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Creativity, Inc.: Building an
Inventive Organization
Jeff Mauzy and Richard Harriman 
(Harvard Business School Press, Boston; 2003;
ISBN 1-57851-207-7) $27.50

REVIEWED BY PRESTON G. SMITH CMC

Creativity is seen as the cure to many
organizational ills, so enterprises

continually seem to be striving for
greater creativity. Scores of books have
been written on the subject, and a
search through the recently published
ones turned up Creativity, Inc. as per-
haps one of the best available today.

This book excels because it is based
on years of practical experience in
applying creativity techniques by a con-
sultancy that has pioneered in this field.
Synectics emerged in 1960 as a firm and
as a book by the same name by William
J. J. Gordon. In contrast with many
competing books, Creativity, Inc. orga-
nizes this difficult-to-capture subject
well and provides many examples and
exercises to enable learning. In contrast
to Synectics Corp., which specializes in
enhancing creativity in a corporate set-
ting, the book applies to any organiza-
tion, profit-making or not.

Although creativity is most often
associated with new products, Mauzy

and Harriman emphasize systemic cre-
ativity, which expands to all depart-
ments and activities of an organization.
They specifically address creativity, not
innovation. The former concerns com-
ing up with a novel and useful idea,
whereas innovation means following
through on this idea until it provides
benefit, or as the authors put it, “changes
the order of things.”

The authors are clear on why cre-
ativity is difficult and rare in the orga-
nizational world. It does not fit easily
with the sacred cows of efficiency, hier-
archy, or emphasis on mission and
goals, and it is continuously under-
mined by imitation (benchmarking, for
example), conformity, the need to be
right, and fixed organizational roles.

According to Creativity, Inc., the fol-
lowing four dynamics underlie all cre-
ative efforts:

■ Motivation must be intrinsic. When a
person is extrinsically motivated, it is
too easy to provide an idea that is not
very creative in order to obtain a reward
that may be offered. Thus, paying for
creativity is generally ineffective.

■ Curiosity and fear are an interesting
duo. Creativity naturally stems from
curiosity, and new things naturally lead
one into the unknown. Entering un-
known territory often instills fear, and

fear encourages us to back out of the
unknown. Consequently, fear must be
appreciated and mitigated in order to
move forward with novel thoughts or
actions.

■ Breaking and making connections is
perhaps the heart of the Synectics method-
ology. Through repetition, our brains
build strong pathways along which
messages travel under certain circum-
stances. We call these habits or skills,
but they stand in the way of change.
Thus, the brain needs to be rewired, and
tacit assumptions need to be identified
and challenged.

On the constructive side, the authors
suggest a multitude of ways that one
can make associations from far-flung
areas. For example, how does the pic-
ture on a certain page of a magazine
suggest that you might solve your prob-
lem? In this case, a well-chosen picture
moves a person to a new space or view-
point with regard to the problem at hand
and breaks the normal connections 
that they have used with the problem in
the past. Evaluation is a balancing act—
balancing fear with curiosity, diligence
with patience, and overcoming the
weaknesses in an idea without being
negative about the idea.

This book starts by explaining cre-
ativity on an individual level and then
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moves on to the organizational level. At
the individual level, the authors suggest
using “purposeful confusion” to break
and then remake connections. Usually,
the old connection is broken before the
new one is made, and confusion reigns
in the interim. To eventually make the
best connection, stay with the confu-
sion, learn how to say “I don’t know,”
and become comfortable with intense
and long-lasting ambiguity.

Similarly, there is a strong tendency
to rush to judgment in evaluation. The
best ideas are usually not the first ones
to arise but instead come from creative
combinations of other ideas that ini-
tially seem to have less merit. Keep
your connections from solidifying too
soon. This is where high-quality cre-
ativity takes time. Managers often are
unwilling to spend the necessary time
seeking creative solutions, However,
research described in the August 2002
Harvard Business Review (“Creativity
Under the Gun”) concludes that, with
rare exceptions, time pressure inhibits
creativity.

