During his long career, Welch mentored a generation of
future CEOs. In an exclusive excerpt, his rules of the game.

BY JACK WELCH WITH SUZY WELCH
. NE DAY, YOU BECOME A LEADER. ON
Monday, you're talking and laughing with
colleagues about life and work, and gossip-
ing about how stupid management can be,
Then on Tuesday, vou are management. You're a
boss. Suddenly, everything feels different—because
it is different. Leadership requires distinct behaviors
and attitudes, and for many people, they debut with
the job. Before you become a leader,
success is all about growing yourself.
When you become a leader, success is
all about growing others.

Without question, there are lots of
ways to be a leader. You need to look
only as far as the freewheeling, straight-
talking Herb Kelleher, who ran South-
west Airlines for 30 years, and Mi-
crosoft’s quiet innovator, Bill Gates, to
know that leaders come in all varieties.
In politics, take Churchill and Gandhi. In
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football, take Lombardi and Belichick. Each of these
leaders would give you a different list of “rules”
During my talks with students, managers and en-
trepreneurs, leadership questions invariably were
asked. “What does a leader really do?” and “T was just
promoted and I've never run anything before. How
can [ be a good leader?” These kinds of questions have
pushed me to make sense of my own leadership over
40 years, I ran teams with three experienced people
and divisions with 30,000. I managed
businesses that were dying and ones
that were bursting with growth. There
were acquisitions, divestitures, organi-
zational crises, moments of unexpect-
ed luck, good economies and bad. And
vet, some ways of leading always
seemed to work. These became my
ight “rules”
ord on paradoxes. Leader-
od with them. The grand-
them all is the short-long
ox, as in the question I often get:
fow can I manage quarterly results
#and still do what's right for my business
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five years out?” My answer is, “Welcome to the joht” Perﬁ)rmmg bal-
ancing acts every day is leadership. "That’s part of the fun of leading;

though. You can only give it evervthing yow've got. Here’s how:

# 1 LEADERS RELENTLESELY UPSRADE THEWR TEaM.
POIMG EVERY ENCOUNTER A2 AN GPPOSTHRITY T8

EVALUATE, COREH SHD BURD SELF-CONFIEENCE. The

team with the best players usually does win. And that is why, very

simply, you need to invest the vast majority of vour time and energy

as a leader in three activities.

You have to evaluate—making sure the right people are in the
right jobs, supporting and advancing those who are, and moving
out those who are not.

You have to coach—guiding, critiquing and helping people to
improve their performance in every way.

And finally, you have to build self-confidence —pouring out
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encouragement, caring and recognition. Self-confidence ener-
gizes, and it gives your people the courage to streteh, take risks and
achieve beyond their dreams. It is the fue! of winning teams.

Tae often, managers think that people development occurs once
a year in performance reviews. That’s not even close. It should be a
daily event, integrated into every aspect of vour regular goings-on.
Customer visits are a chance to evaluate vour sales force, Plant tours
are an opportunity to meet promising new line managers, A cotfee
break at 2 meeting is an epening to coach a team member ahout 1o
give his first major presentation. Think of yourseif as a gardener,
with a watering can in one hand and a can of fertilizer in the other.
Occasionally you have to pull some weeds, but most of the time, you
just nurture and tend. Then watch everything bloom,
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# 2 MM, THEY LIYE AN EATHE T, Leaders have to
set the team’s vision and make it come alive. How do vou achieve
that? First of all, no jargon. Targets cannot be so blurry they can’t
be hit. You have to talk about vision constantly to evervone. A com-
mon problem is that feaders communicate the vision to close col-
leagues and it never filters down to people in frontiine positions.

I you want people to live and breathe the vision, “show them the
maoney” when they do, be it with salary, bonus, or significant recog-
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nition. To quote a friend of mine, Chuck Ames, the former chair-

man and CEQ of Reliance Electric, “Show me a company’s various

compensation plans, and Ul show you how its people behave”
LEADERS GET MTO IVERVONE'S WM, SXUoNG

#3 BOSTTIVE ﬁ%&ﬂ&” ARD 4GP ?% mf‘?év An upbeat manag-
er with a positive outlook somehow ends up running a team or
organization filled with ... well, upbeat people with positive out-
looks, A sourpuss somehow ends up with an unhappy tribe all his
own. Unhappy tribes have a tough time winning.

‘ork can be hard, But your job as leader is to fight the gravita-
tional pull of negativism. That doesn't mean vou sugarcoat the
challenges. It does mean you display an energizing, can-do attitude
about overcoming them.

s

# LEADEHS CITAPBLIEH THUST WITH CANIOR, TRAN
4’ PARENCY AND ﬁ;i HT. Your people should always kxmw
where they stand. They have to know how the business is doing, And
sometimes the news is not good—such as imminent layoffs—and
any normal person would rather avoid delivering it. But you have to
tight the impulse to pad hard messages or vou'll pay with your team’s
confidence and energy.

