, ““You
wouldn’t believe the stupid questions customers ask.”" |
Was stunned for a moment and didn’t say anything. | sure
as hell wasn't 8oing to ask one of those stupid questions
that customers ask. So | told her | didn’t need any help,
thanked her, and left the store.

alking to my car, | thought about how many times a
day something like this happens across the country, em-
ployees unknowingly committing murder on the cus-
tomers. Management knew nothing of what happened al-
though the stare had Just lost a sale. The employee still has
her job today, probably with a merit increase,

While | had o particular desire to return to the store,
about six months later | had no choice—a friend was getting
married, and the bride wasg registered at the store, As l
headed for the bridal department, | pPurposely went

through the housewares department. As | expected, the

67
There 1s 4 Point of No Returm

A h someone called a bridal consultant, |
i S.'J';n of crystal thebridewasmlleﬁt:. t:e
they were such good friends of mine, | want y'
" acompleleaetofonepmknhrglm.ﬂ::onmlm.l
'mthatnoomhadyetpmchandkedhd uambml
dn’t know they made special glasses for o“h;nm
pid 11l take 12 of them., She pointed to the area

vhere they would be located.

After searching for a few minutes, | located what ap-

Since all the pat-
d to be the pattern | was looking for.
: lo::::edalikepattommdlcouldonlyﬂndeigmglmn

in the pattern | thought | wanted, | thought it best to look

v

is not

It's what employees do when fhdr manager

around that ultimately determines how effective the
manager will be.

y .

esperson the eight and
sal I gingerly picked up giasses end
‘;::iedthemwnh their stems between my fingers until

i ight crystal glasses on
acash . | gently laid the eigh
:l:: coumm woman behind the counter was (yes)
on the telephone,
hl::nsunllke my friend in the housewares dmc:;t:rh:
was talking with a customer, it became o

while that this woman was talking to a fl.iend. m?;.?;
tomer had called to inquire about the recipe for twic

potatoes.

For 10 minutes | learned how to make twoc:;hbasl:::
potatoes—how to scoop out the potato, how m




o8 l‘mlAWhqu-ulnowlhmu(m |

cream and chives to use, and how to rebake them, I
hoping it was only going to be a ane-course dinner,
ltcauedmydvm-pouxpedemh this same store a
beganeoboﬂalilﬂe.lthougm, "Hmalamwlthdght Ty
!alghuaatwapop. looung(orfourmon, and the sal
person has not acknowledged | am even at the counter,
When she moved into the complexities of 5 three-be

mdythh\gthism;apenonevernidmmewuw. Lesson #9

:l’u.' ui;w‘.glrw;‘:uh: nh‘o?::;:; tt:eleaveh:!:ex A Great Mﬂﬂy C“Stomers Will Not
what she suid anl e J 7. 4d ofthesone N Return Bad Service With Ba‘;-t
uc:n‘f.dal::l“cm ﬁimm;?y-iﬁﬂmﬁ“m Behavior. They Are Always Polite
condiumwmldleverretumtothntm.lhavulsotold and Never Get l‘oud’ Causea

B friend | have about my experiences with this store, Scene, or Scream for the Manager.
They Just Never Come Back.




Ten

To Have the
Winning Hand in
a Losing Game

“Take care of the ends and the mams will take care of themselves. ™
Gandhi

his essay concludes with a lesson that we can think of
as the lesson we must learn from the previous nine
lessons—a kind of *‘megalesson’’ on customer satisfaction.
The essay also differs somewhat from the previous es-
says in that it does not tell a story. Instead, it presents a
way of looking at customer satisfaction that enables us to
identify the specific factors that satisfy and dissatisfy our
customers, It is also implementable because it allows us to
decide which components of the relationship must be im-
ed before any improvements in customer satisfaction

can be attained.
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It will take the position that, fromthe customer's point g
view, the major priority of most service organizations

ahouldbewmaketbemwmey'supmmwmmem.
neutral one—a wash; to create the leastamouny ofcustomer

namong all of their competitors,

Anyone interested in the subject of Quality customer
service is undoubtedly familiar with many of the defini.
tions that are around: "Quality service is whatever the
ty service is meeting or ex-

ceeding customer expectations.”” In addition 1o being dif-
ficult to operationalize, these definitions assume that

Customer says it is, " or “Quali

there is a continuum of customer satisfaction:

Figure 1 vaamm

O nd motiva-
oped an approach to employee satisfaction a Aedview.'
ﬂonﬂ;'::m‘"“mh‘t e also view‘:d as a
At the time, employee satisfaction was

Worst Best
Condition Condition
* - —— 0
Dissatisfaction

Satisfaction

The continuum ranges from dissatisfaction to satisfac-
tion, and, at some Point after the customer’s expectations
have been met, they became satisfied customers. Before
reaching that point, they experience varying degrees of
dissatisfaction.

But customers know that it is not this simple—itis poss;-

ble for them to notbeumﬂedbutalsotonotbedimtis-
fied. In other words, customers know that the opposite of

dissatisfaction. And the opposite of satisfaction is not dis-
satisfaction byt simply the lack of satisfaction,

7
110 Have the Winning Hand in « Losing Game

derstand lementing this
As , un ing and imp ting :
:l::ti::ﬁon is critical to achieving customer n"t!.
sfaction. Otherwise we could easily be investing

sources to improve the wrong components of customer

1LY Hon.,

BACKGROUND
erzberg devel-
30 years ago psychologist Frederick H

v

; should be
tart for many businesses .
t‘:xml; cu’xwtomm than the competition.

o

faction to satisfac-
tinuum ranging from dissatis
:::'?l;‘::nmumpuon was that, as management lnm
salari' es, fringe benefits, job security, and so on,
would become more satisfied and motivated. I
Herzberg disagreed. He said that there were acmnlg“ e
separate continuums or two separate groups of factors
fluenced employee satisfaction and motivation. One group,
which has become known as dissatisfiers, causes much dissat-

Mutistun b Wark (New York. fohe
W ) B Mausner, and B e c.,:....ww-uﬁ-v

Wiley & Soms, "A' G&;“‘h m."-“-i’.m:::
ml&m h.mll.‘ ”hm services Bt in 4 somewh
from the ane presented here




of satisfaction and motiv, .
ation >
but result in ittle o ) whe:hmﬂnym

present (e.g., recognity
personal growth, ete), achievement, oppartunities for

9

A DIFFERENT L0o
SATISFACTION it sppasr O MER

' be no reaction. Th

:ewl;oyole::::,grauie t:olhe airline. The n::d‘:(;ul::
: about ]

EXperience would pe a nonc\'eyot::‘.’ i £ o o

2,
In addition 1, what happened in the encounter

Jeeurred. The pilot came off
dren in for a visit,

4o Have the Winning Hand in a Losing Game 75

plus a puzzle book for children, When the flight ar-
rived late in Chicago, an airline agent volunteered to
call ahead to your departure gate totell them you were
on your way and asked for your baggage claim checks
50 he could inform the baggage handlers to ensure that
your luggage would also make the connecting flight.

What would your reaction be to this experience?
Most likely it would be extremely positive, maybe
mixed with some surprise. There might be a letter of
praise to the airline, perhaps mentioning some em-
ployees by name. The next day at work, you might
talk as much about the flight experience as about your
vacation,

3. Your flight arrives late into Chicago and you sprint
4 half mile to your connecting flight on the same airline
only to see the plane pulling away from the gate as you
nearly collapse at the counter. You can’t help but recall
that whenever you are a passenger on this airline they
always make you sit and wait for “‘a few connecting
passengers.”” But they always leave on time when you
are the connectee. You wonder if there is a conspiracy.

You wait in Chicago for the next flight and arrive in
your hometown five hours later. After viewing the
luggage parade for 20 minutes, you find that your bags
did not arrive, You wait in another line, only to be told
your luggage will arrive on the first flight the following
morning,

What would your reaction be to this experience?
Most likely you would be extremely dissatisfied, pos-
sibly even outraged. There might be an irate letter to
airline management, a solemn promise to yourself
never to fly the airline again if you have a choice, and
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an increase in your diastolic blood pressure of 2
points, The next day at work the flight exp :
the only thing that you talk about.

Based on the above three scenarios, the following seems
evident:

1. There are some conditions in every service enco
ter that operate primarily to dissatisfy customers w
they are present. However, the absence of these coi
ditions does not create or build strong customer sati
faction. Like Herzberg, let’s call these dissatisfiers. In
the past many of these were thought of by service
managers as factors that satisfy customers when in re-
ality they are much more potent as dissatisfiers. That
is, when they are not present, the best you can do is
achleve no dissatisfaction among customers, The con-
tinuum for this group of factors is shown in Figure 2.

Figure 2  Customer Dissatisfiers

Worst Best
Condition Condition
3 No
Dissatisfaction Dissatisfaction

In our airline example, passengers might identify
the following as potential dissatisfiers: late flights, in-
sufficient time to make connecting flights in hub air- |
ports, and luggage mishaps. When these factors are
present, as in our third scenario, the airline has pro-
duced much dissatisfaction. However, when they are

|

To Have the Winning Hand in a Losing Garme 7

not . as in our first scenario, the airline has pro-

 duced no dissatisfaction.

2. There are some conditions in every service en-
counter that, when present, can build high levels of
customer satisfaction. However, if these conditions
are not t, they do not prove highly dissatisfying
wtheczsmtom.ul:ty'sall these satisfiers because they
map.bleofbtdldinghlshlevdldmnwmnm-
faction and, if they are not present, the worst you can
do is to achieve no satisfaction. The continuum for this
groupolfactoniuhowninmgutel

Figure 3 Customer Satiafiers

Best
Worst Condition
Condition A
No

| —

Inmnnirllneexnmpleweuﬂgmmdudtﬂ\ehﬂowmg
satisfiers: flight-deck tours and puuleboohfotlht

and happy passenger.
w,ummmm.wmmu\eman

achieve Is no satisfaction.

der-

In summary, the critical point for managers to un
stand is that service is a means to achieving the end of cus-
tomer satisfaction. Thus, it is important to focus on the end
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and not the mens; that is, to determine the sp
components of customer satisfaction and dissatisfact ,
Otherwise, as we mentioned previously, we could he
vesting to improve the wrong things,

IDENTIFYING THE FACTORS

Obviously, for this approach to work, the dissatisfiers ay
satisfiers in the service encounter must be identified. Ye
should be able to obtain this information with relative A
And it should be obtained from customers as well as th 08
employees who deal with customers on a daily basis.

Dissatisfiers

To identify the factors that are potential dissatisfiers, dete
mine thefdlowing:

What are the specific factors in the service encounter

that operate primarily to upset customers when they
are present, but l!wabecnmdwhichonlymmmm
customers not being upset?

Forexample, some of my personal dissatisfiers are; lost lug-
gage, late shipments, long lines in hotels, having to repeat a
request or problem to several employees, mistakes in my

accounts (at a store, bank, etc.), and no cash in the auto-
matic teller,

You might want to think of the dissatisfiers as ““losers’’
because they are the causes of losing customers. They are
the “'must dos and don’ts’ of the service encounter,

Satisfiers

To identify the factors that are potential satisfiers, deter-
mine the following;

) ™~
Have the Wining Hand in a Losing Game

I ..meupecifmlmminmm“::":
- please and delight the customer when 5 e
wsent. but the absence of which only results

s not being pleased and delighted?

i : help in fa-
sampl of my personal satisfiers are
nd.\:zgm:ofph);\esaftcumeuﬁvalatahubair-

. an employee personally assuring me that my order

full
nhippedomimeandgivingmethckmme.mda
sket when | enter my hotel room. ” -
ml;vw:n! to think of the satisfiers as mggd .:!:
,whcncustomeﬂmhighlyuﬁnﬁed.moﬁva :

the
), thereis a high tolerance for problems arising from

They can cause customers to stay even WhiR

: ' happen. However, customers are more likely to

when bad things happen in the absence of satisfiers.

IMPLEMENTATION
ng customer satisfaction in the way suggested pro-

. 4
\des some important and specific strategic and tactical

pOSs:

o
1. Concentrate first on identifying an:“ lhe.n’ ::em::n-
ing the causes of dissatisfaction beca ;o g
tioned, these are what cause customers i
remember, preventing customer dhuﬁ;(‘::io‘:wm
prerequisite to achieving satisfaction. kA
g e e y dissatisfaction
ate the least amount of customer e lisis e
among all of your' comm;s{h:h:;‘mns O
involves

:z:‘:: g:unlz.'You want to continually lose less cus-
tomers than the competition.
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2. Because dimtisﬁeuandutisﬁcmmtwo dist
groups of factors, you will not create satisfied
lomrsbylpendingnmmoneylorrduoe dissati:
tion. This is a critical point. It tells us that, if the ¢
satisfiers are improved beyond a certain poin .
concurrent Increase in customer satisfaction will |

cur. For example, spending maney on a new g 10 Lesson #10

System to cut waiting time from four rings to # Satisfied
rings, or to significantly improve aitline snacks atisfie
have no impact on customer satisfaction. CuStO"fe rs Cannot ?: NO{"

3. Ask yourself the following question: Is this seref Until after They Are

capable of Providing a great amount of customer sat
faction? Can Physical and dental examinations, rety
banking transactions, bus trips, and automatic el
transactions provide lots of satisfaction? Or is the ¢

Dissatisfied. Your Firgt Service
Priority Slf:ould Be to Elfmmfzte :AII
 the Opportunities for Dissatisfying

you can do causing no dissatisfaction? You

forced to admit that satisfaction is not likely and that Customers, because They AreT:,Vhat
yourgonluhouldbetomakethesetvlaupeﬁmu Leave. en
neutral one for the customer—a wash, ~ Cause Customers t.O o

4. Having eliminated opportunities for dissafisf = You Can Invest in Satisfying
tion, you can devote resources to satisfying and ¢ and Dehghhng Them.

lighting your customers after you have determined
that such opportunities exist and what they are.




CHECKLIST FOR PART |

Lessons from Customers
about Satisfying Customers

—v—

are only two conditions under which customers
ge their behavior: (1) when it's a matter of

d death (and even then not in every case), and
if they want to—if they are given a reason to

needs usually come in clusters, not in bits and
leces, The best organizations organize themselves to
isfy clusters of customer needs,

Customers should never be inconvenienced because

of company policies that are known only to

mployees—and do not become known to customers

until they are used against them,

* Customers should never be required to restate their

request or complaint to several employees before

having it resolved.