At the organizational level, the
dynamic of breaking and making con-
nections relates to the way in which the
organization endorses the four chal-
lenges of conflict, risk-taking, diversity,
and intrinsic motivation. Conflict be-
tween individuals in values, working
styles, or objectives, the authors say, “is
a rich yet tricky vein to mine.” It is a
potent tool for breaking connections,
but at the same time, it can raise fear,
lower motivation, curtail connection-
making, and distort evaluation. Risk-
taking is related to time pressure; those
uncomfortable with risk will sacrifice
creativity just to minimize their anxi-
ety. Diversity of the individuals involved
is another factor that adds discomfort
but results in more creative solutions.

Mauzy and Harriman use the term
climate as a subset of the more com-

monly used term, culture. Climate re-
fers to the collection of mutually rein-
forcing behaviors and expectations in
an organization. Climates that nurture
creativity emphasize individuality and
the fourth challenge, intrinsic motiva-
tion; they offer the safety needed for
creativity to flourish; and they provide
the time needed for effective evaluation.
Changes in these qualities require pro-
longed effort. Moreover, without on-
going attention, improvements will
disappear over time. Similarly, a small,
creative organization acquired by a
larger command-and-control one is
likely to lose its creative climate.

Clearly, a creative climate will en-
hance creativity whenever it is needed,
from fixing a paper-supply problem to
inventing a new product line. The au-
thors devote an excellent chapter to
“purposeful creativity” and describe in
detail a seven-step process that in-
cludes applicable tools and three run-
ning examples—one from Nabisco, one
from Citibank, and one from an indi-
vidual at Boston’s Museum of Science.
Here are a few learnings I gleaned from
this chapter:

■ Some of the most powerful tools for
making connections involve “excur-
sions,” such as analogies and meta-
phors. These tools are effective because
they place a person in a new world that
is seemingly irrelevant to the world of
the problem and also devoid of typical
constraints in the normal world, thus
relaxing fear and increasing curiosity.

■ When selecting a solution, the most
practical one will normally receive the
most votes. To move beyond this road-
block, someone with greater tolerance
for risk must open some other solution
options and encourage their explo-
ration.

■ Explore solutions one at a time, each
one with maximum creative effort.
Again, this takes more time but is likely
to result in a more creative final solution.

■ Don’t group solutions into categories.
This homogenizes them and dissipates
much of their individual creativity. It
also tends to render them ownerless,
which impairs implementation.

■ As you develop a solution, list its
benefits first, which lowers your de-
fenses so that you can work on its
potential.

■ Pursue flaws in ideas forgivingly as
difficulties to be resolved. For instance,
rather than saying, “This is too expen-
sive,” say, “How could we lower its
price?”

The authors conclude with a short
chapter on sustaining creativity, although
the essentials and difficulties are amply
provided in earlier chapters. The closing
material also includes plenty of notes, a
long bibliography, and a good index.

Ironically, for a book on creativity,
this one uses remarkably little creativity
in presenting material on the printed
page. There are no figures, tables, side-
bars, or other relief from the ongoing
text. This material lends itself to illus-
trations—for example, a chart of the
tension between curiosity and fear, a
road map of an excursion, or a cartoon
on intrinsic motivation.

In summary, Creativity, Inc. provides
a clear and well-tested approach to im-
proving organizational creativity that
can be used by managers and consul-
tants alike. But it will require persistent
effort over the years for these cultural
changes to take root and bear fruit.
Thus, it puts the subject on a realistic
but doable foundation.

