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Preface




It has been more than ten years since my first book, The E-Myth: Why Most Small Businesses Dont Work and What to Do About It, was published. In that book, I described what I had learned over the ten previous years in our small business consulting firm, then the Michael Thomas Corporation, now The E-Myth Academy, about why small businesses fail to fulfill their potential. Why? The presumptionthe entrepreneurial mythis that most businesses are started by Entrepreneurs; the truth is that most businesses are started by Technicians suffering from an entrepreneurial seizurethe pie maker goes into the pie business; the mechanic opens an automotive repair business; the physician starts a medical practice. The Technician makes the fatal assumption that because he knows how to do the technical work of the business, he knows how to build a business that works. Unfortunately for him and for the business he creates, the opposite is true; and so most businesses fail, or if they dont fail outright, they fail to realize their potential.

More than two decades later, the lessons I have learned from our work with more than fifteen thousand small, medium-sized, and largevery, very largeorganizations, provide me with an even deeper understanding of not only why most small businesses dont work but why most organizations, no matter how large or small, no matter what their industry, be they high tech, low tech, or no tech, be they outwardly successful or on a precipitous decline, are doomed to exist in a primarily dysfunctional condition.

I have also discovered that in trying to change their condition in the best ways they know how, most organizations are simply bound to recreate an equally dysfunctional system, despite their well-meaning commitment to do the very opposite.

How is this possible? How can so many highly skilled and motivated people produce so many disastrous results? It is my belief that most organizations lack the tools, the knowledge, and most important, the understanding they need in order to transform themselves. It is also my belief that the tools, knowledge, and especially the understanding they need are not available to them through the management rhetoric, programs, and processes that are forever being pitched and sold to them. And the reason they are not is because these new messages about management are built upon the same old expectations and the same old definition of what management is and isnt. And theyre wrong.

What is needed, therefore, is a revolution in the idea of management: what it is, what it can be expected to do, and most certainly what it isnt. This book was written in the hope that I could share with you what my people and I have learned over the past two decades: how to provide the necessary insight into why most organizations dont work, and what to do about it. This information can be implemented by any organization, large or small.

Enter the idea of the E-Myth Manager.

The E-Myth Manager is an alternative to management as it is currently practiced.

The E-Myth Manager exercises full accountability and authority for the decisions he or she makes: he rigorously engages and teaches the people within his department or company (well call it an organization) to grow beyond their limitations; he expects all participants within his area of influence to participate fully in the development of the operating system of his organization, to contribute continuously to the innovation required to move the organization into a world-class state, to aid the organization in performing always at the top of its class.

And the E-Myth Manager accomplishes all of these worthy objectives by operating his organization as if it were a business on its own, in the most entrepreneurial manner possible, outside the body politic of the larger firm, yet simultaneously serving the larger firm and its strategic initiatives by identifying the role his group must play to fulfill them, and playing out that role with conviction.

Therein lies the key to the E-Myth Managers heart: conviction. Conviction that his life has meaning. Conviction that the people he is accountable for are fully engaged in whatever it is they are there to do. Conviction that the work they do together has meaningnot just that it is justifiable, but that it is important, and that everyone within the organization understands and agrees with that goal and is personally committed to it. Conviction that when a decision is made it is deemed a commitment, that once a commitment is made they will move mountains to keep it.

And the underpinning of that mind-set which the E-Myth Manager embodies, and that no Manager reading this book would argue with, is his commitment to thinking small. To thinking of his organization as a small business.

Therein we discover the success of the E-Myth Manager. The E-Myth Manager is one who understands the profound difference between creating a business that works and getting a person to worklet alone being the person who works.

The E-Myth Manager is one who understands how critical it is to adopt an entrepreneurial mind-set, not only for the development of the business for which she is accountable, but for the lives of the people with whom she works.

The E-Myth Manager is also one who understands the profound difference one can make in any organization through the development and use of a management system, as opposed to the highly personal and subjective methods she is accustomed to using to get results.

Finally, the E-Myth Manager is one who forsakes forever the use of management rhetoric in order to produce a true transformation of everything she is committed to do. First, for the sake of herself. Second, for the sake of the organization of which she is determined to become an indelible part. And ultimately, for the sake of the people she comes into contact with on a day-to-day basis.

The order in which the E-Myth Managers attention is placed bears repetition because that focus is critical to the challenge the E-Myth Manager faces in his attempt to transform the world around him.


For an E-Myth Manager, the focus is:

First, me.

Second, the organization of which I am a part.

Third, the people around me.

This focus is critical. For the law upon which it is based says that people are not selfless. Exactly the opposite is true. And if that is true, then how effective can any Manager be who has ignored his own human nature? The question each and every Manager must ask, and then answer, in order to begin the process the E-Myth Manager is committed tothat of true transformationis not, What does my company want? Is not, What do my people want? But is, first and always foremost, What do I want? Truthfully. Honestly. Openly. Directly.