# If you establish negative expectations for your

customers, you will always meet them.

* Quality service means never having to say, “‘That’s

not my job."’

The delivery of quality service is never the customer’s

. job.

# Customers do not buy your products or
services—they buy solutions to their problems.
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¥ A great many customers will not return bad service
with bad behavior. They are always polite and never
get loud, cause a scene, or scream for the manager,
They just never come back.

» Customers cannot be satisfied until after they are not
dissatisfied. Your first service priority should be to
eliminate all the opportunities for dissatisfying
customers, because they are what cause customers to
leave. Then you can invest in satisfying and
delighting them.

PART

What Customers
Know about
Managing People




£leven
Beware of

Employees Doing
Theri’r V)\,Iork

“Never give an onder that can't be obeyed, ™'
General Douglus MacArthur

henever | visit a strange city, | usually try to arrive
; sometime during the afternoon of the day before |
am expected to be there 50 as not to be rushed. | often go
10 a local mall to visit the bookstores and music stores
here | usually purchase a book or tape to bring back to
‘my hotel room,

On one particular visit it was only a $2.90 cab ride from
‘my hotel to the mall, | browsed for about an hour and was
ready to return to the hotel. | noticed that 1 only had a $50
bill and realized that I had better get it changed because a
cab driver would not likely be able to change it. And if he

87
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were, he probably wouldn’t be o happy about it |
$2.90 fare.
| recall it was 4:50 . m, as lapprached the mall exit
noticed a branch bankjust to the left of the door. *“H A
tunate,” I thought to myself, ‘I stillhave 10 minutes,
ﬁcedthat&hmwmtwoteﬂmwakh\g.onehadf rp
ple in her line, the other one had none. "“Boy, what luck,
thought as I walked up to the teller with no line.
I pushed my $50 across her counter and said, ““Cot
please have change for this $50 bill”** “I'm sorry”” she |
sponded, “‘but you will have to 80 0 the next window,
looked at my watch and replied, “But the branch is
open for another 10 minutes, isn’t §1?** 1
With that she lowered her head and leaned across th
counter in order to get very close to me. ““I'm co
down,” she whispered to me. | had never heard that &
pression so I whispered back, “"To what? If this mall is
ing to blow up or something, 1 want to get out of here.”*
What she said to me next was a surprise to say the least
She said, “I'm fairly new, and our branch manage
doesn’t like to stay much past 5 o'clock. So he has in
structed me to start balancing my drawer at 4:45 and 0
send all the customers to the next window where the telle
is much more experienced than | am. She only takes a fe
minutes to balance her drawer and we're outta here by
5:10 at the latest."
lcouldn’t believe a manager would say such a thing to an
employee, and then she compounds the crime by telling it
to a customer. As | was waiting in the line at the next win-
dow, I thought that in my case such antics really didn’t mat-
ter because I was not a customer of the bank. Since | was a
transient, who cares what | think of this organization? But,
you see, the employee did not know this. For all she knew, |

L
{ paware of Employees Doing Thelr Work

have had $150,000 on deposit and numerous other re-

ships with the bank. A
I alize what a profound lesson in managemen
I :\edatthhbunchbankumilllewmhhm

2 | arrived at a big-city airport to catch a 7 A.M. flight

: .' ' wmupakthcakﬂnedckﬂmmm::gnid:
passe 8mthmnghamnnlothemnanlhb agent.
snately for me there was no one in line. 50 | bypassed

¥ ter.
n andwentdh!cﬂyupwlheu:kﬂc?.un .
| handed the agent my ticket, she said, ""Sir, you wil

.' to go through the line.”" | thought she was joking, but

v

! tely managers
No one likes to fail, and unfortuna
often unwittingly set up employees to fail in the cyes
of the customer,

-~

ooked back to my left and right and said, *“There isn’t any

* With that she became a little firmer and said, “'Please

[ have been instructed that | cannot wait on you unless

ou come through the line.”

) “"Maybe we are on
Keeping calm, | thought to myself, May
“Candid Cafnm “* S0 | retraced my steps back through

the maze, maklngaeoupboﬂeﬁtummddghttummd

1mtoastoybythesigntha!md"l’luuwmforthe

Next Available Agent."* Sure enough, she looked up at me

H “" '!11
e md'onNt;: plane, I recalled what had happened to me

at the bank. Both incidents have some important similarities.
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First, the emplo
et o

M‘“wmmltbmmamewhommm ”
J mm%hbﬂ.&:mnd‘ -‘.

e (g srom the work that we do and to never forget LR
| Lesson #11

Never Allow an Employee’s Work
to Interfere with His Job.




Twelve

Care for More than
Your Customers

"Fail 1o homor people. they fail 1o hovor you. "'

A few years ago an elderly relative suffered a severe
L7\ stroke. She was rushed to the hospital where her life
in danger for several days. After about five days she
to make miraculous improvements, and the doctors
After another five days of continued improvement rela-
tves were advised that little more could be done for her at
th hwplhl.ﬂwywmadvbedtoe&herphceherina
wirsing home or, on the slight chance that she could im-

ave further, consider the possibility of placing her in a
[ ydulthmpy facility for a period of intensive treatment.

9
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{ Care for More than Your Customers
At that time a decision could be made as to whether (o
her ina nursing home or to allow her to return home.

The family discussed the alternatives and decided thal
before a decision was made, she should be examined by §
specialist in physical therapy, A specialist was retained
whose opinion was that she could benefit from a two-we 3
intensive physical therapy program. A physical therapy fa
cility that was located approximately 70 miles from the hos
pital was selected. The patient, in her mid-70s and only 1
days after suffering a major stroke, was placed in an ambuy
lance and shipped to the facility.

Upon arrival she was placed in a wheelchair e
wheeled to the receiving area. After sitting in the receivin
area for two and a half hours, she was told that she cox |
not be admitted because some of her paperwork had nof
been completed by the staff at the hospital. She was place
back in the ambulance and driven another 70 miles back te
the hospital. Fortunately a room was available and she !
put back in bed. The only thing this elderly stroke victin
had accomplished for the day was a 140-mile ambulance
ride and a two-and-a-half-hour wait in a wheelchair.

For better or for worse | had decided to visit her that
ning. [ live 1,000 miles away, and after two plane rides | ar
rived fully expecting to rent a car at the airport and drive i
the physical therapy facility. Fortunately | called fa
members from the airport and was told she was back at
hospital. They also related the above details of her day in
the health-care industry. | was livid as | drove from the air-
port to the hospital.

Whenlarrived at the hospital, | demanded to speak
everyone who had anything to do with what happ
physicians, administrators, floor nurses, social

and physical therapists. | had only two questions: What
happene ? and Who was responsible?

. Needlmtouy,ldidnotmmivemydeﬂnmvemswez
0 either question. However, | did find out a great deal
ther information. For example, one staff member told me
hat foreign doctors are always bad when it comes to pa-
perwork, and that it was unfortunate that the hospital has
0 many foreign doctors. The medical staff blamed the ad-
inistrative staff. Two nurses told me | should write an ar-
ticle on how overworked and underpaid they were. One
nurse pointed the finger at a social worker, The social
varker spent most of her time using the latest psychologi-
gal techniques to get me to calm down. She also told me

v

Customers sense very quickly when emplf)ycfs really
do not wsnt to be a part of the organization.

N

smething | already knew—because of what happened, |
had a great deal of frustration and anger in me that 1 should
lease. So | did. | was expecting her to recommend that |

d How to Be Your Own Best Friend. Finally someone even
mtioned the driver of the ambulance as the guilty party.
After more than two hours of frustration and o&gn-
d conversations, the best they could come up with
that no one knew for sure what had happened u'\'dno
ne was responsible. It was just “‘one of those things, " and
: » al people seemed to hint that something was wrong
orkers, vith me because | was so upset about an elderly woman
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with a stroke having to ride 140 miles and sit two and a h
houninlwheeld\drfornothing.

such was the case. | wish she had been as concerned abot
myrehﬂve‘sphysiulhedu\usbepmmwtobe bou
my mental health,

As!dlwetomyml,lmountedﬂlelppalungev ts
onheday.Obvioualylwnupmabounhecmmy la-
tive was receiving. But beyond that I was overwhelmed by
whntlhadjuﬂgomthmughwiﬂntheuaﬂonhehmpud.
Duﬂngthemﬂrvﬁmlspemwuh!heemploymdﬂni
hospital, two things became apparent: First, not once did
anyone ever say a supportive thing about another em-
ployee or unit of the hospital. It was clear that the medical
staff thought very little of the administrative staff and vice
versa. Both the medical staff and the administrative staff
seemed to have little regard for the social workers. Sec-
ond, not once did anyone ever say a positive thing about
thehoapiwltseu.lnmdﬁutnoonelhadmmwuglad
they worked there,

Sitting in my motel room, | thought to myself, **With
what you have just witnessed, why should you be sur-
prised at what happened today? Under these conditions,
whntoﬂmlevdolancouldyouupect?"

lbeyntohopeﬂmmoondmomdidnmexNamw
mocellwumyhgh\.lfﬂwﬁmtduk,houlekeepin&and
foodmioedcpmuunmnﬂ\emolelgoulunglikﬂhouat
thchospnal,lwmﬂdpmbablybenfersl«pinglnlhem.

Lesson #12

You Will Never Treat Your
Customers Any Better than You
Treat Each Other.




The Medicine Man
Is a Manager

“Don’t equate activity with efficiency.

Ptdudonalsoth«ﬁ\anmmmnnnhohmm
tomers daily. For example, physicians deal with their
customers (patients) everyday. Before too long patients
come to realize that physicians have a management skill
that many managers need to develop.

During the course of their medical school training they
apparently are taught to classify the situations they face in
their everyday work environment into one of two catego-
ries: (1) those that they will be able to cure or fix, and (2)
those that they will be unable to cure or fix. Why is this dis-
tinction so important? Because it enables them to bring the

9
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{ The Medicine Man §s a Manager

APpropriate expertise to bear on
each category, then
g ;hml:mdon to the patient’s well
i 08y here for managers and ¢
For example, 4
» @ physician determi
whethera patient has a medical pm;en:::: o
tion.Aproblancouldbeabmkmbone.
ortonsm&. .Amndiﬁonoouldbundlagy chronie
certainskin disorder ) .
i Po; ; ::incﬂon between a problem and a condition is ay
- One to a physician. Medical problem
cured or fixed " The physician may have to’:vin

to constantly fine-tune and maintain i delicate balance

he patient can function normally.

For our purposes it is important to note that a physician
wever try to cure a medical condition because he or she

that conditions cannot be cured and that trying to do

0 Is & waste of both time and money.

A MANAGER'S PROBLEMS AND
CONDITIONS

1 the idea of problems and conditions be useful to man-
agers? The answer is yes, [t seems that the majority of man-
agers have been educated and trained to perceive them-
selves as problem solvers. They are there to solve the
problems of the business,

Examples include replacing a department manager that
just resigned, locating a new sales office, investing in new
plant and equipment, and deciding whether to add a new
wing to the school. Like solving medical problems, solving
management problems might take time, require a great
deal of analysis, and be very complex, But once the solution
has been decided upon, the decision made, the new man-
ager hired. the sales office located, and the piece of equip-
ment selected, the problem is solved. Like medical prob-
lems, management problems have solutions or af least
specific end points where decisions must be made.

But when managing people, managers face another set
of circumstances that are really not problems. They have no
solutions or specific end points where decisions must be
made,

Examples include encouraging peak performance from

condition, : = oyees, changin 8
N, often with the help of the patient. Together they ;:l empl b iy sﬁmy mpr::\; pmduc.t:i‘ty .
& product or service q ’ ==

———

While most managers are trained
as problem solvers
the majority of situations they now face S
resemble more what 4 physician would descrit
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designing a flatter, leaner, and more flexible
structure. These and similar situations are not n
the medical sense, they are conditions. They are a lot
allergies and psoriasis—they never go away. A :
cannot cure or fix them, and it is here that managers
learn something from their physidans,

The lesson is this: Physicians cure medical problems an
treat medical conditions. Cure is another word for solve,
freat is another word for manage. Therefore, managers
solve the problems of their Job and manage the conditions of t
job.

The key, of course, is to know the difference. It's clear
that physicians do, but not clear that many managers do,
especially since most managers have been trained to be de-

cision makers—to gather whatever information is available
Or necessary, develop alternatives, select an alternative,
make a decision, and seek closure. As aresult, we see many
managers doing something their doctor would never do:
They try to cure conditions, For example, | know:

* A corporate planning officer who tried to “cure”
the condition of strategic planning by purchasing a
copy of a particular business best-seller for all
corporate officers,

* A retail banker who tried to ““cure’” the condition
of implementing a relationship marketing
philosophy in the bank by simply changing the
title of the installment lending officers to personal
bankers.

* A college administrator who tried to “cure’’ the
condition of recruiting and maintaining a quality
liberal arts faculty by reorganizing the college.

103
im'w‘mmhlm'

o A marketing director of a credit union ::?;:::n t:
“cure’”’ the condition of developing an o
a selling philosophy throughout the o“rgl;r s
by issuing specific sales goals,lo custo i~
personnel without a moment's training
: — to “cure’”’

. Ahumanresourccdimctorwhome:i‘ xm‘mmby
the condition of motivating peak perfo P
purchasing a copy of a business best-se o
60-second solution for all sales office managers.

SEPARATE YOUR PROBLEMS FROM YOUR
CONDITIONS

did
Doing what the managers in the pm;dingnfm i
and nothing more is a waste of time an ::u:hcy;, oo
hysicians, good managers must separ;
rheir job from the conditions of their job,
It is a critical skill because:

1. The newest and most frustrating parts olf ::): lﬁ.
' nager’s job are the conditions they mus! pa—-—
. Asl‘:ro when the manager is under pressun;.un o
t‘g:;zery tempting to try to apply a cure‘i ;a:vﬂ:e qu;‘my'
often a quick fix. However, product an e s
strategic planning, pe:l‘c“z:;&l;y:: dpdmum wiip
:i:;?:ft:;ct:gc:red or solved. They do not go away.

i uire problem-
ting conditions will f\ut req ey
2-‘;‘;;“ ;e?hodu such as statistical dedsionﬁma:cu;gl
:)chnf‘ueq computer decision mod.els, orm na
control methods. No, treating conditions will require
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Mmanagement and leadership in the

medical conditions, the co:dtiom t:'vu:s;o':n:;
quire constant attention, fine-tuning and main )
a c.ielkate balance, as well as the realization that
thing will never be as it was before the condition a

Lesson #13

Do What Any Good Physician
Does: Separate the Problems of
Your Job from the Conditions of
Your Job, and Never Try to
Cure a Condition.