Preston G. Smith CMC (preston@

NewProductDynamics.com), a principal at 

New Product Dynamics in Portland, Oregon,  

is coauthor of the popular book, Developing

Products in Half the Time and Proactive Risk

Management: Controlling Uncertainty in 

Product Development. For 18 years, he has 

been helping manufacturing managers build 

a sustainable capability for accelerated 

product development.
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Leading Geeks: How to
Manage and Lead the People
Who Deliver Technology
Paul Glen ( Jossey-Bass, San Francisco; 2003;
ISBN 0-7879-6148-5) $26.95

REVIEWED BY MARSHA LEWIN CMC, FIMC

There’s no escaping geeks any more—
those people who research, develop,

design, build, test, install, and support
technology. No matter what your con-
sulting specialty, you will have to deal
with them, for they are often the keep-
ers of the information you need, the
computer system you must interface
with, the techno-accountants who cut
your check, and the fixed-imagers who
may stonewall your team-building as-
signment. Geeks are ubiquitous in con-
temporary organizations, increasingly
so as those organizations rely more and
more on technology. If you can’t beat
them (which you can’t), learn how to
deal with them; or better yet, learn how
to lead them. That’s what this book
teaches.

The author, Paul Glen, is a manage-
ment consultant who specializes in
building effective technology organiza-
tions. He is also an occasional faculty
member at the MBA level. He brings a
refreshing approach to working with,
and bringing out the best in, the geeks
we have to work with on most consult-
ing assignments. And he gives us much
information we can share with our
clients, when appropriate, as they strug-
gle to manage these people in their
organizations. Glen organizes the
thoughts we’ve probably all had at one
time or another when we’ve dealt with
techno gurus, and he discusses the con-
text and content of leading geeks as well
as how we and our clients can best deal
with a ragtag assortment of such folks.
He presents clear models he’s devised,
which he diagrams and explains.

A nice feature of the book is a sum-
mary in an appendix of all the diagrams

discussed in the text of the book, and all
the critical checklists. Another helpful
feature is a summary at the end of each
chapter of critical points and funda-
mental questions for the reader to pon-
der before moving ahead. Although you
could read just these summaries and get
the basic gist of the book, you’d sadly
miss Glen’s humorous and clear presen-
tation of his understanding of geek
behavior and his cogent suggestions for
forming these intelligentsia into cohe-
sive teams that produce great results.

More than most, geeks tend to be
intrinsically motivated loners who
revere the rational. As a result, as we
and our clients work with them and try
to lead them to make their best con-
tribution, we are especially challenged.
Traditional motivational techniques do
not work well. Some of Glen’s tips to
increase their productivity are helpful
in leading anyone, but Glen says
they’re especially necessary and useful
with geeks:

■ Facilitate; don’t try to supervise or
control geeks in traditional ways.

■ Help them manage ambiguity.

■ Select your geeks wisely, as not all
geeks fit into every project.

■ Manage meaning, imparting to your
geeks a sense of the larger context of
their work.

■ Communicate significance, since
geeks work best on tasks they perceive
to be important or urgent.

■ Show them a career path so that your
geeks know there’s “life” after this proj-
ect’s death.

■ Turn work into games with specified
goals and success criteria—much pre-

ferred by geeks over routine and repet-
itive tasks.

■ Encourage isolation, as physical sep-
aration enhances group cohesion and
protects your geeks from distracting
corporate politics.

■ Foster a sense of external competi-
tion, as geeks get a thrill, for example,
out of defeating evil with ingenuity.

■ Design interdependence, as your
geeks are more likely to develop intrin-
sic motivation from loyalty to their
peers than loyalty to their leader.

■ Limit group size, lest you weaken
geek interdependence.

■ Control resource availability carefully
to keep geeks interested in their work;
too much or too little money, time, or
staff assigned to their projects can de-
crease their enthusiasm for and interest
in their work.

■ Offer free food intermittently (my
favorite), because if it’s offered consis-
tently they’ll come to expect it and no
longer be motivated by it.

This book is a welcome relief from
technical, methodology-oriented IT
books. Glen humanizes the issues, and
argues (quite successfully) that tech-
nology problems are people problems
that indeed can be managed, albeit not
with traditional OD methods. My only
caveat is that readers should not take
personally Glen’s descriptions of geeks,
should they recognize themselves, as
did I, among the well-written pages.

