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The Effective Executive is about managing oneself. Executives who do not manage themselves cannot possibly expect to manage other people. There is no science of how to improve executive effectiveness, nor any naturally-occurring effective executives. The redeeming point of this problem is that executive effectiveness can be learned.

Effective executives follow these 8 practices:

· They ask, “What needs to be done?”

· This almost always includes more than one urgent task, but effective executives do not splinter their focus, but rather prioritize.

· They ask, “What is right for the enterprise?”

· This is not asked in regard to the owners, the stock price, the employees or the executives. While all these are important constituencies of the enterprise, ultimately the health of the enterprise affects all of these.

· They developed Action Plans 
· The action plan must consider:

· Desired results

· Define results

· Identify executive contribution towards those results

· Identify the results to which the executive is committed

· Identify the deadlines to which the executive is held

· Probable constraints

· Is the course of action ethical?

· Is it legal?

· Is it accepted within the organization?

· Is it compatible with the mission, values and policies of the organization?

· Future revisions

· This plan is a statement of intentions rather than a binding document.

· It should be revised often as every success or failure brings with it new opportunities. 

· Check in points 

· The plan must include a periodic system for checking results against expectations. 

· Implications towards the executive’s time.

· The plan must be the basis for how the executive spends his or her time; otherwise it will be ineffective and useless.
· They took responsibility for their decisions

· A decision has not been made until people know:

· The name of the person accountable for carrying it out

· The deadline

· The names of the people affected by the decision and therefore have to know about it, understand it and approve (or at least not be too strongly opposed to it)

· The names of the people who must be informed of the decision even though they are not affected by it.

· Review decisions periodically: Historically, 1/3 of decisions are effective, 1/3 break even and 1/3 are ineffective. 

· Take responsibility for and correct poor decisions. Effective executives conclude that personnel that did not achieve the desired results may or may not be to blame, but even so they must be removed.

· They took responsibility for communicating. 
· Organizations are held together by information, rather than by ownership or command.
· Make sure both your action plan and your information needs are understood. Share your plan with your superiors, subordinates and peers. Ask for feedback. Let each person know what information they need to get the job done.

· They were focused on opportunities, rather than problems. 
· Problem solving, however necessary, does not produce results; it prevents damage. Opportunities produce results.
· Effective executives treat change as an opportunity rather than a threat. Such situations include:
· An unexpected success or failure in their own enterprise, a competing enterprise or in the industry.
· A gap between what is and what could be in a market, product, process or service.
· Innovation in a process, product or service whether inside or outside the enterprise or its industry.
· Changes in industry structure and market structure.
· Demographics
· Changes in mind-set, values perception, mood or meaning.
· New knowledge or new technology.
· Make sure that problems do not overwhelm opportunities.
· Be sure your best personnel are matched with the best opportunities. 
· They ran productive meetings

· The key to running effective meetings is to decide in advance what kind of meeting it will be.
· A meeting to prepare a statement, an announcement, or a press release. This requires a draft beforehand, and for a pre-appointed member for disseminating the final text discussed.
· A meeting to make an announcement (e.g. a change within the organization). The meeting should be confined to the announcement and discussion about it.
· A meeting in which one member reports. Nothing but the report should be discussed.

· A meeting in which several or all members report. Either there should be no discussion at all or the discussion should be limited to questions for clarification. 
· A meeting to inform the convening executive (e.g. a meeting whose sole purpose is to share the presence of the executive, such as a company dinner). 

· Once the objective of the meeting is accomplished, do not raise new topics; sum up and adjourn.

· Follow up every meeting by:

· Summarizing key points and conclusions.

· Identifying issues requiring action, another meeting or further study.
· Specifying the member accountable for the above and the deadline.

· They thought and said “We” rather than “I”

· Effective executives know that they have ultimate responsibility that can neither be shared nor delegated. But they have authority because they have the trust of the organization. This means they must think of the needs and the opportunities of the organization before they think of their own.
· Listen first, speak last.