Fourteen

We Don’t Know
What It Is, but We
Love It When We
Get It

“You fust set the work before the men and have them do it "
Henry Ford

Very early one morning a few years ago | boarded the
first of four flights in Seattle. 1 was bound for Lex-
ington, Kentucky, by way of Salt Lake City, Dallas, and At-
lanta. | was hungry and was hoping for some breakfast, |
asked a flight attendant if breakfast was being served, and
she said only orange juice, coffee, and peanuts were avail-
able. Since | ordinarily don’t eat peanuts for breakfast, |
declined.

| boarded the next flight in Salt Lake City, which would
take me to Dallas, By now | was very hungry. Unfortu-
nately, the only food served on the flight was peanuts.
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et popcorn in the Atlanta

dered, i
o Wh:) is this Buy? when he brought it to my seat. He
wm‘msheda 2 u the flight crew lounge, which was equip'ped
i Crowave oven and Popeorn for use by flight

n flights, and Prepared the snack just for me g

lar ex »
“T'm :: :’:"- "‘:‘9 With an organization? One where they say
& to get that person’s name and write a letter tc;
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company telling them what a great employee they
" Not very many if they‘re like me. In fact, they can
bly remember each one they’'ve had in the last few

rs.
I think it's safe to call such incidents “'peak perfor-

mances.”” But more importantly, what do these peak-
performance experiences have in common? If quality of ser-
vice is an important issue, and it appears to be, then this

guestion is an important one. As far as most customers can

tell, most service employees are operating on minimums,
The ramp agent in Atlanta was operating on maximums.

WHAT IS A PEAK PERFORMANCE?

What do all peak performances seem to have in common?

In all that I can remember (and | suspect in all that you can
remember), the employees chose to do what they did; they

did not have to do what they did. The ramp agent would still
have his job today at the same level of salary if he had cho-
sen not to do what he did. He chose at that moment to per-
form far beyond what was necessary. No one was supervis-
ing him, measuring him, or looking over his shoulder. But
when the need arose, he voted for the customer and the air-
ling, not for himself.

After similar experiences, many managers ask, ““Why
can’t | get the people in my department to do that?”" or
"Why can’t we hire people that do this?"* However, when
asked what ““that” or “‘this"’ is, they usually say something
like "I don’t know what it is, but | know it when [ see it.”’

The Components of a Peak Performance

What is ““it"’? The foundation of all peak employee perfor-
mances is discretionary effort, the difference between the
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maximum amount of care and effort a person an b
their job and the minimum amount n tokeep

being penalized or reprimanded.’ Thus, the formula
peak performance fs;
The Peak Performance Formula

Acceptable + Discretionary " Peak
nce effort performance
Think about it. What a customer gets from an employ

in & peak service encounter requires discretionary effort:

* The “choose-to-do’* part of the job, not just the
“have-to-do”’ part of the job (acceptable
performance),

* The difference between the maximum possible
and the minimum acceptable,

* The difference between what we know we can be
and what we are

What Are We Selling?

The concept of discretionary effort is a critical one for man-
agers in service industries. It is the common denominator
of peak performance. We must never forget that service
businesses do not produce—they perform. They do not sell
“things”; they sell human performances. The majority of
complaints that come into GM are not aimed at people—
they are aimed at products. But the majority of complaints
that come into an airline, educational mstitution, health-

mwddwmmum“ﬂhm“bnmwwhuﬂm
Lemnerweahr in et Putting the Work Etbic te Word (New York: Public Agends Foundation
"3 p 1 Mwhhmthruﬂmhmvmcnmlmn

' 1
[ We Dan't Kinow What It I, but We Love HWhenWe et It 1

arganization, or financial institution are not aimed at
ucts—they are aimed at people. .
is is the key difference between a froni- .
obile plant and a front-line job ina mdmmhmuon
manufacturing plant is dominated by lo:: s
. The employee on an assembly line has lit d:ntmlm *
on over how much or how little effort is e
That was the genius of ?*mm.::[y:::tm saripe
need for commitment, motiv 3 i
.' -discretion job, it really doesn
2 ’olovecb. o ;‘::isfkd, committed, or motivated, as Iongma:
lheg do their job. An uncommitted, dissatisfied person

—v—

1 big difference
awledge workers there is often a big
“‘choose-to~do"* part of a job,

-

little negative impact on
low-discretion job probably has o .
the organization. ww'-dlscmion jobholders can be super
vised into being effective.

This is not the case in service Wmiom
nizations are dominated by high-discretion . .m od
ers have a great amount of discretion mocr.;chhey 2
much or how little effort is dcvou.'d to work. o i
of the new *'knowledge workers,”” and they ¢ %
pervised into being effective. An unnwﬁval'ed. uncommunm
et :zate Sigh

ization, In o ;
:‘t\t,:ndanted 01 :)?\a: given day is a rude airline. An unprepared,
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incompetent college professor orbank loan officer is an 1
pPrepared, incompetent college or bank, respectively.

A Different Kind of Work Force

Today’s manager faces a different kind of wark force. Ag
result we cannot apply rust-bucket industry concepts o
quality control to service industries. Yes, airlines can

sure on-time landings and lost luggage mishaps. Other ser-

vice industries can measure and ntrol how many times a
phone rings before it is answered, whether customer-
contact employees smile, and other easily measured as-
pects of service delivery. Unfortunately this is only accept-
able performance. Customers expect their flight to be on
time, their luggage to arrive when they do, their bank state-
ment to be correct and on time, and money to be in the cash
machine. However, they don’t expect airline employees to
make popcorn for them or to hang up their garment bag.
And as we have seen, it is these discretionary acts of em.
ployees that constitute a peak service experience and ulti-
mately create loyal customers.

When your services are the same, you will beat or lose to
your competition on the performances of your people. If

ceptable. The ticket into the game is acceptable perfor-
mance. The winner’s edge will 80 to those organizations
where peak performance is the only acceptable
performance,

The implications for Mmanagers in service organizations
should be clear. Management can always control the aceptabie
mlvmmurpaﬂo!lhepeukpafunnnnoeformuh. In a low-
discretion job this is the largest contributor to peak

13
I We Don't anWMltl-.WththanGGdN

nce, (In fact, they might be the ssme.) l:o:e.v:rmg
high-disc : anc
_ iscretion job, acceptable perﬁ:rz“ i

tributor, While managemen
i . it can only influence discretionary effort. Tt

nce, but must ex-
e and kcmptaucpcﬁw :
memlp I::lunleash the discretionary effort of high

| hat a

n Iders. We know t
mmphhlc':::oomam. but only comm
: to choose between the organiza-

uthority can produce
itment produces dis-

When employees have
tion, the cu::omer. and themselves, which o

ail? The called-for action is not in their job description.
v

ne will pre-

—

Most service businesseg sell "b'r;'nu:‘ ;::r;o b:gzs”.u
Thus, when your services are ihe s | .
win or lose on the performance of your people

> —

They do not have to do it. 1f they choose to do it ;fs:;‘yvmz
the organization or the customer, you havedz:ws mormaeir o
culture, an organization where everyone

work.

ACHIEVING PEAK PERFORMANCE

dition fora
ivi effort is a necessary con
lnffmnndu‘ml :ehccr:lt::::w High-discretion emplo;hee‘; doing
ﬁfe;m work requires discretionary gffo‘:‘.ns : n'm\-s ¢
agers in service organizations and semce.k desirin
nce culture must encmn'asg‘;.-dpi:‘:cl'e mpeﬁowrmame“m'

rforma .
f:;d avoid doing things that discoura
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Encouraging Peak Performance

One way to think of the difference between the maximy
possible and the minimum acceptable is as a commitmy
gap. Such a gap exists when employees operate at mig
mum levels because they do not have commitment to the
job or to the organization,

What do knowledge workers want from their jobs? Th
Public Agenda Foundation found these top 10 qualities:*

(1) Working with people who treat me with
(2) Interesting work.

(3) Recognition for good work.

@) Chance to develop skills,

(5) Working with people who listen if you ha id
about how to do things better. A

(6) A chance to think for m If rather th
instructions., o e

(7) Seeing the end results of my work.
(8) Working for efficient managers,
9) A job that is not too easy.

(10) Feeling well informed about what Is going on.

ltisinwtuungtomdmiob ;
security, benefits, and
paydidmnmakeu\etopw(alﬁwghnwywmmthewphg
Yet many middle managers who follow the low-discretion
modclsulldmlwuhmpbymuifmﬁty, benefits, and
mmymthemﬂywnystoammgepmkpﬂfmmm.
As was mentioned, a true performance culture is one in
which everyone does their best work, and it is manage-

i p 2
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s responsibility to create the environment where ev-
sne wants to and is able to do their best work. The fol-
ng five actions will succeed in encouraging individual
mitment and peak performance:

* Tie compensation directly to performance that
enhances both the efficiency and effectiveness of
the organization or unit.

* Give tangible and public recognition to people
who perform beyond the acceptable level. (1 was
notified by the airline that the ramp agent’s
performance was recognized and rewarded.)

* Accept completely the idea that employees should
share directly and significantly in overall
productivity gains (however defined).

* Encourage joint participation (management and
employees) in defining recognizable goals and
standards against which individual performance

can be judged.

* Provide special attention to as well as training to
deal with the problems and difficulties that middle

managers face in supporting and implementing
programs of change in the organization.

Discouraging Peak Performance
Certain actions will discourage individual commitment:

« Allowing situations to develop where the interests
of employees run counter to the well-being of the
organization. For example, by introducing new
technology in a way that threatens employees’ job
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security or overtime; by introducing incentive
systems that exclude groups whose efforts are
needed to complete service delivery; or by pitting
one group against another who are involved in
serving the same customer group.

* Trying to increase productivity or improve service
quality and not being prepared to accept the cost
of doing it.

* Permitting a significant gap to develop between
management rhetoric and the actual reward system,
Nothing fuels employee cynicism mare than
management blindness about which employee
behaviors are really important.

. Pmamdingortryingtomidudempbyeeslnto
believing that programs designed to increase
productivity are actually intended to increase job
satisfaction and employee morale; nothing breeds a
greater mistrust of management.

* Providing perks, bonuses, or privileges for
managers that widen the gap between them and
those who do the work. Never provide
management bonuses when some employees are
being laid off.

In conclusion, it should be clear that the assembly-line,
low-discretion management model is out of step with to-
day’s knowledge workers. These educated people want the
satisfaction of knowing that their work is respected and
was competently performed. Ultimately customers will
know whether management is succeeding in producing
commitment among high-discretion jobholders.

Lesson #14

The Most Important Parts of
Employees’ Contributions to the
Goals of Your Organization Are
Being Made at Their Discretion.




Fifteen

Everybody Wants
to Be Som};body

“There are no bad regiments, anly bad colonels.”’
Napoleon Bonaparte

Most businesses promote their products as if most
customers are motivated by a drive toward their
mental picture of themselves operating at their personal
best (their “‘ideal self’’). In other words, they assume
that most customers really want to be all they can be. But
how do most managers feel about their employees on this
same issue? The answer to this question is an important
one for a manager to ponder. It is important because the
assumptions managers make about the people they man-
age will obviously influence the managerial approaches
they use. This essay tells the story of three managers who
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complishment of it often achieve great things. They
envisioning our goals, writing them down, con-

utly referring to them throughout the day, and rehears-
future is a self-development technique practiced by

sany achievement-oriented individuals as a method of
motivation. In fact, there are many athletes, actors, ac-

‘ , and public speakers who have used these tech-

nikques successfully for years.

~ Isit possible that such techniques also may be applicable

{0 groups? Apparently the above three managers believe

they are. If such techniques are applicable to groups, they

could be useful to managers who are faced with the task of

better results from people—and fast.

getting
Actually, we should not be surprised that effective man-

agers have a vision, an image, of exactly what it is they want
fact, there are those who agree that all the planning

todo. In
lnlheworldlswoﬁhlessunlusthmisMavidonol

greatness,
Exactly what is a vision of greatness? It is at least two

things:

e A clear image or picture of what you want your
organization or part of the organization to be.

e A focus on what you want to achieve—not
necessarily how it will be achieved.

believe that the
i g be;.)eople they munage really want to be.
The first i
W ﬁmfn;hn;ger s:'orkcd in the operations area of a be
sy g 152 ““back-room” part of the business
¢ department ever meets face-to-face with ¢ nt

in :ny Industry in the world. "
mwmt:mlwa:mafmmdmtwhum nly
herm’y appoin manager of the branch of
- banLﬂS:elnvihdnwinmhexolﬁoe. Af::st::dngam
B timesbomm dOpmedme the middle drawer of her desk Ta
i drawer was the following: *"The aervi‘:d .
mum customers of our branch will be demomtram
better ‘a;zvbmﬁ:olanybmkinthedty.“ %
, Finall. ’yl.ou years ago | was conducting some group i
erview research project | was working on. One '::r':

This clear image of what you want is then used to orga-
nize and instruct every step toward its achievement. Note

that the above three visions of greatness qualify on each di-
mension. meyhcmonwhatlhebmh\morunitofthe

gists and 4 -
human pmexm‘jupemareprenymnchamw

8

business wants to be and provide very clear direction for




oping your own "vision of greatness, '

th s
they canbe. O CUT People really want to be the

——

A basic premise of the hy
marn- :
that rehearsing our fityre o’m‘ﬂ"h{ movement is
soal can greatly improve indi
Some managers are Successfully applying such
techniques to groy

—

vision of great-
eir people want

ness?

pearrepeatedly. The vision must beach

tional
ancf, most importantly, it must be

| Everybody Wants to Be Somebody

the exception, and, as one manager told me, (c) ““peo-
ple want to do more than just show up for work.”

But while the vision should “streich” people to-
ward greater performance, it must at the same time be
realistic and achievable, In other words, it should
open a vision of new opportunities of what could be,
but it should not lead the organization or unit into ven-
tures far beyond its capabilities.

