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Jim Beré
Succeed Without Really Trying
Neither product output quantity nor the ‘bottom line’ alone is an adequate measure of management and enterprise performance. Rather, the factors critical to an organization’s performance and survival include: marketing standing, innovation, productivity, people development, quality, and finally financial results.

Succeed Without Really Trying

Here is some advice on how to enjoy yourself while you are at it!
• Do your present job the best you can. As one business school professor said: ‘Do your job so that you know it better than anyone. Relate it to the goals of the total enterprise.’
• Enjoy your work by doing it well. As Peter Drucker put it, every management job ought to be rewarding and satisfying in itself, rather than just the means to the next job. Trying to do my job better than everyone else gave me increasing satisfaction. In turn, as I enjoyed it—when the job really got to be fun—I’m sure I did it even better.
• Learn as much as possible about the next job. At the same time, do something many people overlook: train your successor.
• Manage your time. This is one of the most valuable skills anyone can have and you can’t acquire it too early. We all waste time, but most of us waste too much. Distinguish between what’s important and unimportant. We tend to do what we want rather than what we ought. That, however, is a luxury no manager can afford.
• Get good information. This is the ‘nervous system’ of any business, reliable financial controls. But if financial controls were the only input, business would be in trouble because those controls react mainly to the past, or at best, to the present. The higher up the ladder you go, the more important is the question of what to do with the information you collect.
• Get out among the people in the business. Talk to employees, customers, and suppliers. Most experienced managers can feel the difference in climate between an organization with good morale and one with problems. DON’T ACT PRECIPITOUSLY. Don’t usurp the authority of subordinates. Don’t stroke your ego because you like to see something tangible happen. It takes discipline not to over-react, but it’s a habit that has its own reward. By the time all of the facts are in, you will find that the problem rarely is as one-sided as it first appeared. Not acting precipitously is part of learning how to make timely decisions. Many executives, anxious to manage aggressively, get trapped into thinking that they must act now or lose the opportunity.
• Be decisive; don’t procrastinate. The inability to act when action is needed is often a greater barrier to progress than the problem itself. Use judgment to find the middle ground between impulsive action and delaying a decision until you’ve passed the critical point.
• Read widely and well. I try to read in many areas—not just business literature—but history, philosophy, current events, classics. Read biographies of great leaders, not to imitate them but to understand what makes people succeed.
• Experience widely. Work in as many departments as possible to understand how all of a company’s operations fit together.
• Set personal objectives, not for yourself, but for the kind of company you someday want to head. Those with a vision will try to create that kind of company now. First a department, then a plant. Both the manager and the company will be the better for it.
• Learn to accept the constraints of success. The greater your responsibility, the less freedom you have. You set the tone for the other managers, and sooner or later your management style filters down and influences associates. You become more conscious of the impact that your habits and attitudes have.
• Don’t try to be universally loved or admired. It that is your goal, you’ll fail. You don’t have to seek approval; it will come if it’s deserved.
• Consider the welfare of your associates and employees as important as your own. Looking at your associates as people is critical if you are to develop the trust that’s required for you, in turn, to exercise leadership. Act so that others will recognize that you’re acting not in behalf of your personal interests, but in behalf of the organization and the welfare in the organization. The more mutual trust you can inspire, and the more openness you can create, the more freedom each manager will have to act without fear of being misunderstood.
Also showing concern and developing trust is something you don’t have to wait to do until you reach the top. Now is a good time.

Jim Beré
Define Corporate Vaues
It’s easy to react to someone who is successful, but if you’re really manifesting your respect and love for your fellow man it has to be done working with the under-privileged.

Business wants to be socially responsible; our own survival depends on how strong our society can remain. Every U.S. company knows that, given intense worldwide competition, it must be more productive or it will lose out. In the philanthropic arena, the competition is also intense. Philanthropic or business organization, we face the same rule: become more productive, or be prepared to fade away.
We all need what only private philanthropy can offer. We need compassion. We need its understanding of human frailty, its availability in times of stress, of danger, and of deprivation. We need its concern for the poor, the weak, the uncertain, the frightened. But above all, we need philanthropy to be useful, not simply to be there.