Marsha Lewin CMC, FIMC (marsha@

marshalewin.com) is a former local and 

national officer of IMC-USA, former practice

management editor of the Journal of Manage-

ment Consulting, and the first woman Fellow 

of IMC-USA. She is the author of four books,

including The Overnight Consultant and Better

Software Project Management. She has been

leading geeks for decades.
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Impending Crisis: Too Many
Jobs, Too Few People
Roger E. Herman, Thomas G. Olivo, 
and Joyce L. Gioia (Oakhill Press, Winchester,
VA; 2003; ISBN 1-886939-53-5) $30

REVIEWED BY JOHN L. BENNETT CMC

While the relatively high unemploy-
ment statistics of today’s workforce

may not be an indication, there is a
potentially dramatic crisis of another
sort on the horizon. This book awakens
us to the crisis that will face the U.S. job
market this decade and provides useful
insights to enable executives and con-
sultants to respond. According to data
from the U.S. Bureau of Labor Statistics,
in 2010 there will be 10.3 million more
jobs than skilled workers to fill them.
The authors address the solution with
strategies for action by executives and
human resources professionals and pro-
vide a rich source of ideas and perspec-
tives for management consultants.

Impending Crisis contains 11 infor-
mation-packed chapters organized into
two sections: problems and solutions.
It is filled with research to back up the
assertions and recommendations. More
than 50 figures and an extensive bibli-
ography of valuable references are used
to support critical points. In the prob-
lem-defining chapters, the authors pre-
sent the impending crisis with facts
about the economic and demographic
factors, influential trends affecting the
workplace, deficiencies in competence,
and the negative impacts of employee
turnover. In the solutions-focused chap-
ters, the authors suggest specific lead-
ership and management strategies and
tactics. They also provide a new ap-
proach to business that incorporates
technology, changes in the business
model, and ways to build efficiency, as

well as an approach to strategic work-
force planning.

What makes this book unique, and
therefore valuable, is its foundation of
credible sources of knowledgeable and
experienced management consultants
with many years of experience in a vari-
ety of for-profit and government agency
client organizations. The authors clearly
present the impending workforce crisis
and come up with solutions for various
organizational settings. They also pro-
vide guidance for leaders who are
charged with developing innovative
strategies to address the workforce
issues on the horizon. The final chap-
ter is a call to action. The authors out-
line specific actions to get started. These
include:

■ Reading the book

■ Assessing the current organizational
preparedness status

■ Discussing what is known

■ Examining how business is done

■ Re-creating the business as necessary

■ Engaging others.

Each chapter concludes with a set of
thought-provoking, strategy-generating
questions and a statement regarding
competitive advantage. These questions
are an excellent platform for guiding
leadership teams through discussions
about the crisis and for exploring pos-
sibilities for action. Throughout the
book, the authors inset sections called
“Words of Wisdom” in which key
points, facts, and solutions are high-
lighted.

Herman and Gioia are individually
and collectively authors of numerous
articles and books, including Lean and
Meaningful, How to Become an Employer
of Choice, and Workforce Stability. They
are well-respected futurists, Certified
Management Consultants, and speak-

ers who specialize in workforce and
workplace trends, their implications,
and guiding leaders and organizations
to prepare for and respond to the future.
Together they have more than 40 years
of experience consulting to manage-
ment. Olivo is widely respected for his
expertise in measuring factors that
affect performance. This team provides
vital information and insights by com-
bining compelling evidence and con-
crete advice about what employers must
do to prepare for this critical workplace
crisis.

Perhaps the authors could have pro-
vided a more structured and orderly
approach to the large volume of data
provided. It is rich in facts and includes
many possible strategies for action, but
lacks clear linkages between the two.
Impending Crisis is, however, a direct,
readable book, designed for corporate
executives, human resource profession-
als, and management consultants, and I
recommend it. Read this work to learn
more about the impending workforce
crisis and what can be done to address
it through proactive strategies. This is
the kind of book that you can use as a
tool to stimulate conversation—and
action—with your clients.