2. Make the vision motivational, There seems to be
unanimous belief in the motivational power of a vision
of greatness. Apparently the image that such a vision
creates inspires action and fuels motivation among
other managers and employees.

[t appears to provide a shared sense of purpose out-
side the day-to-day activities taking place within the
organization or unit. Therefore, such end results as
sales volume, return on investment, new accounts,
market share, and expense reductions can be viewed
as the result of the pursuit and achievement of a vi-
sion, and not the vision itself,

Otherwise, the numbers are the vision, When | asked
the bank CEO what purpose his index card served, he
replied, ““It tells me and everyone else in the bank why
we get up and come to work in the morning.

3. Make the vision a crusade for customers. Customers
should be critical in focusing your vision. The best
statements of vision do not mention end results such
as profits, costs, sales volume, return on investment,
market share, or the bottom line. As in the three vi-
sions cited earlier, many managers make them cru-
sades for the customer, a cause that ts worth pursuing for
its own sake,
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Commendngonhavhiondmgmm theb
branch manager told me, *"The only reward most empl
ees usually get for all their efforts is that the bank
more money. | believe people want to commit to someth
bigger, at least I do.”’

Thmisnodoubmuuheeffomdemploymm n i
portant competitive weapon for any organization in |
day’s environment. Having employees who are willing
Bothe extra mile for the organization or the customer wh
that extra mile is needed may make the difference.

50, if you believe that most people really want to be t}

prove individual performance also may work to imprg
ﬂ\epetfonnmofgroupszaclurvidonofwhatyon ar
to become and constant reference to it

When President John F. Kennedy declared: ““We will U
aman on the moon before the end of the decade,”” all Amen
icans clearly understood his picture of the future, and -
sands of government employees couldn’t wait to get up the
nextdaylogohelpmlkeluuamy.

Lesson #15

Most Employees Want to
Commit to Something Bigger
than the Numbers.




Sixteen

The People Who
Write the Ads Don’t
Have to Meet

the Customers

* “Surprwses” are & canbinal sin. Sev aach busmess situation for what it s
and ot through one’s emotional glasses of what one might like o see. ™
Regimald H. Jones

ecently, a friend of mine went into a bank to make a
deposit and purchase some travelers checks. She was
waiting in a line behind three or four other customers when
another employee some distance away volunteered to wait
on her. My friend was impressed and pleased by the em-
ployee’s effort and was planning on thanking her before
she left the bank.

After she had made her deposit, she mentioned that she
wanted to buy some travelers checks, She: could see a visi-
ble change come over the teller. My friend assumed that the
teller was upset because she was about to inform her that
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chec:vsould have to go and wait in another line for travelors businass. on the sealities of human perfor-

X v , On lelling

'l‘ll th v ’ MANCEeS

Cmebogy i o ot my e vl Honry s, o ot 1 bl o,

. There are currently many executives in service industries
who are pledging to their customers that quality is impor-
tant. Unfortunately, in far too many cases, all that is in-
volved for the executive is issuing directives and memos on
the subject while expecting someone else to follow

mmmwb
Hewmmmhhmwomadammmgdmi through. As my friend found out when she tried to pur-
'domybnldnghllhwwﬂhaml Although chase travelers checks, all of the advertising about quality
stopped by to see him on my way home. I woald 4l service, friendly and helpful personnel, as well as all of the
WMWW.MW.&WM wldldﬁ”"'?b management memos, directives, and rhetoric, can be a
Ukeumtbanks.thhonehuovuthe'yem. e waste of time, energy, and money if the front line doesn’t
its advertising the high quality of service 1 o s 0 In believe it. We have seen this problem in several other places
customers. In addition, the friendliness s b C" (O it8 in this book. The reality of what is delivered differs greatly from
its customer personnel are mﬁmewm of what management thinks reality is.
:‘;:my head over the TV and radio as wen“yfhmtlshthe Most managers know when change is necessary. In
. other words, they are skilled in identifying and diagnosing
It was during one of these the need for H skills
advertising cam ‘ change. However, while these are neces-
o T e e e s
day. He was perspiring i """sﬁ"P“'“‘“"ﬂysood Sooner change peop
"WlmmP:ﬂuu;e fm:&dyh:“;ﬂ.un& e lon his face. somewhe:e' l:‘:l:; mzmizm :: lp‘:;hmﬁon‘;
: Pful people I just is usually those who deal with customers, clients, patients,

heard abauton!hendio?”l certain/
! said smartly, i

antbetheumebanklhatmeywuetalkiyn mt I’ 4

viusly at the wrong bank. Excuse mer” e

or students) must change their behavior. They must either
do something differently, or stop doing something and
m‘;‘:m‘h"'""ﬂo‘mm.ng ek, What b start doing something else. They must change their skills,
e . ot e the g s e TR g et om0 el

. 1 . ‘nd the ! )
don’t work out here!”” What a statement onp;:.;'::;n';: : m‘:‘:”: 'm!v::y"',"d" wﬁlvau m“” s u'

NENTHO DF INFORMAL
TUNGAGIGN ALTTRRATIVA

ENLACE M1
oiTO « ECUAROA




Amnqumcumufmamm
Thenmthmefuctouthatwminﬂuencethemtmm

L. The leadership climate in the organization Every orga-

nization has a work environment or climate that

agement assumes change is for everyone in the

Organization but them, Everything else in the process

may be done
o correctly, but the critical ingredient is

what numge;nent wants to change portan
. to A
mtanus ::at achange in one factor mustjl.::m‘z !ibl:
e others. For example, trying to lmpl':mem

{ The People Who Write the Ads "

an innovative reward system in only one part of the
- n will usually have effects outside that area
- and they will usually be negative ones,
3. Theorganization culture. Probably the best definition
of the concept of organization culture that I have ever
heard is, “‘It's the way we do things around here.”
Culture is the web of values, shared beliefs, as-
sumptions, and behaviors that employees of an orga-
nization acquire over time. In many ways it is similar
to an individual's personality. It is the traditional way
that people have always behaved at work. The title of
this essay tells us clearly that any attempt at change
that runs counter to the and attitudes of
employees is likely to be resisted. When there is a large
discrepancy between culture and change, it is likely
that culture will win and change will lose.

Implementation of change that does not consider the
limits imposed by the prevailing leadership climate, organi-
zation structure, and culture may amplify the problem that
triggered the need for change in the first place. In addition,
the potential for subsequent problems is greater.

Strategy for Implementation
The more successful instances of change in of
all sizes are those that involve lower-level groups in the
process of either: (1) defining the problem and alternative
solutions, or (2) defining solutions after higher-level man-
agement has defined the problem. In other words, those
who are expected to implement the change are involved in
planning for the change. This holds true for changes rang-
ing from the design of jobs, new technology, and quality-
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improvement programs, to entire .
gle company and mergers of difierent rai g < ]

M"M.M"mmlemenﬁnsdm&,h 3

popularand involves the joint efforts
subordinates in the entire process, Ummbtedy it app l

: 2
0 our sense of democracy and faimess. But this st

—
Advertising, management memos
. Y , directives, and
rhcmm' @re a waste of time, energy, and money when
mm‘quumwwfumb
different than what management thinks it is.

.

mnmmhufwmz?ﬁmmmydunpeﬂm

1. Do the employees want to be involved? There
situations where, for any numbu?muomh.:;m
mte]yn(:" such as doing their own work, Unfortu
tation 1 oy instances the employees view the invi-
wmplﬂidpueu"ubde(butnouoomblle)n.
ooluﬂo:y.lmd gement to manipulate them toward a
ment in effecti o ined. Trust is a critical ele-
Miateof e s hgement. If the ledessitip o).
uﬂm‘:’. debon has created an atmosphere of

ployees will be viewed
most likely will be mz‘m.m in cynical terms and
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2. Areemployees willing and able to voicetheir ideas? Even
if they are willing, employees must have the expertise
hmmeupectoﬂhumlysh.mtedmhlpmblems
associated with computer installation or au
pmauamaybebcyondﬂwminh\gofﬁvnuinew
sannel, yet they may have very valusble insights into
the impact the change will have on their jobs and on
the customer, patient, client, or student.

3. Are managers secure in their own positions? Insecure
managers will almost surely perceive any participa-
tion by employees as a threat to their authority. They
might view employee participation as a sign of weak-
ness or as undermining their status. They must be se-
cure enough to give credit for good ideas and to give
explanations for ideas of questionable merit. In other
words, the managers’ personalities and leadership
styles must be compatible with the shared approach
to implementing change if it is to be successful.

4. Are managers open to employees’ suggestions? If man-
agement has predetermined the solution, the partici-
pation of employees will soon be recognized for what
it 5. Obviously management has final responsibility
for the outcome and should control the situation by
specifying beforehand what latitude will be given to
employees, Management may define objectives, es-
tablish constraints, or whatever, as long as employees
know the rules prior to their participation.

If the answer to any of these questions is a definite no,

then there will be a limit on effective participation by em-
ployees. In any case leadership style, formal organization,
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culture, and characteristics loyees !
: .
mﬂl&ahiugﬂnmﬁnchan;;?:eu -

Lesson #16

When Implementing Change,

Never Confuse Management
Desires and Policies with Actual

Empl(’yee Pe’fomnce.




Seventeen

Feelings Always
Influence Feelings

“One must never excuse oneself by potnting to the soldiers. ™
Blame Montiuc

S everal months ago a friend of mine was waiting his turn
at an automatic teller machine. There was a couple in
front of him who was also waiting. When it was their turn,
the man asked the woman, who was his wife, for her card.
She fumbled through her purse and gave it to him. He in-
serted the card, punched in the numbers and waited. In a
few moments the card was returned. Apparently there was
not enough money in the account. He cursed and tried the
procedure again with the same result. He took the card out
of the machine, handed it to his wife, and said, ““Your bank \
stinks!”* His wife replied, *"That’s not my bank, l only work '

137
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there.”” My friend thought to himsell, ““Boy, | sure am gla
I won't be asking you for a loan tomorrow morning.**
A few months later | spent a day with the president of
bank while attending a seminar. The seminar was in a fa
away city, but | remember thinking after our conversat
that the bank president and the woman mentioned aby
could easily have worked for the same bank.,
It seems that the bank president was upset because of thy
dismal sales results the bank was achieving with t
introduced product. We talked for a while about it and
about some of the possible causes. Finally he said, “Is
sure [ know the cause—my CSRs [customer service repres
sentatives) stink, and my tellers stink. ' ,
Iremember thinking, '“Maybe you stink.*” Here was, I'm
sure, a reasonably intelligent individual who is probably &
very good banker when it is time to make a loan or select an
investment. He would no doubt stand up and take
for any success his organization had in these areas, But take
his banker hat off and put his manager/leader hat on, and
the results are different. Somehow in his mind the odor and
stench that permeated the entire bank somehow stopped at
his door. He was the president but was not responsible for
and could do little to get rid of the odor. He was very much
like the woman standing at the automatic teller machine,
Neither of them was responsible for what went on in their
organizations. But this guy was the president. It was clea
to me that there was very little leadership taking place in
either organization, |
Both of these incidents reminded me of a distinctly new
aspect of work, especially in service businesses, the “‘feel-
ing™ or “emotional’’ part of the job, Karl Albrecht aptly de-
scribes it as “emotional labor’* in his book Al America’s

Service.' Emotional labor is any kind of work in which the
employee’s feelings are part of the job, Thutlon.t. feelings
‘gan influence job performance in such cases. This is why 1 |
would not want to be a customer of the bank whose em- |

s why | wanted to tell the bank president that | was not at

of emotional labor. Sales professionals, complaint man- |
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ee my friend encountered at the ATM machine. And it &

all surprised by what was going on in his bank. With his
attitude toward the bank’s employees he i fortunate the
employees show up for work in the morning.

We can tell employees how to dress, how to behave,
what to say, and when to smile. But there is one thing we
cannot tell them, and that is how they should feel.
Customer-contact jobs in particular involve a high degree |

agers, lost-baggage personnel, college professors, most | ]!,\
bank employees, flight attendants, restaurant servers, tele- |
phone operators, grammar school and secondary school
teachers, police officers, nurses, physicians, and social il
workers are a few examples of jobs high in emotional J
labor—where feelings can influence performance. In fact
they are often the sum and substance of the iol? itself. ' |
The important point of course is that negative feelings
can spill over onto the customer, passenger, student, cli-
ent, or patient, thereby contaminating the quality of the
service delivered. Service businesses sell human perfor- ’
mances, and feelings influence human performance. Nega-
tive feelings can show up in employee apathy (undqu?t»
edly what the bank president is up against); hostility
toward customers; indifference toward the job, the cus-
tomers, and the organization (*“That’s not my bank, | only

"t Albrecht, A? Amervos s Servey (Homewood, Hl; Duow jones-Erwin, 1988, pp 111-14
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if he
| much to tell the bank president lh?t.' '
te:’:::eyn of Delta’s best flight attendants, within six

Bon uld
me f working in his organization they too wo

m&thv.v:m his emgloyees need is more management and
leadership and a lot less administration. Once again, we

gan tell people what we want them to do, but we can’t tell
them how to feel.
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work there.”’); aloss of interest in the qualityof one’s
and an overall I-don’t-give-a-damn attitude.

Atthe close of my conversation with the hank preside
he seemed to have resigned himself to the fact that his
CSRs and tellers would alwaysstink. The only solution
could think of was a quick-fix one, which he knew |
could never implement. He seemed to be fantasizis
when he said, **“What | really need to do butknow |
could is hire only former school teachers andflight a
ants for customer<ontact jobs. They love to help peop
and have nice personalities. And they wouldn't give
any headaches.*’

= NP

Managers can tell employees how to dress, shake
hands, behave, smile, and what to say, but never,
ever, how to feel,

—

This man really believed that is all he would need to do to
solve his problem. Note, it required nothing from him but
the exercise of his power to hire and fire. To him that was
the essence of the managerial job. Management in this or-
ganization has become little more than administration, This
Is not only the case in many banks but in other mature ser-
vice industries like utilities, hospitals, insurance compa-
nies, hotel and motel chains, and restaurant chains,

But when the quality of the service delivered, and ulti-
mately the performance of the organization, is influenced
by how employees feel, employees need more from their
managers than rules, policies, procedures, and directives. |




Lesson #17

How Your Employees Feel Is
Eventually How Your Customers
Will Feel.




