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    Book Abstract


    As one of the world’s most successful companies, Microsoft attracts a lot of media attention and intensive scrutiny. It also suggests images of intensive, ruthless competitors and a work-around-the-clock culture headed by young multi-millionaires who are driven by the thrill of achievement rather than by the need for financial security.


    Microsoft may be some or all of those things, but it is also an excellent training ground for business managers, because of its intense environment in which constantly changing, highly competitive markets can result in phenomenal growth rates. Opportunities to learn management skills that might take years to develop in other companies can emerge within weeks at Microsoft. Similarly, the expectations of success that surround Microsoft creates a corporate culture which has not only absorbed those pressures, but consistently outstanding delivered growth year after year.


    The ideas contained in this book are a distillation of watching what works and doesn’t work within Microsoft. The strong character traits of good leaders and the lessons that can be learnt from their mistakes are illuminating and instructive. The role of mentors and assuming control for the management and direction of your own career is explained. The same organizational, managerial and personal work habits that have been used by Microsoft to become successful can also be adapted and applied beneficially elsewhere.


    “The things I learned about doing my job -- being a manager, running a business and keeping my career on track -- can be applied to any field, by anyone. So no matter what industry you’re in, try these lessons out. See what happens.”


    – Julie Bick


    Important Note About This Ebook


    This is a summary and not a critique or a review of the book. It does not offer judgment or opinion on the content of the book. This summary may not be organized chapter-wise but is an overview of the main ideas, viewpoints and arguments from the book as a whole. This means that the organization of this summary is not a representation of the book.


    Summary of All I Really Need to know in Business I Learned at Microsoft (Julie Bick)


    ALL I REALLY NEED TO KNOW ABOUT RUNNING A BUSINESS I LEARNED AT MICROSOFT


    Main Idea


    The process of running any business is deceptively easy to describe but harder to achieve:


    
      	Keep in contact with your customers


      	Pay attention to the market so you can exploit new openings


      	Let your employees know they can fail now and then.


      	Stay focused on the drive to win.

    


    Supporting Ideas


    Lesson 1: Eat your own dog food, but take your own company’s press releases with a grain of salt.


    Whenever your company is developing a new product, every employee should be gaining hands-on experience with using the product themselves. That way, they will be able to distinguish between the public relations department generated list of features and what really delivers added-value to customers and clients.


    Lesson 2: Examine your mistakes, and let people fail sometimes.


    The most valuable lessons for any company come not from its successes but from its failures. Go through failed projects in detail, not to assign blame but to glean every piece of information on what went wrong, and why. Accept mistakes as part of the process of trying something new, and encourage employees to try new ideas, even if they don’t always pan out.


    Lesson 3: Get employees alongside customers and business partners at every possible opportunity.


    If you’re designing a new product, the earlier you get detailed customer input the better. It will allow you to rework those features that make little sense to the customer. In addition, business partners will be able to provide real-world perspective on an array of issues directly applicable to the product or service you’re operating. Take advantage of their input.


    Lesson 4: Look inside your company for creative ideas instead of hiring outside experts.


    Sometimes, companies go to outside experts for creative marketing ideas and ignore the development team and other internal company resources. Often, however, those who have been intimately involved with developing a product will have great ideas on what to name it, how to market it and how to manage the product. Give them the first chance to influence the marketing program.


    Lesson 5: Marketing has to be targeted to be effective.


    When Microsoft introduced Excel (a spreadsheet program) for the Apple Macintosh, it marketed it as a superior product over Lotus 1-2-3 running on an IBM PC. That gave Macintosh users with ammunition for why they chose the Mac over an IBM PC.


    When Excel for the PC was introduced, Lotus 1-2-3 users were complimented for choosing the best available software for the time, and that a new and improved product was now available.


    To be truly effective, marketing has to be flexible enough to be able to offer different benefits to different groups.


    Lesson 6: Every business process should be improving over time.


    Always look for innovative ways to automate and streamline routine tasks, especially those that are done on a daily basis. Even better, find ways to inject a little humor into the process while you try and improve it. There’s no reason work has to be dull to be productive.


    Lesson 7: Split large projects into small business units where employees have ownership over their decisions.


    Business projects tend to gravitate towards a bigger is better mentality. In reality, however, smaller is always more productive and more efficient. Try and set up small, entrepreneurial business units that can “own” and be responsible for specified features of the larger project. That way, employees will be able to see the impact of the decisions they make.


    Lesson 8: Act like a market leader.


    Market leaders are humble, avoid cockiness and never belittle their competitors. They also put a human face on the company’s products and services, and know their competitors personally. A market leader believes healthy competition is good, and looks for opportunities to expand the overall market size for everyone.


    Lesson 9: If you can’t win, look for ways to change the rules.


    When trying to break into an existing market with a new product, don’t just try and offer the same as everyone else. That’s a hard sell. A far better strategy is to try and change the competitive playing field by introducing a new product or service that is markedly different from everyone else’s, and with more added value features.


    Lesson 10: Always think three moves ahead.