Efficiency vs. Effectiveness: 
"Efficiency is doing things right; effectiveness is doing the right things." 
For manual work, efficiency was enough. In today world, the center of gravity has shifted from the manual worker to the "knowledge worker" (a term Drucker coined in the 60s). For knowledge work, effectiveness is more important than efficiency. 


Who is an Executive? 
Executive = a knowledge worker who is ... responsible for contributions (decisions, actions) ... that have significant impact on ... performance and results of the whole organization (derived from pages 5 through 9). 

Effective executives:

1. Manage time: 
"Time is the scarcest resource, and unless it is managed, nothing else can be managed" (page 51). 
Chapter 2, Know Thy Time, starts with a three-step process - recording, managing and consolidating time. Drucker then states the factors that make time a unique resource - the supply of time is inelastic, time is perishable and cannot be stored, time is irreplaceable (i.e. has no substitute), all work takes place in and uses up time. 
Drucker then explains time-diagnosis with questions for the executive: 
a. What would happen if this were not done at all? 
b. Which activities could be done by somebody else just as well, if not better? 
c. (ask others) What do I do that wastes your time without contributing to your effectiveness? 
Drucker then explains the identification of time wasters caused by - lack of system, overstaffing, bad organization structure, malfunction in information. If you have spent time in meetings, you will surely be able to relate these concepts to your work. This chapter changed my perception of time as a resource. 

2. Focus on contributions and results: 
In chapter 3, What Can I Contribute?, Drucker stresses the importance of focusing outward, on contributions and results; as opposed to downward, on efforts. He proceeds to discussing the four basic requirements of effective human relations: 
a. Communication 
b. Teamwork 
c. Self-development 
d. Development of others 

3. Build on strengths: 
"In every area of effectiveness within an organization, one feeds the opportunities and starves the problems" (page 98). 
In chapter 4, Making Strengths Productive, Drucker explains that effective executives build on strengths and make weaknesses irrelevant. Decades after this book was written, researchers from Gallup arrived at the same result, published in the bestseller "First Break All the Rules"; confirming that Drucker was right all along. 
Drucker proceeds to outline four rules for staffing from strength: 
a. Make sure the job is well designed 
b. Make the job challenging to bring out strengths 
c. Have an appraisal policy to measure performance 
d. Put up with weaknesses - the exception is a weakness in character and integrity, which causes disqualification. 

4. Set the right priorities:
Chapter 4, First Things First, deals with concentration. Drucker explains that effective executives set the right priorities and stick to them. They concentrate on the areas where superior performance will produce outstanding results. They also set posteriorities - tasks not to tackle. In the section "sloughing off yesterday", Drucker states that effective executives ask "If we did not already do this, would we go into it now?" If the answer is no, the activity is dropped or curtailed. This concept is explained in more detail in Drucker's book titled "Managing For Results" (1964) as purposeful abandonment in chapter 9. America's best known CEO, GE's Jack Welsh, followed this practice when he got rid of GE businesses that could not be number one or two in their industries. 

5. Make effective decisions: 
"No decision has been made unless carrying it out in specific steps has become someone's work assignment and responsibility. Until then, there are only good intensions" (page 136). 
In chapter 6, The Elements of Decision Making, Drucker explains his five step decision process: 
a. Determine whether the problem is generic or unique 
b. Specify the objectives of the decision and the conditions it needs to satisfy 
c. Determine the right solution that will satisfy the specifications and conditions 
d. Convert the decision into action 
e. Build a feedback process to compare results with expectations 
In chapter 7, Effective Decisions, Drucker states that a decision is a judgment, a choice between alternatives. He explains the importance of creating disagreement, rather than consensus. Drucker explains that disagreement provides alternatives and stimulates imagination. 
"The first rule in decision making is that one does not make a decision unless there is disagreement" (page 148). 

In the conclusion, Drucker states that effectiveness can and must be learned and that executive effectiveness is the best hope to make modern society productive economically and viable socially.