John L. Bennett CMC (john@lawton-assoc.com) 

is president of Lawton Associates, a firm that 

specializes in helping individuals and organiza-

tions prepare for, excel through, and improve

from change. He is a consultant, executive coach,

speaker/trainer, and author of two books: 

Leading the Edge of Change and The Essential

Network.
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Welch: Straight from the Gut
Jack Welch, with John A. Byrne (Warner Books,
New York; Hardcover, 2001;
ISBN 0-446-52838-2) $29.95; (Unabridged
Audio, 2001; ISBN 1-586-21174-9)
$39.95; (Abridged Audio, 2001; 
ISBN 1-586-21172-2) $25.95; (Paperback,
2003, ISBN 0-446-69068-6) $16.95

REVIEWED BY CURT KAMPMEIER CMC

Jack Welch retired a few years ago as
Chairman of General Electric Com-

pany. During his 20 years as CEO, GE’s
market value grew from $13 billion to
$500 billion, and GE’s innovations in
management made its top executives
highly sought after. Many books have
been written about Welch and GE, but
this is by Welch himself. It is a candid,
engaging account of his rise to the top
(he was at GE for 20 years before be-
coming CEO), his tenure there, and the
perspectives and lessons he learned
along the way. I can’t summarize the
wonderful stories here, or the story of
his life. But I can share some of the big
management ideas and practices that
contributed to GE’s success under Jack
Welch’s leadership.

Business Is 75% About People
Welch’s great passion was hiring and
developing great people to make great
businesses. In the book, his first com-
ment about management is that “busi-
ness is 75% about people and 25%
about other stuff.” That’s an incredible
statement from the head of a company
in 20 mostly unrelated businesses (42
strategic business units)—appliances,
power plants, credit services, broad-
casting, plastics, aircraft engines, and
more—with 300,000 employees world-
wide, likely the largest business any-
where, and an extremely complex
enterprise. Despite that complexity,
“business is 75% about people” was not
just a slogan, as it is for many execu-
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tives. There’s compelling evidence in the
book that Welch believed that and put
his primary money, time, and effort
right there.

For starters, he put people first and
strategy second. He learned the hard
way that GE could have the greatest
strategies in the world but without the
right leaders developing and owning
them, they’d get just average results.
Great people, not great strategy, are
what made it all work.

In a company with 300,000 employ-
ees worldwide, identifying the great
people was no easy task. In what was
called differentiation, GE ranked both
the performance and potential of its top
executives each year in one of three cat-
egories: the top 20% (the As), the vital
middle 70% (the Bs), or the bottom
10% (the Cs).

The As were people filled with pas-
sion, committed to making things hap-
pen, open to ideas from anywhere, and
blessed with lots of potential. They
made business both productive and fun.
They had GE’s four Es of leadership:
very high energy, the ability to energize
others around common goals, the edge

to make tough decisions, and the abil-
ity to consistently execute and deliver
on their promises. They also cared more
than anyone else. “No detail was too
small to sweat or too large to dream.”
Welch thinks that passion, probably
more than anything else, separated the
As from the Bs.

Nonetheless, the Bs were the heart of
the company—it’s they who made day-
to-day operations work. GE put lots of
energy into turning Bs into As. Their
manager’s job was to help them get
there. The Cs were people who couldn’t
get the job done. GE wasted no time or
money on them, except to redeploy
them elsewhere if possible. Otherwise,
they had to go.

This so-called vitality curve was sup-
ported by rewards—salary increases,
stock options, and promotions. The As
got raises two to three times larger than
the Bs. Bs got solid increases to recognize
their contributions. Cs got no rewards.

Losing an A was a sin. The injunc-
tion was, “Love ’em, don’t lose ’em!” GE
conducted postmortems on every A it
lost, and held managers accountable for
those losses.



This is tough. In fact, GE’s philoso-
phy was that anyone who found this
differentiation too easy or too hard
didn’t belong in the organization. While
some thought it was cruel or brutal to
systematically remove the bottom 10%,
Welch thought just the opposite. Bru-
tal, he says, is keeping people around
who aren’t going to grow and prosper,
or waiting to tell people late in their
careers they don’t belong when their job
options and earning potential are in-
creasingly limited.