    As well as planning a price cut, you should also be thinking about what you’ll do if your competitor responds by matching our price cut. Or how to offset a competitor’s product release with a news release of your own. Business planning should always take into account the realities of the marketplace, and allow for competitive responses.


    Lesson 11: Hit ’em where they ain’t.


    When going head-to-head against a well-established competitor, look for niche markets they don’t already own as a viable entry point. Don’t take them on where they’re strongest, but look for some market segment they don’t address and start there.


    Lesson 12: A company can change its image.


    A company like Microsoft is involved in a highly technical field, and there is always the temptation to use strictly technical marketing themes. While that would have some benefits, Microsoft has actually generated far more success by focusing more on the non-technical and fun aspects of their products. That has allowed the company to become positioned as fun and exciting. Any company can change their image, as long as the new image is compelling, credible and consistent.


    Lesson 13: Win-win deals are possible to structure if both parties focus on what they care about and what their partners care about.


    Usually, parties to a negotiation have different objectives they want to achieve. The best business transactions are always structured so each party achieves what it wants - the proverbial win-win situation.


    Lesson 14: Try it out in the real world.


    When developing a new product or service, get it in front of its target audience as soon as possible. That will provide worthwhile feedback on how to develop it further. Incrementally attacking a large problem is usually most effective.


    Lesson 15: Make big bets.


    Microsoft bet millions of dollars and the time of its best programmers on making Windows a success. Without that kind of “bet the company’s future” investment, the product may not have generated enough momentum to succeed.


    Lesson 16: Big events make excellent planning deadlines.


    To avoid getting bogged down on a project, schedule a public presentation or launch date. That will force everyone within the company to focus, to make the hard decisions and to get future product plans and strategies finalized.


    Lesson 17: Give employees a piece of the pie.


    Microsoft is famous for issuing stock options to its employees. This has several advantages. As part owners, Microsoft employees follow the company’s fortunes as reported in the financial press, and understand how they are perceived. They also tend to know more about their company’s business, even those parts of the company’s operations with which they have little day-to-day contact with. Employees who are part owners tend to act like owners as well, taking on extra assignments or making decisions they realize will benefit the company. And, spreading stock ownership throughout the entire company creates loyal employees who get the chance to share in the wealth generated by their efforts - another win-win situation in which two differing perspectives are met.


    Key Thoughts


    “If you fire the person who failed, you’re throwing away the value of the experience.”


    – Russ Siegelman, Vice President, Microsoft


    “You usually can’t win by doing the exact same thing as your competitor, but ten percent better. You need to change the rules to get ahead. Offer something else.”


    – Chris Peters, Vice President, Microsoft


    “Bill Gates has likened the Internet to the Gold Rush. It’s hard to know if the real winner will be the guy who strikes a vein or the people selling the pans to the miners. But when it happens, we’ll be there.”


    – Jeff Thiel, Director of Business Development, Microsoft


    2. ALL I REALLY NEED TO KNOW TO DO MY JOB WELL I LEARNED AT MICROSOFT


    Main Idea


    In the good old days of business, doing your job well simply meant completing assignments on time and within budget. Today, however, standing out at work requires you to go beyond your direct responsibilities and think about the impact of your work on the company as a whole, and to figure out creative ways to get things under control. That’s much more demanding.


    Supporting Ideas


    Lesson 1: The elevator test: Can you present in 30-seconds the most compelling reasons for people to buy your product?


    At Microsoft, marketers and salespeople are expected to be able to present a convincing explanation of a product’s positioning and key benefits in 30-seconds. They’re prepared to professionally discuss their products at the literal drop of a hat, whenever any opportunity arises.


    Lesson 2: Know your customers so thoroughly that you understand their motivations and requirements.


    Microsoft new product plans always detail prospective customers in great detail and on the foundation of numerous potential user surveys. Similarly, Microsoft also bases marketing programs on the foundation of studying users of competing products, offering them compelling reasons to make a switch.


    Lesson 3: Set up internal SWOT (strengths, weaknesses, opportunities, threats) teams to look at your company from your competition’s perspective. How can they attack you?


    Ask: If you were your own company’s greatest competitor, what would you do? Put together a dummy sales strategy and marketing plan for them. Think like the competition first, and then turn around and develop strategies for how to respond if, in fact, your competitors move in that direction.


    Lesson 4: Know your business inside and out.


    That way, you can spot trends, make better decisions (especially at critical moments) and defend your ideas to your co-workers and managers. In short, intense and detailed knowledge will enable you to do your job better.


    Lesson 5: Know the questions your boss will ask during your presentation, and be prepared to answer them concisely.


    It always going to be easier to develop strong, persuasive answers when you’re working alone than it will be in a room with everyone waiting for your answer. Anticipate what will come up and prepare accordingly.


    Lesson 6: Always make decisions based on your answer to the question: “If I owned the company, what would I do, or want my employees to do in this situation?”


    Developing an ability to think of things from the broader company perspective is very worthwhile. Never get into a situation where you’re at cross purposes with other divisions of the company. Look for ways to work together. That’s the true owner’s perspective.