Leaders aiso establish trust by giving credit where credit is due.
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-matters msre in wmmr;gthan ger«

ting the nght pecple on the feld,
then grading them on the tightway
to succeed and get ahead,

Befors youeventhink abaut
assessing peopls for ajoh, they

‘have to pas through three

soreens. ‘The first tostis for in-
tegrity. Poople with infegrity telf
the truth, and-they keép their
word. The second test is for intelli-
gence, The candidate has a strong
dnse of infellectual curiosity, with
abreadth of knowledge towork
with or-téad other smart peogle in
today's complex world, The third
ticket to the game is maturity~the
ahility to handle stress and set-
backs, and enjoy success with
equal parts of joy and humility,

TEACHING
MOMENT:
While GEZL

for chanem
to coach

They never score off their own people by stealing an idea and
claiming it as their own. They don’t kiss up and kick down because
they are self-confident and mature encugh to know that their
team’s success will get them recognition, and sooner rather than
fater. In bad times, leaders take responsibility for what’s gone
wrong. in good times, they generously pass around the praise.
Leapsng "‘%’”é‘ THE COURARE 1O BIAKE PO
LAR DECISIONS ARD SUT CALLE, Thelt are times you
have to make hard demsmns—ia peaple go, eut funding to a proj-
ect, of close a plant. Obviously, tough calls spawn complaints and
resistance. Your job is to Hsten and explain vourself clearly but
move forward, You are not a leader to win a popularity contest—
you are a feader to lead. Dor't run for office. You're already elected.
Sometimes making a decigion is hard not becanzse it's unpopu-
lar, but because it comes from your gut and defies a “technical”
rationale. Much has been written about the mystery of gut, but it’s
really just pattern recognition, Isn't it? You've seen something so
many times you just know what's going on this time. The facts may
be incomplete, but the situation feels very, very familiar to you.
Sometimes the hardest gut calls involve picking people. You meet a
candidate who has all the right stuff. But something nags at you,

and you're left with that uh-oh feeling, Don't hire the guy.
# LEADERS PROBE AMD PUSH WITH A CUBIDRITY THAY
BEORDERS OGN SHEPTIDISE MAakBE SuURE THE

CRIESTIONS ARE ANSYWENRDD WIYH ACTIENS. When vou are an
individual contributor, you try to have all the answers. When vou are
a leader, your job is o have all the questions. You have to be incredibly
comfortable looking like the dumbest person in the room, Every con-
versation you have about a decision, a proposal, or a piece of market
information has to be filled with you saying, “What if?” and “Why
not?” and “How come?” Questioning, however, is never enough. You

. i%e nund m s:smnﬁ? effeci;ve,

year affes yaar 6ross imsmesses
_E,fir.‘;‘l i i pasitive

] Eﬂ&i’g}’ Et meaﬁs the ahdsty {0 gogo

go—to thrive oy action and réfish
change. The seeond Eis the ability
to energize others, and inspire
them to'take on the impossible.
The third is edge; ‘the courage to
make tough yes—ar=no derisions,
The fourth E is execute—~the abifity

‘to get the job dorie, Then | look for

thiit final B, passion~-a hearifelt,
deep and authentic extitement
about work,

When you actually interview
somehody for a job, make sure gy-
&ry candidate is interviewed by
several peaple. Over time, you will
find that some people in vour or-
ganization have 5 special gift for

e e

: picking out stars and phenies, Rely  boss y\ihu is entirly hands- off or

on them, Make sure you exagger-
atethe chailange cf the joby; de-
seiibe it on its warst day;-As you
crankif up, s if 1he can didate
keeps saying, “'{es, yes, yes‘” Hhe
doos, you shoult wnrry*that he has
few other optigns; if any. Beim-
préssed if the candidate starts
peppering you back with hard
fuestions.

- Bow'tcheck just the refor-
ences the candidate gives you.
Call around, and don't allow the
conversation to be perfunctory,
Stop yourself from just hearing
the good news you want to hear.
Challengs anything that saumﬁs
fike lawyer-speak,

The most important guestion
1o ask in an interview: Why did the
candidats leave his previous job,
ant the one before that, Was it the
srwirenment? The boss? The
team? What exactly made her
leaye? Maybe the candidate just
expects too much~he wants a

teammates who always agree.
"Mayhe h wants too much reward
_too fast. Or maybe she's leaving
“her last job because she has ;ust
what you wam
. Boyniivemade ymsr hira. What
1o.ell them about how to get - -
. ahead?.Bastc&liy,.gemng promoted
is a'matter of dos gnd doi'ts:
# Do perfors far beyond expecta-
tions, and sxpand the boundaries
of your job.
® Manage your subordinates-with
the same care; that you manage
yuur bass.

% Geton thoradar screen. by
being an sarly champion of your
company’s major projects or
initiatives.

& Search out lots of mentors,

% Have a positive antitude and
spread it around,

# Don't make your boss use politi-
cal capital in order to champion
you. And don't let setbacks break
your siride.
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have to muake sure your questions unleash debate

and raise issues that get action.
# LEADEDS amne Moy TRUNE ANED
LEAFRING BY BETTING THE EXAMPLE,

These two concepts often get lip service-—and little
else. Too many managers urge their people to try
new things and then whack them in the head when
they fail. And too many live in not-invented-here
worlds of their own making, If vou want your peo-
ple to experiment, set the example yourself.