Define Corporate Values

Any business is a member of a social system entitled to the rights and bound by the responsibilities of that membership. Its freedom to pursue economic goals is constrained by law and channeled by the forces of a free market. But these demands are vague, requiring only that a business provide wanted goods and services, compete fairly, and cause no obvious harm. For some companies, that is enough. It is not enough for Borg Warner. We impose upon ourselves an obligation to reach beyond the expected. By making a contribution to the societies that sustain us, we best assure not only its future vitality, but our own. This is what we believe:
• We believe in the dignity of the individual. However large and complex a business may be, its work is still done by people dealing with people. Each is unique, with pride, needs, values, and innate personal worth. For business to succeed, operate in a climate of openness and trust, in which each grants others the same respect, cooperation, and decency we seek for ourselves.
• We believe in our responsibility to the common good. Because business is both an economic and social force, our responsibilities to the public are large. The spur of competition and the sanctions of the law give strong guidance to our behavior, but alone do not inspire our best. For that we must heed the voice of our natural concern for others. Our challenge is to supply goods and services that are of superior value to those who use them; to create jobs that provide meaning for those who do them; to honor and enhance human life; and to offer our talents and our wealth to help improve the world we share.
• We believe in the endless quest for excellence. Though we may be better today than we were yesterday, we are not as good as we must become. We choose to lead—in serving our customers, advancing our technologies, and rewarding all who invest in us their time, money, and trust. None of us can settle for doing less than our best, and we can never stop trying to surpass what already has been achieved.
• We believe in continuous renewal. A corporation endures and prospers only by moving forward. The past has given us the present to build on. To follow, vision into the future, see the difference between traditions that give us continuity and strength, and conventions that no longer serve us. Have the courage to act on that knowledge. Most can adapt after change has occurred; we must be among the few who anticipate change, shape it to our purpose, and act as its agents.
• We believe in the commonwealth of business and its people. Ours is both a federation of businesses and a community of people. We seek the freedom each needs to find personal satisfaction while building the strength that comes from unity. True unity is more than a melding of self-interests; it results when values and ideals also are shared. We also have faith in our political, economic, and spiritual heritage; pride in our work and our company; the knowledge that loyalty flows in many directions; and power is strongest when shared. We look to the unifying force of these beliefs as a source of energy to brighten the future of our company and all who depend on it.

Jim Bere
Build Corporate Culture
The chief executive officer has to be a visionary. Problems occur when the chief executive keeps trying to jump across the hall and run the company.

Build Corporate Culture

Management is about human beings. Its task is to make people capable of effective team performance by accenting their strengths and minimizing their weaknesses. Our ability to contribute to society depends as much on our organization’s management as it does on our own skills, dedication, and effort.
• Commitment to shared goals and values is the common ingredient among all enterprises. The organization’s mission must be clear and large enough to provide a common vision. Management’s first job is to think through, establish and exemplify these objectives, values and goals.
• Management must enable the enterprise and each of its members to grow and develop as needs and opportunities change. Every enterprise is a learning and teaching institution. Training and development must be built into it on all levels—training and development that never stop.
• Communicate. Individuals with different skills and knowledge capable of performing different kinds of work, all working within the same enterprise, must think through what each aims to achieve. Each must ensure that other associates know and understand. Each also has to think through needs, and make sure others know what’s expected of them.
• Any enterprise results exist only on the outside: a satisfied customer. The result of a hospital is a healed patient. The result of a school is a student who has learned something and puts it to work ten years later.
Managers who understand and function with these principles will distinguish themselves as achieving, accomplished leaders.
IBM has expressed these simple beliefs: ‘Give full consideration to the individual employee. Spend a lot of time making customers happy. Go the last mile to do a thing right.’
Each person, regardless of position, can make a difference.

Jim Bere
Managerial Revolution
A professor told me to find a good company and go where the crowd isn’t going. There are only two or three percent in leadership—and to be one of those you have to understand the people who really produce.