GE’s vitality curve worked when
introduced because GE first spent a
decade building a performance culture
with candid feedback at every level. At
the heart was a system of three formal
reviews each year, so everyone knew
what was expected, and an informal,
unspoken personnel review every day,
in every meeting and memo, a contin-
uous testing of everyone in a myriad of
environments.

GE spent extraordinary time and
money recruiting, training, developing,
and rewarding the best people. Welch
said “he could talk his face blue about
facing reality, or being No. 1 or No. 2 in
every business, or creating an organiza-
tion that thrived on change, but until
they got the right people in the right
jobs, they didn’t get the traction they
needed to truly change the company. He
says that defined managing at GE: build
great people, and they will build and
deliver great products and services.” GE
created and ran a people factory to build
great leaders and may well have built the
world’s greatest people factory ever.

Work-Out
Work-out is another practice that
helped make GE great. Patterned after
the traditional New England town
meeting, it simply meant getting to-
gether and taking unnecessary work out
of the system. Groups of 40 to 100

employees met for two or three days to
share their views on the business, and
the bureaucracy that got in their way—
particularly approvals, reports, meet-
ings, and measurements. Work-out
meetings started with a presentation by
the group-manager, who would issue 
a challenge or outline a broad agenda
and then leave. With the boss absent
and with a neutral outside facilitator to
grease the discussions, employees were
asked to list problems, debate solutions,
and be prepared to sell their ideas when
the boss returned. The boss then had to
make on-the-spot, yes-or-no decisions
on at least three-fourths of the propos-
als. If a decision couldn’t be made on
the spot, a date was set to do so. No one
could bury the proposals. As people saw
their ideas getting implemented right
away, this process became a true
bureaucracy buster.

Every GE business was expected to
hold hundreds of Work-out sessions. By
1992, more than 200,000 GE employ-
ees had participated. Listen to a middle-
aged appliance worker: “For 25 years
you’ve paid for my hands when you
could have had my brain as well—for
nothing.” This was the rationale for the
process and confirmed that the people
closest to the work know it best.

Work-outs enabled GE to create a
culture where everyone began playing
a part, and everyone’s ideas began to
count; a culture where leaders led
rather than controlled and coached
rather than preached. Here again, GE
built better people who then built bet-
ter products and services.

The Boundaryless Organization
Work-out was a huge success. It hit
bureaucracy hard, and ideas flowed
faster all over GE. Welch wanted a way

to describe this, something that might
capture the imagination of the whole
organization and take idea-sharing to
the next level. As he talked about all the
boundaries that Work-out was break-
ing down, he came to boundaryless as a
word to shorthand many of his dreams
for GE. The boundaryless company, he
said, would remove the barriers among
engineering, manufacturing, marketing,
and the other functions in the company.
Domestic and foreign operations would
be treated the same. External walls
would come down, and suppliers and
customers would become part of a sin-
gle process. The less visible walls of race
and gender would fall. The boundary-
less organization would make heroes of
people who recognized and developed a
good idea, not just those who came up
with one. It would open GE to the best
ideas and practices from other compa-
nies. It would make everyone at GE
focus on “Finding a Better Way Every
Day”—an inspiration that went all
around GE’s world. The idea of a
boundaryless organization gave new
momentum to the learning culture that
Work-out had developed. Searching for
better ways and eagerly sharing new
knowledge became second nature at
GE, and one of its greatest competitive
strengths. Here again, GE built better
people who then built better products
and services.

Six Sigma
Most managers seem content if things
go right 97 times out of 100, but that’s
still 30,000 defects per million opera-
tions. Six Sigma is a program to get
things right better than 99.99% of the
time, less than 3.4 defects per million
operations. Historically, GE had excel-
lent functional training programs. But,
because Six Sigma worked as well in a
customer service center as in a manu-
facturing plant, it gave GE a tool for
generic management training.

Welch told the CEOs to make their
best people Six Sigma leaders. They
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took those people off their existing jobs
and gave them two-year assignments 
to qualify them for Black Belt compe-
tence. The first four months were class-
room training and applications. Every
assigned project thereafter had to tie to
business objectives and the bottom line,
and had to produce measurable results.

