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Dear Son:

| understand you have just received aletter stating you have been accepted for enrollemnt at St.
Andrew'sthisfall. It iswith some surprise that | learn you are less than eager to join this outstanding
and excellent school.

| daresay many other young fellows would jump at the chance of joining this elite college, and
it isunfortunate the great majority never wil belong to it, because of the substantial cost involved,
geographical restrictions, or inadequate scholastic achievements. Fortunately, none of these pertain to
you -- and with so much going for you, your negativeness about this apportunity leaves me somewhat
shaken and perplexed and more than alittle concerned.

It isnot afather's place to push his son in directions for which the boy has no heart; more sons
have had their lives interfered with thisway than | care to think about. All I wish to point out to you is
this: we all go around this world only once -- so make the most of it!

Many are the people | know who at the age of thirty-five, forty-five, say to me, "l really missed
out in life." About go percent of them have excuses, rationalizing why life passed them by, why they
never accomplished anything; the other 10 percent honestly admit they just did not accept the
challenges life placed in front of them during their earlier years. | feel sorry for these people because
in many cases they probably had everything going for them when that gauntlet was tossed their way --
except the courage to pick it up.

Facing new opportunities that involve a change of lifestype, living patterns, usage of time, is
something many people fail to rise up to and accept. The hardest thing | ever did wasto leave my
home in asmall town and go athousand miles to a big city where there was not one person | knew.
But that was the only path to success for me, and as much as | hated it -- for it was aterribly lonely
path -- there was always that goal ahead : the goal | had set by myself, for myself, and | insisted on at
least trying for it. Accepting that challenge changed my whole life.

The challenge you are facing now -- tackling this new school -- isa crossroad in your life, and
if you cannot even try testing your footing on this new, statistically proven surer road to success
because it might be too demanding, then you have aready -- at a very young age -- started the pattern
that twenty or thirty years from now will lead you to say "life passed me by."

Thereisatidein the affairs of men,

Which, taken at the flood, leads on to fortune;
Omitted, al the voyage of their life

Is bound in shallows and in miseries.

-- WM. SHAKESPEARE
Julius Caesar

L et us examine this challenge. If you decide to try it, how much harm can it do to you? No one
IS going to cut off your arm, put you in jail, or take away your motorcycle if you do not succeed. On
the contrary, if you do get your ass beat off, then welcome to the club, because | have that happen to
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me in the business world very frequently -- to the point now that | never give afailure a second
thought. Y esterday is for dreams. | am too busy thinking about today's battles.

Failure is both afunny and a sad thing. We worry so much about it coming our way that we
cultivate ulcers, nervous breakdowns, tics, rashes, or hot flashes. Y et on the odd occasion when that
dark day of doom does come around, we find it isn't really quite as bad as we thought it would be; for
some reason, the way our minds sometimes tend to work overtime building up possible disastersis
very often very far off the mark.

According to your evaluation of this new school, all the students are expected to pull off
straight A'sand do; they are al 64" tall; they are all 250-pound athletes -- and to boot, they all execute

dynamic projects in record time and enviable fashion.

Let metell you -- no, let me quietly explain to you: the percentage of outstanding students at
this school is no higher than that at your present school; the only difference is this group tries harder,
therefore it achieves more. Y ou, as most of us mortals in thisworld do, fall into amiddle or average
category with respect to brains, abilities, or what have you -- and that is not join a school or group of
this caliber, your work patterns and efforts automatically move up in such away that you hardly notice
because you are going along with the tide -- one that is not going out.

| know you don't know the meaning of the term process of osmosis, so | will defineit for you :
in simple terms, it means that if one becomes totally immersed in any particular facet of life, one
cannot help but absorb that facet. Immersion among a group of higher caliber students will result in
higher rate of success for you because knowing you, you are not the type to sit back and let the world
pass you by. Instead, you seem to want to get out and keep ahead of it. At least that has been my
impression of you to date.