Eighteen
Managing the A"
People

The time fo repatir the roof ts whert the sum is shining.
John F. Kennedy

I had landed late at a hub city and missed my connecting
flight. There was another one in four hours, so | de-
cided to try my luck on a commuter airline that had a flight
leaving for my destination in less than an hour.

All of the check-in counters for this airline were located
in one area, so | waited in line in front of a sign that listed
the city of my destination. After about 10 minutes I was
told that this particular flight was an earlier one that had
already left and that the passengers for the flight | wanted
were being checked in at another counter. After 10 to 15 min-
utes at that counter, the agent told me my flight check-in

145
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had been moved to another counter. | went tothe
counter,

I'handed my ticket to the agent, and she said, “Sir,
should check in at the next counter Now since the
counter was part of her counter and she could
reach over and touch the computer, Isaid, *‘Look ldy,
a Customer! This is the third line I've waited in and I'm
waiting in another one. | am a Customer! You take two
to the left and check me in. "

She was a little startled, but she did what | reyg
When she handed me my boarding pass, she said, “Sir,
try not to use the "C” word around here.””

“The 'C" word, "’ | thought. So that is what | had
“The Big C.”" | wanted very much to tell her since we w
using code letters that she was the A’ word, but [ deci
against it,

Instead, | couldn’t help but think of the incredib
managing-people challenge U.S, managers are facing
customers are becoming the “C** word in a great many
businesses.

We ended Part [ of the book with a kind of summary les-

San On customer satisfaction. It seems appropriate to end.

Part Il with a summary lesson on managing people, It seems
that an important question at this point is, ““Are there any
commonalities involved in managing people in the ‘Decade
of the Customer” that managers can agree on?"’

During the past several years | have had the opportu-
nity to speak with or interview hundreds of senior execu-
tives, most of whom are considered successful by their
peers. The topic of managing people always comes up.
There appears to be three clear commaonalities about man-

aging people that continually dominate the discussions in
one way or another:

Bighteen | Managing the “A™ People l

change is a permanent part of the environnf;;:c la!dl: :}sto h: |
great metaphor for managing people in the i |
Customer.” Adapting to change requires org

. » 2 '
rafters) understand that managing in today’s environmen

W

(1) Any change must begin with you.
() It's a different job. ’ |
(3) You can’t do it alone.

CHANGE MUST BEGIN WITH YOU |

one who has ever gone white-water rafting knows that

that are flexible and responsive. But the best managers (and I

izati |
involves more than steering the orgamnlmn' [:::: ,:J;:bg:
“blue-water’’ condition through a turbnlm? e l ]
another stable condition. It involves managing in col . I |
“white water”” and turbulence&?ne{C:?d e:zr:;\n;nnzedw wide ‘ |
Il when he told me, “We are being fo |
::\2 old tradition. We don’t have time to move people cf’ron: Al
the bottom to the top. Today we have to go out and ge |
na who are ready to go.”’ '
mOnﬁe;:the most important, alt?\ough subtle, dag‘e:n;he: I
between effective and less effective managers ls‘ m l
best managers understand that they must bcginth l h: p s N
of change with themselves a;: condh p;ﬂd: wv;:, dmhtm : |
who do the work. They never ask the i f
book we have seen Il
lso create change. Throughout this |
:mpad on customers when the employees are lhel :t;l: c(;‘ni:!: ‘
in the organization who are expected to changce iy
stances customers are likely to become the S ’
Less effective managers begin lmple:;:enli:sgmcn oamga '
i . They often a
vith the le who do the work :
:h‘ange lspzreverynnc but them. Belatedly, theyhr:cb(;z
nize the need to change their own behavior, But t

N
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managers seem to know that developing new strategy
an “outside-in"" process, while the changes neessary

implement new strategy involve an “‘inside-out” g
that begins with themselves.

IT'S A DIFFERENT JOB

In the days of blue water, management selection decisic
in many industries ran little risk of failure because man
individuals possessed the knowledge and skill tobe an &
fective manager. This is because technical knowledge n

-

Managing today involves more than moving the
organization from a stable condition through a
turbulent transition into another stable condition.
There are no stable conditions,

-

administrative skills, not management and leadership
skills, were the primary basis for selecting managers in
most industries.

Inblue water, an arganization can perform well as long as it
has people in management positions with sound technical
knowledge and some administrative capability. By adminis-
tration, we mean the ability to carry out the activities required
by the organization’s rules, policies, and procedures.

Today’s best managers are not only skilled in the techni-
cal aspects of the business and are good administrators;
they also understand the critical importance of managing
people as a way to influence the direction of their organiza-
tion or unit. They also know that leadership is more than a

Fart I11 What Customers Know about Ma sing Pev
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popularized word with mystical connotations. It requires
setence and expertise in management & well as the

nical aspects of the business.

In fact, the best managers make a very clar distinction

between the technical aspects of the business and mn::tg;
"tng people and identify managing people as the area w
‘they need the most improvement.

Finally, the best managers understand that manng‘iong
people in white water requires more than qubm& n,
more than giving instructions and monitoring perfobr;
mance. They realize that bureaucratic management can \
very dangerous in a competitive white-waterenvironment.

YOU CAN'T DO IT ALONE

Today’s effective managers have made the t‘r’nnsition f:’m;rn
I the manager’’ to ““we the management. They ul;‘ .
stand that hierarchical/bureaucratic management with se-
crecy at the top chokes the creativity and competitiveness
needed in a white-water environment. Very little gets done
where no one can make a decision without going through
numerous channels and where n:fnnagers spend most of
i rotecting their own turt,

u‘%:;‘:l:) know 3\&! ane person rarely has all the ln!c:;
mation or knowledge to solve a problem. Thus teams a
team building are becoming increasingly essential as ways
to deal with change because they bring together the ex&er-
tise necessary to deal with the complex problems of a white-
water environment. | remember a group of friends who just
returned from a rafting trip commenting on how much
more effective they were than the group in an accompany-
ing raft because they had previously worked as a team on
some other projects.

\”
l

I
“Ill
i
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Finally, the best managers recognize that the le
component of all managerial jobs isgetting bigger and
itcan no longer be the exclusive domain of the CEO,
in addition to the importance of developing teams, th
also appreciate the necessity of developing the :
ment and leadership capabilities of others in
organization.

Lesson #18

There Are New Rules
for Managers:

. Change Must Begin with You.

2. It’s a Different Job.
3. You Can’t Do It Alone.
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CHECKLIST FOR PART Il

Lessons from Customers
about Managing People

— v

v Never allow an employee's work to interfere with his
job.

+ You will never treat your customers any better than

you treat each other.

v Do what any good physician does: Separate the
problems of your job from the conditions of your job,

and never try to cure a condition.

» The most important parts of employees’ contributions
tothegonlsofyomotgmhauonmbdnsmadeal
their discretion.

v Most employees want to commit to something bigger
than the numbers.

» When implementing change, never confuse
management desires and policies with actual
employee performance.

v How your employees feel is eventually how your
customers will feel.

» There are new rules for managers:

1. Change must begin with you.
2. It's a different job.
3. You can't do it alone.
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Nineteen

There Are Some
Things You Can'’t
Give at the Office

“Leadership ts action, not position. "
Demald H. McGammon

I don’t remember exactly what year it was in grammar
school that | had my first management experience. My
friend Richie and | had done something our teacher did not
approve of that was apparently beyond her tolerance level
for unacceptable behavior. She told us she was sending us
to the “‘office.’”” As young as | was, | knew that this could
not be good.

There were a few chairs separated by a two-foot-high
wooden gate from a reception area. We were finally invited
through the gate and led into the office. | learned that the
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person behind the desk was the schod principal and she
was the “boss’’ of the entire grammuy school and had a
nager’s of-
1s particular one and never saw
the principal again. But Jittle did I know at the time that for

I needed 1o see the manager,

very fancy office. This was my first visii to a ma
fice. I never went back to th

the rest of my life, whenever
he or she would always be in their office.

In high school I somehow gotinvolvedas the middleman

for the boy in the row to my left and the one in the row to
my right. | was merely passing what are now known as sex-
ually explicit materials from one to the other when the
teacher intercepted them, She didn’t believe that | had my
eyes closed the entire time and sent all three of us to the
dean’s office.
From the paneling in his office and the size of his desk, it
was clear that he was far more important than any of the
teachers. He was their “‘boss, "* He was the manager, and |
\Was once again in a manager’s office. | remember wonder-
ing what he did all day because he didn’t teach any classes
and whether he had a great collection of confiscated sexu-
ally explicit materials,

And 50 it has been all my life. In grocery stores, hospi-
tals, department stores, hotels. banks, and universities, if
for any reason I needed to see @ manager, [ have always
been sent to their office where | would find them sitting be-
hind their desk.

Once I was in a bank, and the teller told me that | would
have to have a document initialed by the branch manager.
She pointed to a glass-enclosed office in the corner of the
branch, Apparently the manager did not want to see any

employees or customers during business hours because the
blinds had been drawn on all of the windows,

. ‘t Give at the Otffice
. Nineteen | There Are Some Things You Can
Part 11 7 What Custarnies Knorwe abow Lradership.

| knocked and entered. The branch manager was sitting

jve Care lotion on
behind hi , rubbing Vaseline Intensive '
his ha::suld v?a: a;urmd t: ask if | was in.tern:pting anything
Although | was ina hurry, | ha: ‘;::‘ :::‘:: e
dried so he could grip a pen a

il his hands had

document.
“nge?r:r:yyem ago a top administrator of my university

I had
unced retiring. | suddenly realized that
fe met l::n‘::ns I had geen his picture in the ;‘)‘a;;etg::;
MV;(, but had never met my manager in Peml)h.dmu
otl:‘c n'son was that inmy time at that unlvemtybe g
do: anything good enough or bad enough to
MT:fef:\cznc day | was watching a basebalb:‘g:emel :n ™
d, though I had never thought about it - ) . oticed
et r was standing at the foot of the dugou .nwwhi:
- mn:fi:tumte that he was spitting tobacco juice :
l:\w:lsozr at least he was there in full view of all employees
:lr:i customers during business hours. ra i
i ﬁ'”i::‘:h':r:m v;s:;;e to their subordi-
. They arerig 3 ‘
h(::ia:::momezu Don Shula, Rnck Pitino, B&:i \:Vv:amv:rs
Jo B. Hall, and Billy Martin were “‘managing u): o
'aor:mnd lc;ng before Peters and Waterman wro

e Smm-' moment what baseball would be like if .t:‘\e

— or:t:naged like a school, hospital, bank, or lg
:;:\l:rsbwu:ir:es for that matter, where ma‘nagc:; :e'mllnedhwm
their office during business hours. Belore

g ¢,
coach could flash the hit-and-run sign, or signal for a bun
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he would have to go to the clubhouse office and check w

the manager When a pitcher was replaced, he would &

sent to the manager’s office. If there were any disig

on balls and strikes, safe or out calls, or other dsputes,
umpires would have to go the manager’s office to have th
rhubarb, Earl and Billy would have had to kick sand on th

umpire out of view of all employees and customers.
But instead, during business hours baseball manas

advise, encourage, and coach. They promote a U

team and are visible, active supporters and advocates ¢
their employees.

—w
Don Shula, Rick Pitino, Earl Weaver, Joe B. Hall,
and Billy Martin were “'managing by walking
around"’ long before anyone wrote about it in a
management book.
.

And if customers have complaints, they needn’t ask to
see the manager. They can register their complaints with
boos, along with 25,000 or more other customers. Remem-

ber, for a baseball manager, the quality of the product and
his job performance get evaluated 162 times a year. For a
football coach, the quality of the product and his job perfor-
mance get evaluated every Sunday in front of about 100,000
customers and a TV audience in the millions. Suppose the

same were true for managers in business, health care, edu-
cation, and government.

161
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al-

Not long ago [ drovea friend to piic:::p ‘::3: a‘: :T e:e‘m

: here he had left it for servicing. =

ipt: bring his car, | noticed a man cucuhﬁ;gnasn:vo“nﬁ 4o

Jooking under and into cars, and cha 2 i

| icians and mechanics. He spotted me an camemsu =
{ introduced himself and told me he was the ma

service department, as well as a former student from a
‘decade before.

t
1 took the opportunity to smartly remark ﬂulh L;hough‘
managers were supposed to be in their office att desks

* or at least that was where [ had always found them. | jok-

repaneled.

ingly asked if his office was being repainted ::'m B i

Hetoldmﬁmhethuughﬁtwubetmfo;“ g

to where the work was being carried oul;-m" Sirdeed

Since my friend’s car was made in Japan, e
by what he said. Unlike typical U.S. managers,

ofﬁcesornoo(ﬂaatall. In fact,
Nobuh&ohlz:;::zms,mﬂ:eu new president of Hondl.thu no
private office. (Could it be that this is a managemen lemn?)
that the Japanese have learned from Am spomm i
Heukedmyfriendtfhehademha any e his
the service he received. He said':'lo. He mt:uch h
card, wished us well, and said, “"Keep in .
| didn‘t think anything about his ﬂnnlaummnkmm A R
weeks later when my friend received ac S —
ship. The caller mentioned the service mal‘ug:.d e atait
said he wanted to know whether the repairs R o
his satisfaction, whether there were any €O 5 st
:xggations for improvements, and how he rate

vice he received.
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I don’t know if the service d manag
. epartment
ar?ythmg while he was in my class 10 years ago.c:ut I
wMyMMWng him: There are far too
principals, deans, hospital administrators, presidents,

ers, and managers of every variety who are deskbound.

Lesson #19

Management and Leadership Are
Exercised Outside, Not Inside
the Office.




Twenty

Leaders Must
Manage and
Managers Must
Lead

“We've got 10 be sure we don't croate organiations with a CEO ot the
top, & computer in the middle, and lots of workers at the bottom, "
Robert T. Tomusko

W hile they may not read the business pages or the lat-
est business books, your customers notice that there
has been a lot of *’management bashing’’ going on lately.
Numerous books and articles are saying that our nation’s
organizations are “‘overmanaged and underled’’ and that
we must develop a leadership capability in our organiza-
tions. We see the glut of books on leadership in local book-
stores. It is as if leaders and managers are two distinctly dif-
ferent animals and that we have bred too many of one and
not enough of the other. So we must now furmour attention
to breeding more of the other.
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That is far too simplistic of an analysis. Customers
managers of hamburger franchises, airline stations, h
front desks, and bank branches, all of whom are at the
est managerial levels, exhibit some outstanding leaders
skills on a daily basis. Some of these managers are
leaders of the people they manage.