Promote a Managerial Revolution

Managers talk about higher productivity as the key to higher profits. But the real untapped asset at most organizations is the energy of the human spirit. It lies in waiting, like a coiled spring, to release enormous potentials for higher productivity—a vigor and effectiveness powered by ingenuity and commitment. It is our job to create a new industrial society where we:
• Lead social change. Management operates in a narrowing autonomy, pressed by the demand of constituencies we must head, but cannot control. Arthur White, partner in the Daniel Yakelovich organization, describes six stages in the development of a social issue:
1. perception of a social need—as in the case of automotive safety.
2. leader emerges, focusing public attention on the need.
3. issue becomes political; candidates are elected on the basis of public concern.
4. legislation proposed to alleviate the problem and reduce concern.
5. bill enacted into law and turned over to a bureaucracy.
6. business finally challenges the law in court—and usually loses.
Why is business so often in this last stage—and so seldom in the first? If alert, we would spot the social issues that impact our businesses before they develop. And, perhaps, resolve them. But industry has not been alert and is too remote from the people involved to understand their anger, or their growing power.
• Communicate. Management is preoccupied with the purely economic side of business life. We have pursued short-term return on investment with such ardor that few have dared, or cared enough, to tug on our sleeves and say, ‘Look, boss, there are other aspects of reality.’ At the same time, every worker must know what management wholly believes in and is dedicated to the process.
• Structure work to nourish worker initiative, creativity, and sense of purpose. ‘Meaningless work’ contributes to worker alienation, absenteeism, turnover, alcoholism, drug addiction, and other symptoms of poor mental health. Instead, provide jobs that are in themselves motivating. The need to earn one’s bread by the seat of one’s brow will continue, since good work is always hard work and not a form of recreation. But hard work can be structured to call forth each individual’s potential for creativity, independent judgment, and self-management—so that work will be fulfilling and spiced with the joy of achievement.
• Choose employees realistically. We owe them frequent, realistic appraisals, empathetic counseling, and a chance for training and self-development. Tell them early when they’ve gone as far as they can go, so that they can adjust to a limited future.
• Give employees greater job security. Most businesses are managed according to economic peaks and valleys—tooling organizations for the peaks and laying people off when the valleys come along. That has to change. Job insecurity is a liability: it is a barrier to innovation, to communication, to mutual trust. People withhold suggestions or constructive criticism out of fear of failure or reprisal. Without these psychological burdens, innovation and achievement should flower. To achieve, tool not for the peaks, but for the middle line. Use a cost accounting system that treats people as the prime asset of business and deals with their job security, their income security, their health and welfare, not as a variable cost that is adjustable to the ups and downs of the enterprise, but as a fixed charge of doing business. Better tax laws will be needed to encourage this practice.
• Encourage self-renewal. During peaks, set aside a percent of total payroll to build reserves that, in slack times, can keep each worker on the payroll, if not on the job. Let these funds pay for sabbaticals during the ‘valley’ periods, when employees can do—with pay—things they have always wanted to do—whether it be deep-sea fishing, having a go at painting or politics, or just getting to know one’s family.
• Cultivate a new productive partnership. Big business, big labor, and government can become true ‘partners in production’—cooperatively harvesting, from increased productivity, real gains in both income and profits to the benefit of all society. Together we can achieve social objectives that none has accomplished by pulling separately.
The prime test is not whether we can create a showcase organization here and there, but whether we can take such concepts and suffuse them throughout organizations. Success depends not on any one innovation but on the total climate of the enterprise.

Jim Bere
Manage Organizational Change
A business is like an orchard, and a healthy orchard has to be constantly pruned. That thinking was a sin in the ‘60s, but I didn’t want my company to be uncomfortable in that posture.

Manage Organizational Change

My company was in a mature industry. If we wanted to be a growth company, something had to occur. We needed a careful strategy of consolidation, divestiture, and acquisition—to isolate the various businesses we had, let them run, and try to make changes externally. That’s why we went to acquisition. First we looked at our own service businesses, one of which was the finance company. It was growing at almost 15 to 30 percent. To ask them to grow faster would have been a big mistake. They couldn’t assimilate changes or people fast enough. So we looked on the outside.
“Going to six or seven investment bankers, we told them our strategy. Being open was key: if they had a company that was service-oriented and labor-intensive, rather than capital-intensive, we’d look at it. We didn’t look for a protective service company. But they brought Baker Industries to us. We’ve gotten a lot of credit for that acquisition.
Our goal became a company that is 50 percent service- and 50 percent manufacturing-based. We had ignored, because we were originally equipment manufacturers, service. At the same time, we have a new emphasis on selling of replacement units. We hadn’t developed an aftermarket in automotive, so other companies grew up and became competitors. Today, we’re service-oriented. To some extent, these changes have created a chasm in the company—manufacturing versus service. We still haven’t bridged that, but we’re getting closer. After all, what is the essence of business? It’s service to someone.
The climate for success is the most important thing a leader or manager could do. To do so, you have to maintain a perspective. It is a matter of setting priorities.


Jim Bere
Eliminate Borders
Size and tradition are eclipsed by the transforming forces of information processing and technology. The challenge is confronting and conquering the technological wall dividing the organization between its comfortable patterns and its new growth opportunities.

Eliminate Borders 

Borders exist between departments within the same organization and between persons. While the reasons for borders are as numerous and diverse as the number of people, their underpinnings are the same—lack of communication. It is, simply, a failure to remove the interpersonal border to success. Our own organizational clumsiness and narrow thinking are outmoded in today’s electronic age. Technological literacy, humanity, honesty, and a pattern for ‘betterness’ to triumph over all are commandments for the 90’s. We’re living in an era of openness and precision in strategy that can’t abide methods of the past.