Consider risk taking. You don’t need to be
preachy or somber about your errors. In fact, the
more humorous and lighthearted you can be, the
more people will get the message that mistakes
aren’t fatal,

As for learning--again, live it yourself. Just be-
cause yvoure the boss doesn’t mean you're the
source of all knowledge. Whenever I learned
about a best practice that [ liked at another com~

TIME GUT:
At the GE
HET
facility

pany, I would come back to GE and make a scene. Mavbe f over-

stated the case, but I wanted people to know how enthusiastic 1

was about the new idea.

# 8 LEADERS CELESBATE. Why does celebrating make
managers so nervous? Maybe throwing a party doesn’t

scem professional, or it makes managers worry that they won't look

serious to the powers that be, or that, if things get too happy at the

office, people will stop working their tails off.

There is just not enough celebrating going on at work—
anywhere. | harped on the importance of celebrating for 20
years. But during my last @ip as CEO to our training
center in Crotonville, N.Y,, T asked the 100 or so managers in
the class, “Do you celebrate enough in your units?” Even know-

irég what I wanted them to say, less than half answered ves.

‘What a lost apportunity. Celebrating creates an atmospbcre of
recr)gmtion and 90&1&% energy. Imagme a team winning the
World Series without champagne spraying everywhere. And yet
companies win all the time and let it go without so much as a high
five. Work i§ too mivich a part of life not to recognize moments of
achievement. Make a big deal out of them: If you doxi’t, no one will.

I am often asked if leaders are born or made. The answer, of
course; is both, Some characteristics; like 1& and energy; seem to
come with the package. On the other hand, you leam some leadership
skills, like self-confidence, at your mother's knee, and at school, in
academics and sports. And you learn others at work—trying some-
thing, getting it wrong and learning from it, or getting it right and
gaining the seif- confidence to do it again, only better. "

--as§say, not as tdid,” thisis it

. No one, myself included, would
ever call me an authority on work-
lifg balance. For 41 years, my op~
erating principle was work hard,
piay hard and spend some time as
afather.

it's clear that the balance |

chiose had consequences for the
peoplz around me at home and at
the affice. For instance, my kids
were raised, largely alons, by their
mother, Carolyn: And from myearli-
ast days at GE, | used to show up at
the office on Saturday mornings.
Not coincidentally, my direct reperts
showed up toe. Personally, thought
these weekend hours were a blast.
We would mop up the workweek ina
more retaxed way and shoot the
breeze about sperts. | never once

If tharé_wa-s ever & case of “Do

asked'anyone, “Is there samep{aee
you would rather be—or need .
he~tor your family or favarite hobby
or whatever?” The idea just didn't
dawn on me that anvone would want
fo be anywhere but at work.

My defense, if there s one, is
that those were the imes. In the
1960s and '70s, all my direct re-
ports were men. Many of those
men were fathers, and fathers.
were different then. They did not,
by and large, attend baile? racitals
on Thursday afterngons or turn
dewn job transfers because they
didn't want to disrupt their kids’
sports "careers.” Mast of their
wives did not have jabs with their
own competing demands. All that
changed, of sourse,

I have dealt with dozens of
wark-life balance situations and

dilemmas a5 2 managsrj and hin-
dreds more as the manager of man-
agers, And over the past thn_ee _
years, 've heard from many pea-
ple—basses and employees—about
the complex issue of work -life bal~
ance. | have a sense of how bosses.
think about the issue, whether they
telf you or not. You may not like thelr
perspective, but you have fo face it
There's lig service about work - life
balance, and then there's reality. To
make the choices and take the ac-
tions that ultimataly make sense for
you, you need e understand that
reality: your bosg's top prierity is
competitiveness. Of course he
wants you to be happy, but only
inasmuch as it helps the company
win. infact, if he is doing his job
righit, he is making your job so ex-
citing that your personal life be~
comes 4 less compelling draw

2 Mast hosses are perfectly willing
to accommodate work - life balance
chatlenges if you have earned it

‘with. parfarmance The key waa’d

here b if -

# Bosses know that the work- ilfe
policies in the company brochure.
are malnly for recrufting purposes
and that real work- life arrange~
ments are negetiated one onone in
the context of a suppertive culture,
notit the corstext of, “But the
company says .!"

# People who publicly struggle
with work-fife kalance groblems
and continually turn to the compa~
ny for help get pigeonholed as am~
bivalent, entitled, uncommitted,
incompetent—or alf of the above.
# Even the most accommedating
bosses believe that work-Hifs bal-
ance is your problem to salve. In
fact, most know that there are re-
atly just a handful of effective
strategies fo dou that—staying fo-
cused on what you're doing and
saying no to demands sutside your
work-life balance, for example—
and they wish you would use them.

48 NEWSWEEK APHIL 4, 2085

HARK PETERAGR—REDUA