And while such statements as “‘most organizations are
overmanaged and underled”” may sound good from the
speaker’s platform, they tell us little about: (1) the implicas
tions of such a statement, (2) the nature of the problem, and
(3) the important relationship between management and
leadership. Just making such statements accomplishes
nothing.

Itis these issues that we will examine here, We must first
look at some differences between management and leader-
ship and then, far more importantly, at the relationships
between them.

MANAGEMENT AND EFFICIENCY

Management is a process, a discipline. Managers cope with
complexity. They achieve through the management fune-
tions of planning, administration, budgeting, and control,
The purpose of the discipline of management is to imple-
ment strategy and change rather than formulate them. By
necessity, therefore, managers must focus their attention
inward. They must be more process-oriented as they con-
centrate on improving existing operations, In other words,
management is required to make sure an organization is
efficient—that it does things right. But accomplishing this task
often involves leadership capabilities,
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LEADERSHIP AND EFFECTIVENESS

Leadership requires the conceptual skills to formulate a vi-
sion, create goals, build an organization structure, and cre-
ate a shared sense of purpose and an envionment where
people want to do their best work, So while managers cope
with complexity, leaders cope with change. The purpose of
leadership is to formulate strategy and change rather than
implement them. By necessity, therefore, leaders must fo-
cus their attention outward. They must be more results-
oriented as they concentrate on developing strategy in re-
sponse to change and on establishing goals. In other

— v

1t is naive to think that managers and leaders are two
different animals and that we have bred too many of
one and not enough of the other.

—

words, leadership is required to make sure an organization is
effective—that it does the right things. But accomplishing this
task often involves management capabilities.

LEADERS AS MANAGERS AND
MANAGERS AS LEADERS

In most organizations managers at all levels are now being
asked on a regular basis to take on more—and new—
responsibilities, They are expected to be catalysts, prompt-
ing other people to change, to perform at higher levcls,.af\d
to put forth the extra effort needed to improve productivity
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and performance. This meins ucing chan d '
aging the effects of change at aﬁ'::cb?f the ogr; nizaticll
And it therefore requires effective leadership and manage-
ment skills at all levels of the organization,

So while there are some very important differences bee
tween management and leadership, the real question is,
""Do the differences make adifference?”’ Examine Figure 1.

It illustrates some possible combinations of mana ment
and leadership, s "

1. Failure. It is easy to see that an organization with no
capacity for management or leadership must eventu-
ally fail. It must fail because it is both ineffective as well
as inefficient. It has no strategy or vision and no capa-
bility to implement. When you do the wrong things
and then implement them poarly, you must fail. (Un-
fortunately, we must omit many of our tax-supported
bureaucracies from this generalization. In their case
we find that a lack of strategy and vision, inability to

implement, and inefficient operations are not a threat
to survival.) ]

Figure 1 The Results of Various Capacities for

Management and Leadership
Leadership
Weak Strong
Strong Drift Survival
Management é
Weak Fallure =—4 Fleeting Succoss
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2. Fleeting Success. An organization with astrong lead-
ership capability but a weak management capability
has lots of visionaries, strategists, and planners on the
payroll but no capacity to implement consistently. You
can often get away with doing the right things poorly
for a while, but in the long run a lack of management
capacity may lead to failure because of inefficient oper-
ations, overstaffing, waste, fiscal losses, dissatisfied
customers, and no repeat business. The organization
is effective but inefficient. Any successes in strategy
cannot be sustained.

This type of situation often occurs when the price or
demand for a product is so high that it hides any defi-
ciencies in management—at least for a while. But
sooner or later, the inability to implement and ineffi-
cient operations bring down the organization. It must
either acquire managerial skills or, as in the case of
some high-tech companies (e.g., Apple, Atari), mo-
tels, book publishers, and fast-food chains, sell the
business to someone who has these skills if any suc-
cess is to be sustained,

Some airlines and banks and savings and loans
were in this quadrant prior to the deregulation of their
industries, but did not know it. You are probably
thinking at this point, “‘How is it possible for a regu-
lated business to be strong in leadership and weak in
management when a regulated business requires no
leadership skills, only some management capability,
to be successful?*’

It is possible because in reality it was the regulators
who performed the leadership function in the airline
and banking industries prior to deregulation. They
were actually absentee leadership who legislated
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strategy. After deregulation, many of these air
and financial institutions found that, while they
never needed to develop a capacity for leade
they unfortunately had no capacity for mana
either. Most such airlines and financial instituti
have either already failed or been acquired.

3. Dnft. How about an organization with strong
agement skills but no capacity for leadership? Th
who argue that most organizations are overmanaged
and underled would place them in this quadrant. An
organization with lots of managers and no leadership
will almost certainly find itself drifting. A drifting or-
ganization continually misses major market opportu-
nities, trails and imitates the competition, is unable to
make needed changes, and has low employee morale
because of the lack of a clear vision, unifying goals,
and a shared sense of purpose. These are the definite
symptoms of a drifting organization.

Organizations in this quadrant often continue to de-
fine themselves in the terms and conditions under
which they were born, not under which they must
now operate. As a result, they are very efficient but in-
effective. Many hospitals and financial institutions are
in my opinion drifting organizations. An organization
doing with great efficiency that which it should not be
doing is in great need of leadership

Drifting organizations need a renewed search for
purpose, a new vision. If the needed leadership is not
torthcoming, sooner or later they will manage them-
selves into the ground, like many hospitals, or become
good takeover targets because of their efficient opera-
tions, like many banks.

7
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4. Survival. Effective leadership and manu;;';\e::)e;t |
1l survival no matter what the organiza o |
g:xugemem has a clear vision, strategy, an ’W‘l’heir il
sense of purpose that energizes emPloyees. o i
strong management skills ensure efficient :ll]’yﬂdo i " ,
and sound implementation. They com::um e | |
right things and do them well. The resu e |
tivity, efficiency, adaptiveness, de\v'ek)p;.?\me L
fied employees, and satisfied custou\et:. Siogrioan
equal survival, the ultimate indicator ol e

agement and leadership. |'

DIFFERENT MANAGERIAL CAPABILITIES

erent le, but leader- |
Leaders and managers are not diff; s m s -

ship and management are two di!tgmmmn iy I

t be performed well if an or
;:‘85;1 uux:.' capp:bfl‘litiu that must exist to some extent in all |

m‘!l":ml;)wing are additional conclusions of this essay:

1. Management and leadephip cap;bl‘lth;ﬁ:s are tw‘: ”
distinctly different dimensions of effec organlm“on “
tional performance. This means that an organiza o |
. bepestrong in one and weak in the other. It a
::am that we cannot make up for a yoid in one by |
substituting more of the other.
2. Itis possible for an organization to lack both a man- |
a.gemcm and leadership capacity. - |
3. Different and clearly identifiable symptoms & o
w;hen an organization is strong in one and weak in |
other (see above examples).
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4. Leadership is the foundation for all success; m n
agement is a necessary condition for survival and
itability in order to remain successful. This sime
means that every new successful business excels in he
akﬂlsofleodmhippﬂortolhedevelopmmda
agement capability that ensures long-term survival,

5. Mvarlousmguofmomaniuuon'amh\dusuys_
evolution one may be more important than the other,

Lesson #20

ip Must
Management and Leadership
Be Thought of as Different Tasks or
Functions, Not as Different People,
Because the Leadership Component of
Most Managerial Jobs Has Expanded.




Twenty-One

Leaders Have Size,

Speed, Quickness,
ood Hands, and

the Ability to See

the Whole Floor

“And that's the way it is."'

Walter Cronkite

To customers, average managers’ egos and self-esteem
have to be sturdy because it seems that almost every-
daymmgusmbeh\gmldwhm\eylbonlddomdbch
order to be effective. They read and listen to the accounts of
theacmmplhhmuofumﬁllbumuduundthe
newest entrepreneurs, and hear about their vision, creativ- |
ity, and ability to energize, inspire, and motivate others to-

ward the achievement of great things. However, a lot of ‘
what managers hear and read may be *‘noninformation,”

not “misinformation.”
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What is noninformation? Acwrding to Prof
Leonard R. Sayles of Columbia University, noninformy
is information that is very appealingand appears very 1
istic and practical, Unfortunately, the information is 1
less. Now where is all of this information A
cording to Professor Sayles, a greal many manageme
consultants, seminars, and speeches deliver
tion. He provides the following examples:

* Leadership skills should be bolstered by clear
communications,

. Pﬁmpeoplowiththepotenﬁ.ltomovelom
responsible positions.

Recently I attended a seminar. Here is some of the advice |
I left with:

* Effective leaders are demanding but empathetic.
* Quality service is meeting customer expectations,
whatever they are.

* The best CEOs surround themselves with people

who complement their weaknesses.

. Goodleadcnhnvethevidomryablmylonethe
big picture.

* Effective managers must have the ability to
motivate.

* Effective CEQs are very competitive.

So what is wrong with this kind of advice? It sounds use-
ful, valid, and makes a great deal of sense. The problem is
that it doesn’t contain any useful information,

Good Hands 177
Twenty-One | Leaders Have Size, Speed. Quickness.

inions
many customers | like to read and listen to opin
o St i
. Cus
::ad\telltheboostcrdubthauludcron lh:nmm
court has size, speed, quickness, good hmd:. e
ity to see the whaole floor (in mmagemen“;hemm i
known as visionary skills) as he or she o
to victory. o
m‘lt'nalklng ab:yut the characteristics of mcreuﬁllg ; Wwe
leaders and basketball team leaders is fun. ven honghycﬁ.-
have heard it many ﬁumbefm.an?wemtpmﬁhlmu
aguewithnnythlngthninbdnguxd.l:nd makes :
good and often inspires us. We usually end up wndudin. ot
that we also have myddwkmchmdsﬂclmm‘ =
ample, | think I'm empathetic, reasonably
mmunicator. e
as:::::atisu\epoh\t. Tellhgamgutlmheormd
must become a visionary and strategist, 'mtorwwand .
motivator of people, and a great communicator, e
orshemuﬂmrmundthenmlvawuhgoodmunsw
dlfferenlthnnmyhlghid\oolbuket‘balla‘):m '
class that he was looking for kids wit u; speedmn
mkmsu. and good hands (whatever m mtrym X
for the basketball team. Both situations ir el i
mation, although the information is certainly '
cal, down-to-earth advice. You certainly annolmn bmn't i
with any of it, but in both cases the informa
MA‘;‘I i’rofesoor Sayles says, everyone talks -bm;to 3:»(::!
leadership being important—but little is done i.h ’omc.
¢n ing the word itself and repeating it w t .
:::uemyw ns-"leadcnhip, leadership, leadership”'—doesn




w@h&mm‘tmwhmh
.ormﬂle.mdoahelp,howevu,bmh\ow“how”
doltheethlngsmdwhatthehm‘enm‘ v
. can remember asking m friend Larry 0
‘How do I know if I have Pty q:m o
m.:l:. and the ability to see the whole ﬂoor?"l
: phytl.\ephnobelterthmmyoneoﬂlhe ball
eam but | didn't know f that meant | had good hands. T
:M knewlhu.ullmduomendoﬁhegym lcouldne

whole basketball floor. I alsa remember asking Larry,

““If I don’t have size,
howdal ot sosie’” speed, quickness, and good hands,

——
While the information isn’t
'a
reading about the traits :::y mg g[m
% ful CEOs, sports figures, and entrepreneurs
are always fun,

—

'“z{:;agm dech-in. g to improve their management and
: hipshllsnhouldnktheumquaﬁonnbol i
sionary skills, communication and motivation skﬂhumv:
sdchooein&:‘he right people with whom to surround timn-
m\;s'. erwise such information, however valid, will re-
Sothe problem arelly not ninformatio
really not wi
The problem is what togom,mtl:eo::amm c;‘
l\:ho really wants to improve his or her mmgemegt"m:
adership skills, and who really wants to do mare than get
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inspired by hearing and reading about what successful
leaders and managers do and have? There are certainly
thousands of ideas, concepts, , seminars, books,
methods, and audio and video programs that propose to
make you a better manager and leader.

Consider the following four criteria before you sign up
for a Rambo survival camp, jump in the pool with the
sharks, walk over hot coals, or study under Attila the Hun.
They can also be useful in evaluating less ambitious pur-
suits such as short courses or seminars,

1. Does it provide a quick fix? There is no fun and easy
way to become an effective manager and leader. Many

such ways have been , and the fact that many
of them outsell the collected works of Peter Drucker is
testimony to the for the fun and easy over

the hard and difficult. But a real commitment to pro-
fessional and self-development usually occurs after
the quick fix has been rejected.

2. Are the benefits renewable and repeatable? Whatever it
hmppondtodofwyou.ud\mﬂddonmtiun
ance. In other words, you should be able to define the
benefit and it should be renewable and repeatable.
You should receive the benefit more than once.

If the only benefit you get is a jolt of good feelings,
then what you may be getting is inspiration, the equiv-
nlentohgoodlodmroomulkfmmyomhlghschool
coach. Now there is nothing wrong with inspiration,
and we can all use some of it, But it’s a long road from
inspiration to implementation.

3. Can you teach it to others? You should be able to teach
whatever benefit you receive to others and/or modify




1% Part 11 Whiat Cusssrans Know about

utomltyoutmpniuﬁon.ﬁrmmple,n
mine taught me two time-management principles |
hadleamedfvomanaudbprogrmhehad chas
and | have never stopped thanking him. Thus, th
bmeﬂbhcmodved&omu\emmm .

and repeatable (we use them everyday), and
able to teach them to others.

4. Anthmltsmum&e?Wﬂyoubeam offec-
tive communicator, planner, supervisor, trainer, or

umemmger?wwulmprweyouﬂhh\kingor crea-

tivity? Will it produce measurable results?

nmmmmmmnmpmmm.m

teuﬁommdhuplnm..\slormynmmptsanuimg
uze,speed,qukknan.mdgoodhands,lmupwhml
heard the coach tell his assistant, ""Donnelly is small but
he’s slow.”” To this day 1 have been unable to find out
whether my hands are good.

Lesson #21

Do

Being Told What You Need to

and ge Is One Thing; Becoming It
Is Another Thing Entirely.