It is my hard-won belief that without asking that questionand then answering itno one can be successful at managing anything. Because no one who has failed to ask, and then answer, that question will ever be able to manage himself.

The essence of the philosophy behind the E-Myth Manager is that if life is not being served in an organization by the Managers within it, then that organization isnt fit to work in.

The other component of being an E-Myth Manager is making choices. The choice of where I will work, and where I wont. The choice of what is of value, and what isnt. The choice of asking the questions, What does it mean to be an active human being? and, How do I engage in being that person?

These choices, this conviction, this commitment, and how to better understand not only the need for it, but the way in which to accomplish it, is what this book intends to describe.

With some effort, any organization that wishes to transform itself into a humanly productive entity, unlike most of the organizations around it, can and will create an entirely new operating realitygiven the approach I am going to introduce to you here.

In short, this book provides a path not only to increased productivity, but to increased vitality, joy, and humanity in any organization that can find the heart and the resolve needed to rise above the ordinary, diminishing reality most organizations produce in everything and everyone they touch, no matter how lofty their mission statement might be.

Welcome to The E-Myth Manager.







    

Introduction


To venture causes anxiety, but not to venture is to lose ones self. And to venture in the highest sense is precisely to become conscious of ones self.

Sren Kierkegaard






In my work with organizations large and small, I have observed and counseled, questioned and helped many Managers in need. Often their frustration stems from the apparent dysfunctionality of the environment or corporation in which they work, but perhaps more often the source of their angst and malaise is less obvious but even more insidious. Feeling trapped and underappreciated, they no longer derive any sense of meaning or purpose from what they do, nor do they feel any investment or ownership in the organization for which they work.


This cry can take as many forms as there are individual Managerssome get angry and lash out at their employees, their bosses, their families and friends; others internalize it and shut down emotionally, resulting in distant relationships both in and out of the workplace; still others work themselves to the point of physical and mental exhaustion with the hope that busying themselves by doing more and doing better will cure them of their ills.

What many of these Managers dont realize is that to effect true change within the organization, they must first change withinand that the ability to do that, and to subsequently reinvent the very jobs in which they find themselves, is primarily a matter of mind-set rather than of performance.

Few would dispute that management as we have come to know it rarely works, and on the chance that it does work, it rarely works well; thousands of professionals, ranging from management consultants to organizational psychologists, have made a healthy living writing, talking about, and debating this point.

I myself am one of them. Yet my perspective on management is really quite different, as I have spent much of my time working on and around small businesses, which, while having their own problems, are slightly different creatures from their cousins, midsized and large companies.


What I have discovered is that no matter what the size of the organization, it is the ability to treat the organization as a small businessand the Manager as a small-business ownerthat produces a profound shift in the mind-set within that organization, from the very top to the very bottom. And with that shift in mind-set comes a very productive shift not only in results, but in the state of being of the people producing those results. Thats what well attempt to do in this book.

As is fitting, at the opening of the book well venture back to the metaphorical birth of management, where well meet the first CEO (otherwise known as the Emperor) in the history of the worldand unearth the arbitrary origins of the management construct that we have come to regard as daily life. Well see how management is highly subjective (rather than objective, as we have come to believe it is), restrictive (rather than liberating), and reactive (rather than entrepreneurial).

Well also meet one Manager whose name is Jacka fictional composite of many real-life Managers I have known throughout the years. As the director of field operations at The E-Myth Academymy very own organizationJack represents the best there is to offer in the stories and personalities of Managers who have come and gone from The Academy, as well as those who have stayed and thrived.

A family man with a lovely wife named Annie and two small children, Jack is devoted to his job at The Academy, where he oversees seven employees. His job is to manage and develop the system of external certified consultants who are rapidly being deployed by The Academy throughout the world.

Reliable and committed, Jack had come to The Academy from a high-pressure, fast-track job where he never felt there was the timeor frankly, the inclinationto get the job done right.

And while he knew his previous job wasnt going to last a lifetime, during the five years he was there he gave as much as he had to give, often working well into the evenings, past his childrens bedtimes, and through the weekend, like all Managers in the fast-track organizations around us are given to do.

Still, whatever he did wasnt enough to keep him or his Managers happy; and as a result, he felt used, depressed, and without purpose.

When I first talked to Jack seriously, hed been working at The Academy for less than two years, and already he was feeling the wear and tear of it. The job hed considered a godsend when hed first accepted it had become routine, uninspiring, and somewhat of a constant frustration. Whereas at the beginning hed been excited to go to work in the morning, he now found himself sleeping late, forgetting important meetings and assignments, and spending less time with his family but getting less done at work. Rather than being interested in how he could create greater productivity and success in the expanding network of consultants he was accountable for, he became more and more focused on how to make his job easier; which to him meant to work fewer hours and to make more money doing it.