Challengeistreated differently by different people. Some people are so afraid of life they
accomplish about as much as a cow in pasture does; others thrive on challenges and are constantly
looking fo new ones. Between the two extremes is the denominator called common sense, which
should separate the challenges that |ead nowhere from those that |ead somewhere. After awhile you
learn that challengeis apart of life -- and you learn how to take it in your stride knowing that you will
win most of the time, lose some of the time, but become a better man either way for having tried.

As Gabriel Biel said in 1495, "No one conquers who does not fight."

But whichever way you accept this or any challenge of your life, | will remain always,

Most faithfully,

fo 477
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Dear Son:

Most people think of education as having only to do with school. Well, that is a good place to
start. In your case, your high school has a particularly good record for turning out fine students, and |
expect one reason for its success as such an excellent institution is the emphasisiit places on discipline.
Of course, lots of good men and women make it without ever having attended this type of school-but
the main reason is still the same: discipline. In this case, mostly self-discipline. That isthe key
ingredient that separates those who make it from those who do not. But a good school and a good
mixture of people to enjoy it with is certainly an advantageous start. Combine these somewhat
uncontrollable external forces with some good internal characteristics and it becomes pretty hard to
keep a determined fellow down.

Within the framework of your formal schooling it isimportant for you to bring an element of
inquisitiveness to the classroom. A desire to learn makes the act of studying and learning a delight.
Too many of your fellow students are too busy complaining about the teachers and the systemto tend
to their studies, which, after all, are the primary reason for being in school. The system has not
changed in the thirty years since | was at college and it probably won't alter much over the next thirty
years (along with most of the educators). So instead of complaining about it, why not just get on with
beating "the system"!

| applaud your desire to enter the business world. To ayoung fellow, it looks quite rosy: big
car, travel, mealsin the best restaurants. | envisage your love of adollar riding high. Well, it isagood
lifeif-and itisagood lifeif—and it isabig "if"--you find your particular niche in it, for the business
world isvery large and very complex. It isaso aworld full of bankruptcies and of people who die
early dueto its stress. To be as prepared as possible for avoiding some of these and the many other
pitfalls that business presents daily, map out your next ten years of training now.

In the selection of your courses, do not be too eager to pick only those that solely relate to
business. A person with alittle worldly knowledge is as valuable as he israre. There are countless
subjects to choose from that will give you awider perspective of this world and make you a better
businessman one day-Political Science, History, Geology, Astronomy-to mention but a few.

According to the English writer John Dryden, everything in the world is good for something,
and | believe that wholeheartedly. | would recommend you take one new subject every year that will
give you awider perspective, anew or different outlook on life.

Y ou never know what field of industry you might eventually become involved in or how
valuable even alittle knowledge might be once you're winding your way through those mine fields of
the business world.

University education is designed to expand your brains, train you to work hard, teach you how
to organize your hours and days, meet many people, play sports, chase girls, drink beer, and enjoy life.
(just don't place too much emphasis on the last three "subjects’ since these somehow seem to get
ample share of one's days [and nights] with very little expenditure of hard work or effort.)

Also attainable at university is Francis Bacon's formulafor success. He writes, "Reading
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maketh afull man; conference, aready man; and writing, an exact man." Now there's a combination of
talents; a surefire trio for anyone aiming for the top! The day you can leave university feeling you are
well read, you know you can write, and you have a knowledge of people--you are ready to enter the
real world. Thisisthe formulal have personaly tried to follow and build on. And | hasten to add that
at no stage have | ever found there was not a lot more to learn. One does grow old ever learning.

At your age of eighteen, it isimperative to have avision in front of you of what you want to be
doing in ten years time. That period between twenty and thirty years of age isthe most crucial of al
learning periods. If you do not get the required study you need for your future work accomplished
during these years, you will more than likely not get it done at al. By age thirty, your life becomes one
of wife and children, a mortgage, a job--with precious little time |left over for studying for a career.
Some even say that at this age the brain does not absorb information as efficiently asit doesin earlier
years.