Twenty-Two
Technology Gives
but It Also Takes

Away

“Understand the techmology you work for so well that you control it
mstewd of letting it controf you. ™
George W. Dudiey

ost of us do not know Johannes Faust but are very

familiar with his legacy. Faust was a well-known
magician and adventurer who lived in Germany in the
1500s. Strange legends and weird tales were told about
him in his lifetime, and after his death there was attached
to his name much ancient and medieval material that had
to do with sorcery, the devil, and astrology.

Stories, ballads, dramas, operas, and epics have been
written about the “‘Faust theme.”’ The plots were based on
a learned, pious, and well-intentioned man who sold his
soul to the devil in return for superhuman powers. This
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ingly striking a “'Faustia il '
with technology today, o o e v
History has illustralcd
that technol give

;n:vthlng without taking something el:eg{;:::e “
" cv ::‘ \.vllllngly take from technology we ;l;oul :
e ;:n;e going to have togive up in order to receiy

nefits?” because there is always a price. The p

:;:1 0:1' course is that it is often impossible to estimate wha :
h“\.’epm::t-"wﬂl be bgcauoe IN Most cases technology HH
ally unpredictable tmpacts that cannot be foreseen

i

at the time,

vote on whether we wanted th
. eun i
vision, and if we knew then what m: l:\nofv“:s e
W s
n::lv); ;)fwu:c‘::r‘:dh::vi voted no! But back then there was
e A ¢ known or predicted the social costs
PO
J 1S ‘:l‘i'l'l‘ tl‘;; case today we would have been more con-
u;med' mardody at the new technology was going to do for
5 ‘nm t;onld also undo for us, It would have been a
e X we would not have had to go out and wait
ooy v: r:eo:ies to see pictures and voices. The decision
M an easy one, We would have seen only

:::a::)f t;:'c.h (no Pfctures and waiting in line in bad
okt lu;v € couldn’t lose, At the very worst television

Niche wit;; :;placcd radio and hurt movie ticket sales
sion undid for :,b;“:f:n‘;f ‘:i;‘\d:ight lets look at what lel.evi-
: er things it changed (and maost

"’\
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1 believe would agree not for the better) how we educate,
how we entertain, how we elect our leaders, and how we
worship. Some say it has also done away with childhood in
America.' Today’s children may be the first generation in the
history of the world that are privy to adult information be-
fore they are able to read. They have watched us wage war,
assassinate leaders, spill oil, and known which sports or TV

nality was the latest to die a tragic drug death. They

perso
have watched the Challenger disaster and Miss America re-
sign her crown, and may have watched the rear of Gary

Hart’s friend’s townhouse to see who came out—all on the 6
o'clock news. Technology gives but it also takes away.

At this point let me assure you that | have nothing at all
against television. | have enjoyed the benefits of the great-
est technological breakthrough in the history of human-
kind all my life. But it is a wonderful example of the point |
wish to make in this essay.

When television was introduced on a wide scale in the
late 1940s, the dating (1 think it was called courting in those
days) center of America was the front porch or more often
the living room. Courting couples would do whatever
courting couples did in those days on the porch or in the
living room while the rest of the family slept upstairs.

In 1949 Dad decided to buy the family a television so they
could watch Milton Berle, never really giving much
thought as to where he would put it when it was delivered.
When it arrived, where did they put it? The only logical
place was the living room. That evening, when the courting
couple came home, where were Mom, Dad, and little

Neil Fostman, Camscimtines Ohpetams Stirrmg Lp Tronbie whost Lavguge. Techmolagy. and
Lbweatron (New York Alfred A, Knopd, 1988), pp. 187-81 This exaay was inapired by Pose

man’s wock,
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180 MWIWMCMKMM
bmthasmddltm?Yougueuedu,lnm X
watching television, Technology gives but it alo takes atm
Thus television also irrevocably changed the social a
dating habits of Americans when it pushed the dati
couple out of the house and into the car. By the mid-1950
theanmbﬂemmedaﬁnganmdm.Mn;
an indirect result of television, drive-in movies and restay
nmslpmuteduplllmthemumryaome Durting point
couple would have some place to go, L clear. In our haste to reap the benefits of technology, we
Th’"‘“"“'mwmwﬁndmwath must always stop to ask what some of the costs are likely to
nem.mdlnl%?thekmdmhundudSpum&,me irst be. Because, as the well-intentioned man of every Faustian

call it the TV room. Of course we still have
xmmmgm but no one is allowed in there anymore. It
has become an obsolete room that we can’t quite figure out
what to do with. | have been in homes where a gate blocks
the entrance to the living room and the furniture is covered
with bed sheets. How were we to know in 1949 that televi-
sion would ultimately influence the design of our homes?
The of all of this for today’s manager should be

pacts, it brought America into the o
: "’W’mhldloucd\mggmm S total technology is often impossible to

and spaceships were here. The most popular mov- J;.u&:c%mmmnmu

el oa shows featured space travel, But more the time. Television turned out to be a great deal

lmpommttoourdlmbnhmhthat!heﬂgmbu“ ore T hotter i

seats in automobiles were introduced in 1956,

mtogivemthe&elhgd , Cotknite; andirods

eh.ﬂuuudﬂ\edlylbhldﬁmllhamdnbumm- theme finds out, there is a price to pay for the superhuman

""'-"Yblmauummwlddym!dbylhemmp powers he receives. And we may not be willing to pay the

Mmhadmm demghwmwm”"w price if we take the time to consider what it might be. As a

- . : s could ok do wha manager, at the very least we should attempt to consider

mdlungmupladldhlmlnmwiﬂ\budu what the negative impacts on our business and customers

might be. 5
For example, although no one seems to know if it is going

4 . Ip, it is still widely accepted that every MBA (actually

Finnlly,htodayshmwehave constructed a special z,hgpm grader) m{m haveapcmnalmmpum..m
templelorthetelwhion.lusamomummbdomu. result has been that we have continued to thwart their de-
isted and is usually called the family room although some velopment of writing and oral communication skills, We




Finally,

Lesson #22

Ask Not Only What Technology
Will Do for You; Ask Also What it

Will Undo for You.
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Sometimes Nothing
Changes but the
Leaves on the Trees

“The art of progress is to preserve order amid change and to preserve
change amid order. '
Alfred North Whitehoad

Not long ago | was cleaning out my personal library of
old books and papers in order to make room for newer
material. In a way it’s like cleaning out your grandmother’s
attic. You never get very far because you find yourself sit-
ting in the middle of the floor looking at old yearbooks and
wedding albums. And you hardly throw anything away be-
cause you can‘t decide what to keep and what to discard.

That is exactly what happened as Lattempted to clean out
my office. But | gained a great deal from the experience. |
found published proceedings from several differertt industry
conventions that took place in the late 1960s andigarly 1970s.
In those days, the speeches and presentations attindustry

S ) B
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meetings were often bound and sold as a volume bythe trade
association sponsoring the meeting. Today, of course, they
are recorded and sold on cassettes in our age of high tech,
There were also articles and news staries from the same era,

Although hardly anything was thrown away, the after-
noon was not wasted. It was very enlightening to review
these materials. They told me how far we haven’t come.

There was a 1965 article scolding top managers for not
encouraging ethical behavior among subordinate man-
agers. It told the story of a fraud trial and of a company that
sold a worthless diet pill to the consumer via radio and tele-
vision for seven years. The need for organizations to
change their behavior to more ethical conduct was stressed
throughout the article.

In a 1969 volume there was a speech by a consumer prod-
ucts executive encouraging his peers to become more
customer-oriented in their product development efforts. In
1971 at a meeting of retaflers there was a presentation em-
phasizing the necessity to improve service to customers
and how customer service could become a competitive vari-
able that could differentiate one store from another, Finally
there was a series of 1972 presentations given at a banking
convention that exhorted banks to become **sales organiza-
tions™ and gave advice on how banks needed to change
and become more sales-oriented.

ltmmdtomeinaverydisueadngway that, if I changed
a few phrases, ““customer-ariented’’ to “‘market driven,”’
“service to customers”’ to “'service quality, "’ and "sales arga-
nizations”’ to “sales cultures,” and left the crime the same in
theethicsarﬁdemdinud\anged the name of the company to

any number of ones currently in the daily press, all of the pre-
sentations could have been given at any major convention in
any industry today. The only thing that has changed is that
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we listen to them now when we jog or on our way to work in
our car, Back then we had to read them.

CHANGE HAS ALWAYS BEEN THE
SOLUTION

The theme then and now seems to be that the solution to our

problems is that organizations and managers must change.

They must change to become more ethical ormarket driven,

or to deliver higher-quality service, and so on. We always

have and we continue to view change as the solution. "
As | sat on the floor of my office surrounded by

und-the-edges speeches from the 1960s and
m?rc':uldn‘t help gut think that, while some progte:.
has hopefully been made in service and product quality. i
tention to customer needs, and ethical behavior, the peop!
that make these speeches and presentations before h\dt.t:::
trygroupsmeuherdemdcsnheadolevuyomehe‘.x e
ing to themselves, or preaching to the converted,
need to focus our energies in another direction. .

1 am convinced it is the latter. I propose that changing or-
ganizations is not the solution, it is the problem. oulMamgmgd it
change is the solution, and it is here that we sh
our energies,

WHEN CHANGE BECOMES THE PROBLEM

? There are only
How do you get organizations to change

three ways, and two of them have apparently not wotkndm
very well. One extreme is the application of power; the

extreme is the application of reason. Midway between these

twoextmmtsmappmaduhatmlbsopmducadm. t
Using power implies the use of coercion. Managemen

can use its power to coerce everyone else to change in the
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direction it desires. Management can implement its
through its control over rewards and sanctions. It gets.
make the rules that determine the conditions of '
ment, including promotion and advancement.
But exceptin a crisis, when the very existence of the
nization is at stake, power has not been successful in
ing about the changes needed in most organizations.
Power cannot make people ethical, develop market-dri
products and services, or give their all for customer service.

Reason alone has not been sufficient to bring about
change in organizations either. The fact that we are saying
basically the same things at industry meetings that we were

v

There are only three ways to get organizations to
change, and it is becoming more and more apparent
that in most cases two of them do not work.

N

saying 20 years ago is evidence that the application of reason
has not brought about change in most organizations. De-
spite all the articles, exhortations, and speeches, reason has
not prevailed,

50 if we agree that employees won't change just because
someone tells them to—power—or asks them to—reason—
then it seems that the middle ground is the only approach
left. Once we accept that changing organizations is not the
solution but the problem, we can focus attention on strate-
gies for producing and managing change. What we need is
a formal approach to reeducation and implementing the
process of change.
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H
MANAGING CHANGE THROUG
ORGANIZATIONAL DEVELOPMENT

There is a management technique knownas organlz.al'i‘oet;al
development that has an excellent record of gc‘m in d”g:
ing organizations adapt to change. Organ ki
opment is a planned, managed, systema ‘c p b
change the culture, systems, m:i tl::dhz‘:ri‘u“r :v:lr:l ::8:5 “vd
is to change a
:z;'el::. mbehavlor. asn‘?d induce change in orglnizta;
tional structure and policies. It is a formal approach 2
reeducation and managing that changes the way peop
, and act. .

‘hil‘-‘lkawever. behm.,;efme a technique such as organizational de-
velopment has any chance of bﬂqging about successful
change in any organization, two things must occur:

nagemen the inability to

1. Ma t must recognize that ;

change is a problem for the organization and lh::
the use of power and reason have not broug

about the needed changes.

2. Management must face the issue of who wll: fatdll-
tate the change, and who will be the catalyst or
champion for change, the “change agent.

issue i of change
1 m one. Are champions ¢

nez‘si:ary Immge to take place? Itis dﬁf@ll to imagine a
successful change taking place in an organization without

i L.
meone playing the role of change agen
= But whg? I?xisting managers? New managers? Or some-

Depending on the
ired specifically for the purpose? .
:int:a't‘ion. ”]:;C of these three can orchestrate the organiza-

tional development process. The critical point is that the
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role of the change agent or champion is absolutely neces-
sary if permanent change is to occur.

The role of the change agent is to bring a different perspec-
tive and to serve as a challenge to the status quo. A definite
internal change agent is a recently appointed CEO of an orga-
nmﬁonnuthnnmcordofpompafomuncv. Usually this
individual takes the job with the expectation that major
change is necessary. The ways that successful internal change
agents such as W. Michael Blumenthal of Burroughs Corpora-
tion, Jack Welch of General Electric Corporation, and Lee
lacocca of Chrysler Corporation have accomplished organiza-
tional change have become widely known in recent years,

An external change agent could be an organizational de-
velopment consultant, a training organization, or a change
specialist. In fact there are currently several firms specializ-
ing as organizational development and change manage-
ment consultants. Obviously in the case of external change
agents the success of any change program will rest heavily
on the quality and workability of the relationship between
them and the key decision makers in the organization,

Some organizations have successfully used a combina-
tion external-internal change team, an approach that at-
tempts to use the resources and knowledge of both groups,
Itinvolves designating an individual or group in the organi-
zation to work with the external change agent to spearhead
the change effort. In fact, many change consultants de-
mand an internal team.

Each of the three approaches to bringing about change
can and have worked. But none will work without the visi-
ble support of top management.

So there are ways to bring about organizational change,
whether it is to improve service quality or to facilitate a mer-
ger. But first we must admit that our inability to changeisa
problem that must be solved,

Lesson #23

Changing Your Organization Is
Not the Solution—It's the Problem.
Managing the Process of Change Is

the Solution.




TwengLFour

Management and
Leadership Do
Make a Difference

"D you harve any purior leaders i your organtztion? Ressard them by
sending them to work with your best people and they will resoand you
with more leaders.

Jack Falvey

he experiences that have been detailed throughout this

book should leave no doubt whatsoever that from the
customer’s point of view there is a great need to improve
the management and leadership skills in our nation’s busi-
nesses, governmental agencies, educational institutions,
and health-care organizations.

So it should not be a surprise that the question I am
asked the most as an educator and a customer is: Do |
have leadership capacity?’’ It is asked by undergraduate
students, graduate students, and professional develop-
ment students. Somehow everyone seems to know how

1%
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much our nation needs to develop a greater competence in
leadership, Practicing managers also ask it, but they want
to know what they should look for when promoting from
within or when selecting prospective employees,

But how does someone know whether he or she has the
potential to contribute to this growing and much needed
leadership capacity? This is a qQuestion that psychologists
and management scholars haye been trying to answer for
years. I will not pretend that I have the answer, but I will
suggest four questions that I have used successfully with
students and managers for years. If you want to assess your
potential as a leader, begin by examining the following:

L. Are you more comfortable working in a process-
oriented culture or a results-oriented culture?
2. Do you have a low or high tolerance for ambiguity?