As a result of that mind-set, Jacks people had become increasingly more difficult to motivate, the profitability of his division was down, and he had neither the tools nor the emotional impetus to fix it.

Embracing the irony of counseling one of my very own Managers, I became a source of solace for Jack, and he became my welcome companion, or alter ego, for the transformative journey thats become this book. Youll see a lot of direct interaction, in the form of dialogue, with Jack throughout the chaptersand whenever possible or appropriate, I will provide background and insight into him, as a person first and as a Manager second.

Youll see why, in his transformation from Manager into E-Myth Manager, it was necessary for Jack to explore his personal connections to the idea of management, from the time he was a little boy up through his time at The E-Myth Academy. And youll see how and why everything Jack thought to be true of managing an organization is, in fact, false.

Throughout Part 1, Jack and I will explore what the discipline of management has become and why it no longer works. Well also talk about the motivation of the Manager and the philosophy behind reinventing his role. In Part 2, well discuss, step by step, how a Manager such as Jackor such as yourselfcan become an E-Myth Manager, in an effort to find greater joy, meaning, and yes, productivity and profitability in your organization.

What I discovered in writing this book is that in my rush to invent an extraordinarily innovative organization, I overlooked the most critical part of the job: to understand the relationship of people to the process, and how to engage those people in my Vision without disenfranchising them in the process.

I trust you too will enjoy what Jack and I discovered together.










    
Part 1

The Death and Dying of American Management







    

1

The Managerial Myth


Intellectually, people may aspire for emancipation or enlightenment but emotionally they love small bondages around them. They feel satisfied by knowing about liberation, reading about it, imagining it. They feel satisfied about this because the word liberation has its own intoxication, the emotional feel about the meaning of the word has an intoxication.

Vimala Thakar,

Set Them on Fire! A Portrait of a Modern Sage






At the beginning of every organization, of every business, of every inventionof every lifeis an idea. An idea that is good, or an idea that is bad, an idea that is yet to be proven, but still, an idea.


Look at your own life. Who you are is no magical accidentif you look closely, you will see that your life represents ideas others have had that influenced you, for better or worse, ideas you have had that have influenced who you became, and even ideas you never even knew had influenced you. Like the idea of relativity. The idea of gravity. The idea of human equality. The idea of time. The idea of space. The idea of God. The idea of justice. The idea of management.

Certainly each and every one of these ideas has influenced your life to some degree, yet how many of these concepts have you questioned? Perhaps in the early years of your life you did. But as we know, the older we get, the less we have time for serious questions. As we get older, the most serious of questions become unserious answers; weve got a job to do, and we do it. Yet it is these very serious questions, these very ideas, that shape the work that men and women do. That shape each and every one of us as managers.

History teaches us that an unchallenged idea can be a dangerous proposition. Still, every day, tens of thousands, even hundreds of thousands, of managers just like you go to work in an organization founded upon someones idea and assume the responsibility of making something happen. Whether or not the idea is still viable, still achievable, still sane.


It doesnt matter what kind of company or which kind of department or division you managethe fact that youre trying to manage it at all is, based upon my experience, insane. Management, as we have come to know it, is the product of many years of insanity based on an idea that to manage means to strive to control everything around us. Something humans were never born to do.

It is my belief that our idea of management dates back as far as people do, thousands upon thousands of years, as do our ideas of power, of work, and of prestige; our ideas of systems and bosses and careers; our ideas of what it means to have a job and what it means to lose one.

And at the top of the list is the idea of what it means to be a Manager.

The Accidental Birth of Management

The idea of the Manager is best typified by the illustration on the following page. It shows the pyramids being built. It shows the workers, their immediate Managers (today we call them supervisors), and the supervisors Managers. The supervisors are the guys with the whips and chains. The workers, in case it isnt obvious, are the ones moving 400 billion tons of monster rock into place to build the pyramid for their great leader.

[image: ]

As the story goes, the very entrepreneurial leader of this gambit was lying around one day eating grapes and cavorting with women and boys when it suddenly occurred to him that he wouldnt get to do this forever. That, at some point, he was going to die. There must be some way to memorialize my magnificence, he thought, to make me immortal. He wondered for a moment, then exclaimed, What about a great big rock or temple, orIve got itwhat about a pyramid! An Emperors tomb. The biggest box anyone has ever been put to rest in. Bigger than anything anyone has ever built before. Bigger than a mountain.

Ah, the grapes must have tasted sweeter as this ideathis bigger-than-any-idea-he-had-ever-had-before ideatook form in his mind. And from the moment the idea possessed him, he lived with that picture in his mind, he ate with it in mind, he slept with it in mind. No matter what, he had to do it!