Jim Bere
Perform Servant Leadership
I hope and pray that I will have opportunities to be an instrument of value and peace wherever that might occur. I hope that I will have the opportunity to continue to serve.

Perform Servant Leadership

A good director is a servant of the institution and its shareholders. A good director is also a leader of the institution. To do the job properly, a good director should fill these roles simultaneously by fostering three attributes in his or her organization:
• A vision of the future is a plan that includes the values of the corporation. We serve by helping establish the vision, and we lead by keeping the vision as a constant guide for decisions.
• Good communications. Trust is an essential ingredient of open and honest exchange. Seek first to understand, then to be understood. We cannot lead without the basic touchstone of good communication: serve by example and lead by persuasion.
• An openness to change. A good director must be an advocate evolution, building upon what is good about our current system, and not revolutionary, reacting to criticism by throwing out the good with the bad. We need to focus upon the good and build from there.

Jim Bere
Govern the Government
The corporate structure is a guest that serves the economic needs of our society. So the company has a right and an obligation—not a privilege—to be involved in the political process.

Govern the Government

More informed and demanding customers are coalescing in all developed countries. They wield the power, not the organizations who sell to them. These customers are driving suppliers to operate develop, make, and sell in many countries at once. In the process consumers are creating a borderless economy where trade statistics are meaningless.
To tear down imaginary borders as well as prevent them from being erected in the future, governments play a central role. Their job is to protect the environment, educate the work force, and build a safe comfortable infrastructure for all citizens.
When governments fail to realize their role has changed from protecting their people and natural resources from outside economic threats to ensuring their people have the widest range of choice among the best and cheapest goods or services from around the world, they choke investment and impoverish their people.
It is wrong to view the goal of strategy as beating the competition. We could copy the Japanese system of public-private partnership and mimic them in how government and industry work together for the collective common interests and not as adversaries.


Jim Bere
Supply Your Audience
When we focus on ways to beat the competition, we define strategy by the competition’s standards. While we should account for competition, before we can test ourselves AGAINST it, strategy should begin with single-mindedly creating value for our customers.

Supply Your Audience

To maintain their competitive edge, the leading suppliers strengthen established customer relationships by providing superior customer service. Achieving this requires company-wide commitment among all departments in the supplier’s organization. CEOs must assume an active, visible role as leaders in the process.
One effective way of maintaining consistently superior service is focusing on customer expectations. Accomplish this through two approaches:
1. conduct research that identifies and prioritizes key service attributes from the customer’s perspective, and
2. concentrate on customer service expectations through active customer-supplier dialogue.

Then keep current customers happy through several ongoing steps:
1. Maintain open communication about the strengths of the customer-supplier relationship. What added value do you provide?
2. Educate the customer about the scope of supplier services available. This can be a point of significant difference between you and chief competitors.
3. Act as an unpaid consultant, serving as a conduit of information for new ideas and techniques to help improve customer productivity.
4. Communicate your company’s future goals to demonstrate competitive viability.


Jim Bere
Partner with Suppliers
Suppliers roughly fall into two groups: the shakers and the shaken. Without question, customers want to do business with the shakers, those organizations with a clear vision for the next decade and beyond.

Partner with Suppliers

Show you care about your customer by sustaining your role as an active information resource. Rethink what customers really want, what products will provide it, and what business systems will deliver it. Does your business system need to be the way it is? Do you always start such rethinking with detailed attention to customers, or do you concentrate on trying to serve your customers with products, systems, and capabilities now in place? There’s an old saying that, to a man with a hammer, all problems look like nails. Managers ought to think and act with a more diverse, extensive tool kit.
The best supplier’s competitive weapon is total customer service. Under-promise and over-deliver. Benchmark current actions to achieve total customer service against these six principles:
• Create a service plan.
• Nurture service leadership.
• Hire, train, and reward service success.
• Design products and services for easy access and use.
• Make it easy to serve customers.
• Measure service performance rigorously.


Jim Bere
Sustain Strategic Vision
We all know the keys to our competitiveness as suppliers requires creating value by: increasing profitability, improving productivity, and reducing costs to our customers. Delivering value, however, demands a keen and flexible sense of direction. Rowing harder as a team or as partners does not help if the boat is headed in the wrong direction.

Sustain Strategic Vision

AVOID competition whenever and wherever possible. The visible clashes between companies in the marketplace—what managers often call ‘strategy’—is only a fractional part of the business landscape. Like an iceberg, most strategy should be submerged, hidden from view, intentionally invisible—beneath the surface where we create value, where we avoid competition.
Undeniably, sometimes we cannot avoid direct competition, direct confrontation. But all too often managers willingly engage in old-fashioned competitive battles. It is familiar ground. They know how to fight. Unfortunately, the same managers have a much harder time foreseeing how an effective customer-oriented strategy could avoid the battle altogether.