Your aim or goal in life for age thirty might be termed only a. dream or a fantasy right now;
nevertheless it must still be kept at the forefront of your mind as your incentiveor motivation at this
point. Without some goal or other to shoot for, it isamost impossible to keep up long hours of study.
Y our goal must be kept in front of you each new day you put your feet on the floor, for only thiswill
get you through all the rough spots--the arduous work, afailed exam, a poor mark on an essay, a
boring professor, or adifficult but compulsory course.

Once you have determined your goal, doggedly pursue finding out as much about it as you
possibly can. Many people say, "I think I'll be alawyer," without the foggiest ideawhat alawyer does
al day, without an inkling of the many facets of law in which he or she might end up involved. Makes
far more sense to first talk to someone in the profession--but to someone with a balanced outlook on
life; no use talking to a person so caught up in his chosen field that he considers law the one and only
topic in the world nor, on the other hand, to one who hates his chosen work. A good "counselor” will
recommend a course of study you should pursue and, more importantly, he will tell you what to expect
when you get to the finishing line and start practicing law yourself.

Neglecting such preliminaries can easily not only result in the loss of valuable time, but, quite
conceivably, in alifetime of feeling entrapped in a profession not as palatable as you might have
wished versus one you could have had if you had taken the time and trouble to select it more carefully
in the first place.

Once you have completed your review and chosen what you want to be--lawyer, certified
public accountant, marketing executive, whatever--try to get some work in your chosen field during
summer recess. While you have no recourse but to be very deeply immersed in your books during this
period of your life, at the same time do not lose sight of thisfact: it will still be the practical execution
of your future work that will determine the measure of your success within your chosen profession. So
pull whatever strings that you, your old man, your uncle, great-uncle, or any friend can arrange for you
to help you find summer employment in the same field as your intended future endeavor. Thomas
Huxley said, "The great end of lifeis not knowledge but action.” | would add this addendum: "--action
as dictated by the use of your knowledge."

During my summers, | worked in the accounting offices of the local paper mill. It was excellent
experience. However, | would like you to especially note the following episode during this period of
my life. One summer | could not get the job in accounting and | ended up working in one of the
physically toughest, dirtiest jobs in the mill: eight hours aday, six days aweek, on shift work. That left
me with two major impressions. the work some men had to spend their whole working lifetimes

performing, and the tough working conditions, under which they were spending such a great portion of
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their lifetimes. | made certain | would not have to be one of them again. Do not waste that time you get
away from your books. Plan ahead and use it getting some on-the-job experience in your chosen field.
At your stagein life, most everything is a new experience. Better to learn it sooner than later.

While you sit around quaffing a beer or two with your friends, | know the conversation at times
turnsto talk of taking ayear off from school to see the world. Coincidentally, these times usually
occur just when studying has gotten a little tougher or heavier, or just before a poor set of marksis
about to land on the old man's desk and hit the fan. There are no newer or more valid grounds for talk
of such hiatuses since my college days, | am sure; probably just as large a percentage of students now
as then convince themselves for the same reasons how educational it isto travel around the world with
apack on one's back and no money.

On some days it sure does look good. But my personal opinion isthat most of the students
contemplating such excursions are just too lazy to study any more and needing away out, they yield to
the belief they could only benefit from such an educational jaunt, so off they go to see the world. The
saddest thing is, statistics prove only arare bird ever returnsto his hallowed halls of learning.

If you feel you need a backpack trip around Europe, | suggest you use the time you have off
from school between May 1st and September 1st: ample time for getting this kind of education. And if
you are seriously entertaining thoughts in your head of this nature, | will offer you a deal: take the year
off and travel without any funds-or go in May at my expense. Y ou might call this bribery. | do, but |
offer it unabashedly because | know how difficult it is-once that brain has been given too long a
holiday-to get it back in gear again for studying four to five hoursaday. Plus, | hate to see a house | eft
half built.

Assuming your career in university comesto a successful conclusion, per the advice of the
senior people in your chosen profession (the best advice you could find), your next five to six years
must be devoted to further study and experience. As a prejudiced certified public accountant, |
obviously consider my profession a very fine training ground for anyone preparing to enter the
business world. A Master of Business Administration and several yearsin a marketing positionisa
good alternative.