So he gathered together his ministers (the senior management team), his overseers (the middle management team), and his foremen (the supervisors). And he placed the execution of his precious Vision in the hands of the guys who carried the whips and chains and knew how to use them.

So the Emperor sucked on grapes while the senior Managers worried about the numbers and the middle Managers walked around with clipboards and made not-so-idle threats. And the subordinates, by the millions, dug up rock, inhaled rock, ate rock, spit out rock, swallowed rock, picked up rock, and moved rock toward its final destination, where they hoisted rock, shifted rock, lifted rock, balanced rock, and placed rock upon rock upon rock upon rock. Meanwhile, miraculously, the grand pyramid rose, out of sand, out of an idea as thin as the air between the ears of the Emperor, manifested from virtually nothing into the most magnificent something anyone had ever seen.

And in fulfilling the dreams of one man, other men began to dream of other grand ideas. If he could do that, they reasoned, why couldnt we do this? And that? And some other thing?

Like build the Great Wall of China. Or stage the Russian Revolution. Or create McDonalds, or Microsoft, or CNN?

All of these, built in the same way as that very first pyramid.

The Plight of the Modern Manager

Todays Emperorswe call them visionariesrely upon a new model of management, which, while not really any different from the old model, does feature a couple of new twists: one is the technological revolution, which is forcing us all to do more faster; the other is the aftermath of reengineering, which is forcing us to do more with fewer people.

No wonder modern-day Managers are so depressed.


In the absence of elbows and shoulders, the people who moved the rock and were lost to downsizing, Managers became the Emperors lackeys. They embraced the challenge in earnest. They bought business books and management treatises written by consultants and academics who translated the realities of the real world. They attended management trainings and seminars and workshops, to hear themselves being applauded as the twentieth centurys new profession. Like physicians and attorneys and the clergy, Managers felt they were making a significant contribution to society and to the world at large, and business was fast becoming a new church. They called where they worked a culture. They spoke of quality and core values and missions. They talked about uncovering the soul of the organization. They talked about spirit and meaning, and sent their people to vision quests. They learned about leadership and went to Utah to learn to distinguish themselves from ordinary Managers as extraordinary leaders. They learned there was a science to it all. That leaders are made not born. That you could learn the seven essential skills, or the six effective habits, or the trick of becoming a one-minute Manager. They listened in earnest and learned all the tricks, and still nothing changed, because the Managersand the gurus who were teaching themwere only treating the symptoms, not the causes.

Meet Jack, a Guy Just Like You

Jack was one such Manager. Raised by his mother, a teacher, and his father, a loyal organization man, Jack grew up with management. His fathers boss came over once a week for dinner. His mother socialized with the wives of his fathers coworkers. To him, business equaled a blue suit and white shirt, eight-hour days, and dinner on the table by five for his father, whod worked at the same corporation his entire life.

There had always been a kind of allure about management for Jack, and his father recognized this early on. He had egged Jack on even as a small boy, taking him to the office on occasional Fridays, introducing him to his staff and encouraging him to manage rather than just play store when Jack and his friends got together after school. An inquisitive student, Jack scored straight As throughout intermediate and high school, and went to Stanford University, where he majored in business and management. At the same time, he took a job as an assistant store Manager at the campus bookstore to help pay his way through school. He couldnt have been more thrilled.

He liked working as much as studying, that was certain. But the job wasnt what hed thought it would be. The long hours and the mindless stacking were bad enough, but then there was Cody, the Manager of the bookstore, who had a way of making Jack feel bad. First, hed told Jack he was lucky to have a job, that Cody was providing him with the best education hed ever get. As time went by, Jack began to feel more like a slave to the whims and whimsy of Cody, rather than a valued employee. No matter how hard Jack worked, Cody raised the bar, and his evaluations of Jacks performance often had little to do with the work actually being done. In spite of this, Jack stuck it out. He needed the money to get through school, and the devil he knew, he thought, was surely better than the devil he did not. He had also learned not to be a quitter from his father, whod said, Your career is who you are. Its the path to financial, psychological, and cultural security.

Jack eventually graduated from school, got married, and got his first real job, as an assistant sales Manager of a major department store. He was glad to have left Cody and the bookstore behind, and happy to throw himself wholly into the first illustrious step of his career. This first step on the corporate ladder wasnt accomplished with great flourish, however; rather, it was a quiet, thoughtful, and unassuming one. The store was close to the small apartment he had rented with his new wife, Annie; the pay was good, and the challenge, great. Jack resolved to give everything he hadand then someto succeed in his first real corporate role.

And succeed he did. He did what was asked of him. He pushed the limits of his personal life to accomplish tasks that were beyond the duty of
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