Jim Bere
Choose Strategic Mix
Strategy means establishing enduring values for the customer. Above all, this means invention and commercializing invention. We have to learn how to manage invention in global industries where we are challenged by targeting products to key markets dominated by world-scale economies.

Choose Customer/Government/Business Mix

If an industry cannot improve with protection, then it would not deserve protection. This country tends to protect inefficient industries for political reasons. We can take lessons from both the British and the Japanese:
• The British have for years supported inefficient and unproductive industries at the expense of the taxpayer and the consumer. It continues to out of habit—and as a result its economy is barely this side of chaos.
• Japan, even with all its government backing of export industries, has one of the world’s most competitive domestic economies. The right to fail is a major part of it. With a population half our size, the number of business bankruptcies there run just double those in the United States. Still, despite their network of barriers against sophisticated American goods, the Japanese have deliberately opened their doors to low-value, labor-intensive goods from other Asian countries to concentrate resources on high value-added goods for export. Inefficient producers who could not compete were allowed to go down the drain. We may need more of that attitude ourselves.
Must of the reasons the Japanese were able to take over such large parts of markets was due to our own complacency. Americans must take some blinders off. One of the first things we must do to eliminate petulance—and replace it with realism about what we can do, and what we must do.


Jim Bere
Serve Stakeholder
Risk is the seed of progress. I am very proud of the risks that we have taken which includes open housing, education, and health care reform. We have attempted to do things that other people would rather not be involved in.

Serve Stakeholders

[After a private company goes through a leveraged buyout, dealing with shareholders is parallel to dealing with an association board of directors.]

After a Leveraged Buy Out, “LBO” actually stands for “life begins over.” Though the management values which made the organization a success in the first place. These values include commitment to a standard of excellence in the quality of products and services, belief in the dignity of individual employees, belief in open communication, commitment to research and innovation for customers’ benefit, and continued dedication to enlightened philanthropy, recognizing we are guests of our society and each of the communities in which we operate.
Three areas rapidly change through globalized business competition, issues important for all senior managers to consider:
• Balance sheet management. Rather than concentrate efforts on managing the asset side of a balance sheet, actively manage liabilities as well, especially when competing for capital.
• Intense focus on business strategy. Develop those aspects of the business in which the company can compete successfully. In the traditional approach to asset management, diversity is a strength. Diversified companies have the flexibility to dabble in many areas of experimental research and the latitude to launch trial balloons in new markets. Highly diversified companies are strong enough to withstand several failures or false starts in weaker business lines because they never have to bet the company in any one area. A strong equity position can be a soft pillow to fall back on. But, managements must assume that they will be facing terrific competition. Focus their resources on greatest strengths. Be prepared to endure constant competitive attack. Rationalize its business lines and shed those assets which do not coincide with new vision. It becomes a stark reality that one major failure in the marketplace has the potential to take the total company down. To operate a company and manage change requires the traditional management qualities such as the ability to renew one’s self, and willingness to adapt to different circumstances. However, management must also develop a clear vision of where the company wants to go and new means of motivating the entire team to move quickly to reach those goals.
• New accountability of management. The measure of management performance changes with a board turnover. New leadership is less patient. They are not enamored with the past. They are anxious for a new vision to be implemented immediately. CEOs are forced to reconsider the way we look at managing, to deal with the realities of global competition and to become an agent of change. Change can be a great renewal.


Jim Beré
Biography
James F. Beré was the Chairman and CEO of Borg-Warner Corporation until 1992. A native Chicagoan, he was born in 1922, served in the army during World War II, and received his bachelor’s degree in 1946 and his masters in 1950, both from Northwestern University. Beginning as a draftsman and working in several companies, he joined Borg-Warner in 1961 as a division president. Soon he was promoted to a group vice president of the corporate office, attaining the presidency in 1968.
Serving as a board member for many corporations, he also supported arts organizations, acted as a trustee for youth organizations, received several honorary degrees, and a long list of awards for his civic service. He is best known for his role on the board of the Rehabilitation Institute of Chicago, the Chicago Council on Foreign Relations, and as the president for the Commercial Club of Chicago. Additionally, Beré was a major sponsor of the Indianapolis Motor Speedway. Sadly, he passed away at the age of 69, survived by his wife and five children, and leaving an inspiring legacy of fiscal and civic dedication.