3. Do you depend more on systems or on people and
ideas?

4. Do you view change as a transitional state or a per-
manent state?

These questions focus on four areas of management ca-
pability that will be critical in this decade, Honestly answer-

ing them will give you a good idea of how ready you are for
a leadership role,

PROCESS OR RESULTS?

In a process-oriented culture how something is done is far
mare important than wha! is done.

In process-ariented organizations people are rewarded for
what they do rather than what they accomplish—for efforts
rather than results. Such is the case in most governmental

Dittros 20
Twenty-Four | Management and Leadership Do Make a o

bureaucracies, educational institutions, school systems,

industries. In

:e:’l:ham organizations, and aammed e
polidngandenfmdngthee(fomdemplayes.. -

A results-oriented culture focuses on the dmmw
objectives. Managers in md\orgnnfuﬁmﬂoan . atten-
tion outward, concentrating on thedcwloputmm Mwm
inmspomemd\mge.&xhslwuldbeuw@
uwkadﬂvenm\dmwlydueguhwdhmﬁmploye&m
are rewarded for results, not for efforts. Compensation
reflect mplishment, not authority,

Pot::;:l lSnders will be more comfortable working in a
results-oriented culture.

>—
One of the most M'Wj hnu:am
ever ask of himself or herself is: **Do I
leadership capacity?
-

LOW OR HIGH TOLERANCE FOR
AMBIGUITY?

People who are more content working in pmces&zr’i:nl:,e:
cultures usually have what psychologists desal’ib;i oy
tolerance for ambiguity. They are uncomfortable s
ends and seek clarity and closure in everything t leyorde:
They concentrate on keeping current activities in .

lanning, think in short time spans.
w}‘;'?s(‘:me extemu\:r?all have a need for clarity and closure.

Marketers capitalize on this tendency when they m ;:
complete an advertising slogan, jingle, phrase, or

a billboard.
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Taken to extremes, however, the tendency can make man-
agers think no further than the next quarter or, at best, to
think in fiscal or calendar year increments of time. They will
focus on the achievement of short-term goals and objectives,

But we know that leaders must have vision and long-
term goals, In other words, leaders must be strategic think-
ers. All successful strategic thinkers have a high tolerance
for ambiguity. They are comfortable with the fact that clar-
ity and closure are never possible in a competitive world.
As a result, they are capable of thinking in longer time
spans and of seeing the forest instead of the trees.

There is no doubt that results-oriented cultures require
strategic thinkers, Potential leaders, therefore, will have a
high tolerance for ambiguity.

SYSTEMS OR PEOPLE AND IDEAS?

Most managers lean either toward a dependence on sys-
tems or a dependence on people and ideas. Managers with
a high dependence on systems place top priority on organi-
zation, coordination, and tight controls over resources, sys-
tems, and processes.

It should not be a surprise that these managers are com-
fortable in process-oriented cultures. They rely heavily on
accounting and financial control systems and on maximiz-
ing results from existing functions and systems. They issue
directives to employees and monitor their performance.

Managers who depend highly on people and ideas are
more likely to communicate the purpose of doing things. In
other words, why we are doing something (a shared sense of
purpose) rather than just what to do. These managers stress
relationships, corporate values, and seek individual
commitment—the emotional aspects of the organization.
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In a process-oriented culture, commitment and creativity
can be ignored. It is nice if they are present, but if they are
not it doesn’t really matter because they make little differ-
ence. What matters is if people do their job. In a results-
ariented culture, these intangibles are vital if the organiza-
tion is to survive and prosper,

Results-oriented cultures, therefore, require good peo-
ple and good ideas. Potential leaders, therefore, will de-
pend on people and ideas.

CHANGE AS TRANSITIONAL OR
PERMANENT?

How managers view change is critical to how they will deal
with it. If managers see change as a transitional state, their
goal becomes adapting or adjusting to the change in order
to get things back to the way they were before the change
occurred. Change is just something to be lived through.
Process-oriented cultures are especially likely to have
managers who view change as a temporary interruption,
For example, there are still managers in the deregulated
world of banking from whom we hear the cry to “"get back
to basics.”” | don’t know what that means, but | think it
means *'T wish we could put everything back the way it was
lation."’
bd:it:hads;sgum results-oriented cultures understand that
the change we are involved in is a permanent condition.
Not only that, but these managers also seek to produce
change. They are not satisfied with the status quo or with
what they or their predecessors have achieved. Thry want
to move their organization or unit in new directions. They
are more entrepreneurial and understand that if manage-
ment doesn’t support change no change will occur.
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Potential leaders, therefore, will view change as a perma-
nent condition,

In conclusion, results-oriented cultures require leaders
where process-oriented cultures can survive without a
great leadership aapacity. So results-oriented cultures obvi-
ously require managers who are comfortable with working
in such climates. And to manage successfully in such a cli-
mate requires a high tolerance for ambiguity, a dependence
on people and ideas, and a view of change as a permanent
condition. If you gave those answers to the four questions,
you have a capacity for leadership.

Lesson #24

Leaders Prefer to Work in
Results-Oriented Cultures, Have,a
High Tolerance for Ambiguity,
Depend on People and Ideas, and
View Change as a Permanent
Condition.




Twenty-Five
The Game Is Never
Over

“The lion and the lamb may lie down together, but the lamb won't get
meuch sleep. "
Woody Allen

It is enjoyable to watch a sporting event on TV when all
the players are shouting, **We’re number one!’* holding
up one finger for the TV cameras, and the cheerleaders and
fans are in a frenzy because their team is number one.

At the beginning of each season or at the start of a tourna-
ment, every participating coach states that his or her team'’s
goal is to win it all, to be number one. That’s what coaches
are supposed to say, that's what fans want to hear, and
that's the goal in sports. Coaches dont figure out strategies
to be number four.

And that's what often happens in business. It is im-
possible to imagine a CEO standing before a group of
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customers, stockholders, or employees saying, **Our goal
i5 to come in fourth in sales volume next year,’’ and then
have everyone stand up and cheer, “We're number four!
We're number four!””

It must be a carryover from our obsession with sports.
We are always supposed to be number one. But there is one
important difference between sports and business. In
sports, when the season or the tournament ends, you start
all over again next year. In business the game is never over
until somebody loses. You may be winning at a particular
time, but you can never win because the game is never
over. If this were the case in sports, a coach’s goals and
strategies would almost certainly change.

So in business, being a clearly underdog firm but having
the goal of being number one, can be disastrous because it
may divert the organization from doing what it does best
and remaining a very profitable number four in its quest to
say ““We're number one!”’ Simply stated, the firm may be-
have as if it has the possibility to be number One, when in
reality it has absolutely no chance

The point, of course, is that while it may not be good in
sports to be a perennial number four, in business it can be a
very nice situation. What it takes is a clearly defined strat-
egy and an understanding of what the organization is good
at and not good at. So, unlike coaches, some managers
should be trying to figure out how to be number four, They
and their customers would benefit,

For an underdog firm to be really successful, it must in
most cases develop a truly differentiating strategy. This
strategy must be designed to build some kind of competi-
tive advantage in some area. An underdog firm will never

achieve any real degree of sustained success by imitating
larger competitors or solely competing on price.
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as an underdog may not be easy, but the fol-
lowct?\';m alternatives to being controlled by the
competition.'
1. Look for vacant niches. This involves searching ou':
profitable areas of the market, or undefined wea
points or unprotected flanks that larger companies a::
not catering to, are ignoring, or are not equtppe'dbc
serve. Obviously the niche must be large enough o'!ll
profitable, have potential for growth, and be w
suited to the company’s strengths. It may involve spe-
cific market segments such as smaller companies, a
particular industry, or a particular demographic seg-
ment of consumers.
2. Specialize. Some firms are succeeding by cot;:pc:ii:‘.g
onlyincnrdullyd\onnmuketnpmuwn : -
ited product line rather than trying to compete I:i
customers with a complete product line and being
forced to attack the dmninl:t.l firms head-on with price
promotional expenses.
mm;:m”y success stories recently in the bank-
ing industry where banks have remained small, :‘:‘:
cializing very narrowly, emphasizing marketing,
abandoning most parts of other markets.
3. Improve on the competition. With the right strengths
and capabilities, an underdog firm may succeed :Lf
tually improving on the product of a larger firm. lmﬂy
consumer product firms have succeeded by not ug
a pioneering firm, but by waiting until a new prod

L e Loonard |, , windd Thowmes
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appears to be a sure bet and then entering the market
with a better version.

The reasoning here is that the second or third bite of
a big apple can be just as juicy as, or more so than, the
first. This strategy will usually involve working closely
with customers in order to find the area where product
improvements will make a difference.

4. Beasmart follower. Done consciously, it may be wise
in some cases to be content to follow rather than chal-
lenge the market. This would involve carefully moni-
toring market share, allowing absolutely no slippage,

—v—

Sports metaphors are very popular in business. But

there is one important difference between sports and
business. In sports the season or tournament ends

and you begin again next year. In business the game
is never over until somebody loses.

S —

and avoiding confrontations with larger organizations
by not attempting to take away their customers and in-
crease market share. This strategy requires strong top

management and an internal profit emphasis rather
than a market share emphasis.

5. Focus all your competitive strength on smaller competi-
tors. By following this strategy, any gains in market
share would be accomplished at the expense of smaller
competitors. It involves identifying the weaknesses of

your smaller competitors and targeting all of your
competitive strength at those weaknesses.
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ere are also some strategies | believe underdogs
ahmd avoid. Under the stress of competition uumge;!o in
underdog firms, as a result of frustration, despera ris:
poor advice, or poor analysis, maybeamamdto:dww):
strategy with little chance for success. | believe the
ing are high-risk/low-potential strategies:

1. Imitation. When you try to imitate whata larger and
more dominant competitor is doing, you are u-y:i;o
beat a stronger opponent at its own game. It tly
achieves any meaningful results. More imyortar;hz
though, imitation enables management to igmt:t“g :
development of the organization’s own }st}ique il
egy and direction. And a firm without a distinct post

in the minds of potential customers will always be an alterna-
tive firm to those customers.

R -to-head competition. For whatever reason, per-
lzup':::cam of our obsession with being number one
in sports, there is often an urge in some managers to
seck greater market penetration by attacking the com-
petition head-on with price cuts and lots of promotion,

For an underdog, this strategy has a big wnlme:::'
it forces retaliation and an expensive battle for ma
share, which no one wins, including the instigator. :
3. Halfway efforts. When new ft?arke! segmen n’
emerge or new product opportunities present thc;n
selves, it is usually best to either get in or stay out. For
some reason, wmeunderdogﬂrmtrymdt?bmhll
the same time. For example, 1 am familiar mtl‘\'m
firms that over the years have had products “a
able,” but instructed personnel not to offer them un-
less the customer was ready to walk out the door."

I refer to these products as "'mystery products. A
business where management has a consciously formu-
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lated strategy does not have such products. These and
similar halfway efforts seldom result in anything ex-
ceptan inadequate commitment by the organization, a
frustrated staff, and confused customers,

4. Duplicating @ success. When you have introduced a
successful new product or created a winning advertis-
ing campaign, the temptation is to repeat the success
by repeating the strategy . Trying to duplicate a success
rarely works because market conditions change and/
or the success requirements of the new strategy are
different,

5. Sparring matches, Often two underdogs of the same
size will enter a contest for increased market share,
Lately it seems to be happening when two firms move
into a new geographic market (either domestic or in-
ternational) at about the same time, As one increases
advertising, cuts prices, and introduces new products,
the other is forced to follow for defensive reasons,

The result is a cost-increasing standoff. About the
only thing these skirmishes ever really accomplish is
increased costs for everyone, Customers and the ad-
vertising media may benefit, but rarely do such spar-
ring matches ever produce any substantial changes in
market share. And the dominant competitor always
enjoys the show.

In today’s competitive battleground, many underdog or-
ganizations are finding it tough to make sizable, as well as
profitable, gains in market share. Many would probably set-
tle for just not losing any, But as we have seen, unlike in
sports, being number four is OK so long as it is done con-
sciously, with a truly differentiating strategy designed to de-
velop an identifiable competitive advantage in some area.

Lesson #25

If You Are an Underdog:

e Only Compete in Market
Segments where You Have or Can
Develop Strengths.

e Avoid Head-to-Head Competition
with Dominant Competitors.

e Emphasize Profits rather
than Volume.

e Focus on Specialization rather
than Diversification.
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CHECKLIST FOR PART 111

Lessons from Customers
about Leadership
i

¥ Management and leadership are exercised outside,
not inside the office.

¥ Management and leadership must be thought of as
different tasks or functions, not as different people,
because the leadership component of most managerial
jobs has expanded.

» Being told what you need to do and be is one thing,
becoming it is another thing entirely.

+# Ask not only what technology will do for you, ask
also what it will undo for you.

# Changing your organization is not the solution, it's
the problem. Managing the process of change is the
solution,

¥ Leaders prefer to work in results-oriented cultures,
have a high tolerance for ambiguity, depend on
people and ideas, and view change as a permanent
condition,

¥ If you are an underdog;
(1) Only compete in market segments where you
have or can develop strengths,
(2) Avoid head-to-head competition with dominant
competitors,
(3) Emphasize profits rather than volume.
(@) Focus on specialization rather than diversification,
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lecule where customer satistachon can mean the success or demise of ar
rganization, customers still encounter barniers to Information. inflexible

corporai polcies, and unenthusiastic employees who leave consumers witl
verlasting impressions—negative ones. Author James H. Donnellv. Ji
roven geideines management must implement to keep customers satisfied

ofters

Donmelly
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Dr. James H. Donnelly, Jr. has been a customer for most of his
Ife. To support this habit, he Is the Thomas C. Simons
Professor in the Gatton College of Business and Economics at
the University of Kantucky and one of its most honored
teachers. He 1s the author of several of the most popular books
in his held, which have sold more than one million copies. Dt
Donnelly 16 also an internationally renowned consultam and
peaker
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