GE also trained thousands of Six
Sigma Green Belts. Green Belts had ten
days of formal training. They didn’t
leave their current jobs, but rather
learned methods to improve perfor-
mance in their everyday work. No one
was considered for a management job
without at least Green Belt training.

An early Six Sigma success was at
GE Capital. At the time, that business
took about 300,000 calls a year from
mortgage customers, and about 72,000
of those had to call back because GE
employees were unavailable. After ana-
lyzing and reconfiguring the system,
process flows, equipment, physical lay-
out, and staffing, customers almost
always got a GE person on the first call.
Only 300 a year had to call back.

GE used Six Sigma not only to cut
costs, improve productivity, and fix
broken processes, but also to fix and
design new products. For example, a
third of the gas turbine power plants
GE installed in 1995 had to be repaired.
By 1996, after putting Six Sigma into
effect, with more than five times as
many installations, not one was mal-
functioning. In medical systems, a new
CT scanner cut the scan time from
three minutes to 17 seconds; and that
million-dollar machine could be un-
packed, plugged in, and put to work
immediately.

GE ultimately used Six Sigma to
turn itself inside out to focus outward
on the customer. GE understood what
most didn’t: Six Sigma is not just about
quality control and statistics; it’s about

equipping managers with better tools
to think through tough issues. Here
again, GE built better people who then
built better products and services.

Some Other Great Ideas
There’s space to do no more than men-
tion some other great practices and
ideas for which Welch and his team are
famous.

■ “The No. 1 or No. 2, fix, sell, or close
strategy.” GE would be first or second
in every business it was in—the top-
ranking leanest, lowest-cost, worldwide
producers of quality goods and services.
Make it happen, sell it, or close it.

■ Work is just a job for too many 
people. Make sure the people you’re
working with are having fun while si-
multaneously being highly productive.

■ Get a 23-year-old who really loves the
Internet and knows everything about it
to spend three to four hours a week
teaching you how to use it. Hire a men-
tor; become the “mentee.”

■ Headquarters doesn’t make or sell any-
thing. Get out in the field to learn from
the people who really make things hap-
pen. Welch aimed for a third of the time.

■ Get employee feedback all the time,
with any process that works, and force
everyone to deal with employees in a
straightforward and realistic way. And
don’t ask about the quality of cafeteria
food or the benefit plans. Ask questions
that get at fundamental issues.

■ Do everything you can to get people
to see things as they are, to deal with
the way it is, not the way they wish it
were. This was GE’s Reality Theme.

■ Break projects out, and focus on
them as separate, small businesses. This

provides the benefits of agility, speed,
and ease of communication. And there’s
nothing like feeling like you own it to
energize the effort.

■ Welch said, “I rarely regretted acting
but often regretted not acting fast
enough.”

■ Measure results against the prior year
and against competitors, not against
some arbitrary number set by upper
management, staff analysts, or manage-
ment consultants.

■ Make operating plans reflect the
dreams of the people who are responsi-
ble for making them work—the high-
est numbers they think they have a shot
at. This is their stretch goal. “We’ve
never . . . made a stretch operating plan.
Yet we’ve always done a helluva lot bet-
ter than we ever thought we’d do.”

■ The organization takes its cue from
the people at the top. Their personal
intensity determines the organization’s
intensity. How hard they work and how
many people they touch will be copied
thousands of times over.

When all is said and done, Welch
says that teaching is what he did for a
living. Love the wide-open exchanges.
Learn as much from others as you teach
them. Become a facilitator, helping
everyone learn from one another. Bring
ideas to every meeting, and expect the
exchanges to enrich them. Get every-
one to push back and challenge.

Go thee and do likewise.

Curt Kampmeier CMC (CurtKampmeier

@aol.com) works with owners of business and 

professional firms to help them make better 

decisions about their key people, strategy, 

leadership, and development. He’s been an 

independent management consultant since 1973.
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