    Lesson 7: Work smart instead of long.


    The ability to cut through the minor issues to get to the one or two items that create added value for the business is important. Save your best efforts for those issues that will impact the company significantly, and try to eliminate everything else.


    Lesson 8: Never bluff if you don’t know something. Saying, “I don’t know, but I’ll find out for you” is better than trying to misrepresent a guess as a fact.


    Try and prepare beforehand as thoroughly as possible, but if someone throws an obscure question, don’t be afraid to admit you need to go find the answer for them. When you follow through with them, they’ll be impressed with your thoroughness and professionalism.


    Lesson 9: In a sticky situation, a little self-depreciating humor can go a long way to getting you back on track.


    Never underestimate the soothing power of a few humorous comments when you’ve embarrassed yourself or when things haven’t gone according to plan. You’ll find most people have been in similar situations themselves, and will be more than willing to chuckle along so long as you’re prepared to laugh at yourself a little.


    Lesson 10: Real employees do eat lunch.


    In fact, it’s a great chance to gather information and become aware of new opportunities around the company if you regularly hang out with your coworkers. And, it gives you the chance to come back at your work with renewed vigor and freshness after a complete change of pace.


    Lesson 11: Creativity at its best is not a one-man effort. Get your colleagues in on the action. A much better idea will emerge.


    Actually, most of your coworkers will be flattered by the chance to brainstorm a little on something new rather than bothered. And getting other people’s perspective — from throughout the company — will result in a better, bulletproof idea emerging. Be inspired by other people’s efforts on your projects.


    Lesson 12: Take on only those work assignments you can actually do, and if for some reason circumstances change, find someone who can finish your assignments for you.


    If you don’t deliver on whatever you’ve promised, nobody will ever give you important to do. They won


    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    Main Idea


    

    Supporting Ideas


    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    
      	Specific


      	Measurable/Observable


      	Attainable


      	Results Based


      	Time specific

    


    

    

    

    

    

    

    

    

    

    

    
      	Send team members to meetings in your place.


      	Let team members work in other company divisions sometimes so they get to know what happens over there.


      	Allocate time for team members to take continuing education courses.


      	Arrange lunches with managers from other divisions and take someone from your team with you.


      	Help them prepare for important presentations. They may even do a dummy run with you first so you can critique them.


      	Give team members important assignments that will expose them to the company’s senior management team.


      	Take an active and genuine interest in each team member’s career prospects. Offer advice on how to move ahead with the company.

    


    

    

    

    

    

    

    
      	Use a hill interview pattern – start with a few easy questions to put them at ease, then move into the challenging part of the interview and end with some easy questions so they feel confident going into their next interview.


      	Interview more to get a feel for their problem solving abilities than their raw knowledge. Can they think logically and creatively, even about a subject they have no factual basis to start from? That will tell a lot about their thought processes.


      	Where possible, standardize your questions. By asking the same questions to a variety of candidates, you’ll quickly be able to identify key personality and mental ability differences between them.
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      	To keep everyone in a large project on the same page.


      	To save someone from duplicating the work you’ve done.


      	To let influential people know what you’re up to.

    


    

    

    

    

    

    

    

    
      	Start on time and finish on time.


      	Stick to the agenda or the topic under discussion.


      	Cut off the windbags and encourage the silent ones.


      	People can’t fall asleep or tune out of the meeting if it’s small. Therefore, make meetings as small as possible.


      	Use whatever inducements are required: food, entertainment, giveaways, etc.


      	Use the last five minutes to assignments and next steps.


      	Follow-up ruthlessly, consistently and thoroughly.
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      	An excellent performance review from your previous boss.


      	A strong resume with some solid achievements.


      	Actual examples of the work you’ve completed in the past.

    


    

    

    

    

    

    

    

    

    
      	What are your strengths and weaknesses?


      	Give an example of your leadership skills.


      	What are you like at solving business problems in creative and original ways?


      	How does your past experience relate to the requirements of the job you’ve applied for?


      	Give an example of a time you’ve overcome the odds.


      	What do you think is a well marketed product, and why?


      	Give an example of a tough business problem you’ve solved.

    


    

    

    

    

    

    

    

    

    

    

    

    

    

    

    
      	Have one midweek night per week you take out your significant other.


      	Meet a friend at the gym. There’s less chance you’ll skip a workout if you know someone is waiting there to meet you.


      	Sign up to help a charity event or serve on a board.


      	Take a night class in something totally unrelated to your work, but that you feel passionate about.


      	Go home at six, have a meal with your family, put the kids to bed and then answer your e-mail or do some work task.


      	Buy season tickets to the symphony or theater. You’ll feel guilty if you miss a performance after spending that much.


      	Pick two nights each week you’ll leave at 6:00 p.m.. Stay as late as you like on other nights.


      	Never schedule a meeting before 8 am, after 5 p.m. or on weekends.


      	Plan lots of weekend trips with your family. You may even hire someone to do the chores you’ll be skipping.


      	“People who work at Microsoft can only think of nine ways. (Just kidding).”
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