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PREFACE

If you manage at least one other person and are expected
to produce more work in less time, with fewer resources,
and at higher standards of quality, this book is for you. In
52 brief chapters—one for every week of the year—you'll
find help for the awesome challenge of meeting ever-
increasing expectations with ever-decreasing support from
your organization.

The principles and methods described between these
covers are based on Mavericks/, my 1992 book, which,
through several foreign-language translations and growing
worldwide sales, is finding acceptance around the globe.
The positive media reviews and appreciative letters from
readers in many countries confirmed that Mavericks!/ gave
individual managers workable solutions to tough workplace
challenges. This book distills many of those lessons, adds a
few new ones, and presents them in a quick, palatable for-
mat.

I am grateful to the correspondents and reviewers who
saw both promise and fulfillment in the ideas you are about
to read. And I am especially grateful to the many bosses
and employees I've been privileged to work with in my ca-
reer. All have taught me the underlying and most profound
principle that runs through every page of this book: An in-
dividual manager’s actions matter more than any or-
ganizational policy, period.

Don Blohowiak
Princeton Junction, New Jersey
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CHAPTER 1

YOUR BEHAVIOR MATTERS MORE THAN
TECHNIQUES

This book describes ways that you as a boss can influence
the work of smart, talented people who think to make their
living. Many management books imply that you need only
issue a vision statement or publicly affirm warm feelings for
the people on the payroll to have them magically perform
to your expectations. Little is said about how you as the
boss must behave to effect change in employee behavior.

The techniques described between these covers have
more to do with how you spend your day as a boss than
with the details of what you can do to your employees. The
basic premise of this book is simple: To manage a better
staff, become a better manager.

I WHERE DOES MANAGEMENT COME FROM?

Were you trained as a manager? You can become a boss
with no preparation and not much more qualification.
Many who assume authority over or responsibility for oth-
ers do so ineffectively or even counterproductively. Organi-
zations often reward and thus encourage harsh, even cruel,
behavior by bosses whose methods result in short-term ef-
fects such as cutting costs, increasing profits, or boosting
productivity.

You cannot obtain greatness from a person through
threats, though for a short time fear can be an effective mo-
tivator to spur increased activity. Longer term, other meth-
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2 Lead Your Staff to Think Like Einstein . . .

ods are far more effective in encouraging improved perfor-
mance among workers whose productivity depends on pro-
ducing thought-based work, where attitude and motivation
affect competence.

I MOTIVES MATTER MORE THAN METHODS

If you accept the idea that managers influence the work
performance of the people who report to them, then it
stands to reason that employees do better work when their
managers are better prepared to help them. Tragically, for-
mal management training usually teaches little about posi-
tively influencing people and scarcely anything about get-
ting the best thinking or creativity—or even cooperation—
from employees.

Most management literature and education seems ob-
sessed with process improvement where the cure for vex-
ing challenges is assumed to lie in defining evermore
streamlined and efficient techniques. This mentality sug-
gests that overcoming tough challenges merely requires the
right tools. When applied to people, this principle has man-
agers eternally chasing after hot techniques to tweak pro-
ductivity from the payroll (“Five Easy Steps to Doubling
Anyone’s Workload”).

No scientific method exists to get people to give an or-
ganization their best thinking, most creative ideas, and
commitment of tireless energy. No methodology can
squeeze inspired work from someone who does not want
to give it.

A manager’s approach to methods often matters more
than the methods themselves. That's why people manage-
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ment programs that work marvelously well at one firm
don’t necessarily transfer well to another; the soul is lost in
the transplant. Motive and action are inextricable. Your
effectiveness as a manager comes from your influence
as an ethical person who cares about the people you man-
age rather than the power of your position or the craftiness
of your methods. When deployed with integrity, the meth-
ods described in this book will help people achieve their
best. Without earnestness, they are hollow attempts to
manipulate.

I AcCTION Bias

For many of us, reading intriguing management material or
attending seminars is similar to attending religious services.
We clap our hands. We sing praises. We may even shout
“hallelujah!” And as with religion, we often fail to grasp its
greatest benefits because our emphasis is on belief, not
practice. When the fleeting celebration is over, we go back
into the world just as we did before.

Believing in managing better doesn’'t make you a better
manager. That's why every one of the essays in this book
concludes with a series of action steps. These actions are
the tools of the value-adding manager. Positive change
begins with thinking new thoughts, but it happens by taking
new actions.

@ ACTION STEPS

(] Read this book with a commitment to improving
your own performance.

(] Write in your own action plans. Use the blank lines
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to enrich the action steps that already are listed for
you.

O




THE MOST IMPORTANT CORPORATE ASSET
WEIGHS THREE POUNDS AND IS INVISIBLE

In the new world competition, there are two strategies for
beating your competitors. First you outthink them, then you
outwork them. “Excellence” isn’t enough. “Quality” isn't
enough. Quality and excellence only buy you equilibrium
with competent competitors; they do nothing to distinguish
your organization from a cadre of customer-wooing com-
petitors. To excel, you must create a corporate culture of
constant innovation that ingrains ingenuity and high pro-
ductivity into the workforce as today’s work ethic.

I THE CAPITAL THAT COUNTS

Flesh, blood, and brains, not buildings, turbines, or file
servers, determine success. Computers and other machines
fail to improve productivity or competitiveness at the point
where human ingenuity and judgment must bear on the en-
terprise. The most advanced technology can’t invent new
products, generate innovative competitive strategies, or
make customers feel welcome or served.

In our postindustrial world, it is not the capital assets or
the number of employees that will determine a company’s
fate but rather the intensity of motivation and innovation of
its work force. The most important corporate asset weighs
only three pounds and is invisible to the unaided eye: the
brain in every employee’s head.
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ACTION STEPS

Examine your valuation of assets. Are you counting
only depreciable physical assets?

Honestly assess how your physical assets distinguish
your organization from others with which you com-
pete. Do they give you a sustainable competitive
edge?

Think how the unique knowledge and enlightened
imagination of your workforce constitutes an irre-
placeable and priceless asset.

Review your investment strategy. Does “human capi-
tal” receive a regular and sufficient investment
(money, time, priority) to upgrade it? Is your capital
budget proportional to your skill development bud-
get?




IT's NOT WHAT YOUR EMPLOYEES KNOW THAT
CouNTs, IT’s WHAT THEY IMAGINE

From supercomputers to tender chickens to increasing effi-
ciency, ideas are the new currency of commerce: the new
capital. The very word capital has its roots in the Latin
capitalis, which means “relating to the head.” So it is quite
natural for capitalists to concentrate on the heady matters
of creativity and innovation. With the Information Age now
a reality, the creation of wealth truly is a creative activity.

Call it brain power, intellectual capital, creative assets, or
whatever, thinking is the new competitive weapon. Busi-
ness moves too fast for you ever to know what you need to
know. So it's not just what people on your payroll know
that counts, it'’s what they can imagine.

Creative people are not all painters or novelists anymore
than all salespeople are universally gregarious or loqua-
cious. Creative people can be found in all departments in
an organization: finance, engineering, data processing,
sales, research and development, operations, marketing,
and human resources. The ability to generate original think-
ing has little to do with job function or even formal educa-
tion.

Your job as a manager is to encourage more free
thinkers—people who come up with ideas for improving
products and processes without being told (or in spite of
being told not to).