With the help of agood tutor during these years and lots of hard work on your part, you should
be able to progress rapidly and advance right to the top. A poor teacher might sidetrack you and cause
you to hit some detours along the way. Should this occur, you would more than likely require afew
extrayears for getting the hang of it. But either way, remember, if thereisalack of hard work on your
part, you will need to update your r,6sum6 and send out some applications for a new job. just don't
bother sending one to me; | hate sending out rejection notices. Closer to about age thirty, if you are still
interested in running the family businesses, | will gladly accept your job application.

Should you join our companies at about this stage, you will have another five to ten years of
learning--and more |earning--before you become an experienced executive. However, there will be no
exams to get boned up on, no report cards--only monthly profit-and-loss statements informing you
whether you are passing or failing in the real world. It will take you at least five yearsto get to know
the businesses we are in--our customers, suppliers, employees, management staff, the coordinating of
external forces (those you cannot do much about), and the coordinating of internal forces (those you
can do something about). Now you might be ready to enjoy that big car, travel, and those expensive
restaurants.

Businessislike afragile vase--beautiful in one piece, but once broken, damn hard to put back
together again to itsorigina form. So, in the words of Sam Butler:
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Respectfully,

And look before you ere you |eap;
For asyou sow, ye are liketo

reap!
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Dear Son:

Recently | heard ateacher expounding on the trials and pitfalls facing the sons of successful
fathers; the tribulations of growing up in the big wakes of high achievers. He stated it was one of a
young man's most difficult adjustments because the young man never feels he can be as good as his
father. Apparently many boys do not even try. They give up before even starting to tap their own
abilities and resources. Sad to hear.

It occurred to me that you too might be harboring some notions of this nature and just in case
you are, before they take hold of your mind as an excuse for backing off in life, let me tell you afew
things that happened to me along the way.

In high school | had an average of 60 in the ninth grade, 65 in the tenth grade, 75 in the
eleventh grade. | then transferred to university, but as you can see for yoursalf, it was not because |
was any brain; that was just the particular school system in my area. | got through my first two years of
university, but with standings that were nothing to shout about despite alot of studying. And work |
did, | assure you, because nothing came into my noggin easily.

Then | failed the first exams of my certified public accountant's course. | could not believeit! |
was crushed. Here | was with six years of university--finished! Through! Needlessto say, | breathed
one great sigh of relief when | was alowed to rewrite my exams the following year.

Having assessed why | had failed the first time, | made certain it would not happen again. It
didn't. It had been no big mystery to figure out: I simply had not worked had enough. | have ever since.

The work or study habit is hard to come by. It requires anatural desire to learn, it requires
practicing the art of concentration, but most of all, it requires a spirit for hard work. All these positive,
productive attitudes can easily be accomplished by go percent of the populace. Few accomplish them.

If you think all my endeavors have always been successful, then you are unaware of details
concerning alarge part of my life. Successful people appear to be traveling along one continual,
successful road. What is not apparent is the perseverance it takes following each defeat to keep you on
that road. No one | know of has ever experienced one success after another without defeats, failures,
disappointments, and frustrations galore along the way. Learning to overcome those times of agony is
what separates the winners from the losers. How many times have | talked about the people who are so
afraid of failure they never even enter the race?

Every failure teaches one something-and some failures teach more than others. Failing my first
set of cpa exams has remained with me for the past twenty-five years. The lesson learned? Y ou had
better work hard, for you are not going to make it otherwise. With any maximum effort, most things
fall into place. But the race is not necessarily won by the swiftest; it is won by people who learn from
past races and put those lessons to good use.

Remember, people tend to look upon successful people as they appear to be now. They
overlook the many years of hard work, failure, frustrations, and problems--all encountered, lots
conquered--all along the way.

With an objective in sight, one constantly tries attaining a higher level of achievement. So those
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objectives you set for yourself are vitally important.

Now the next time you feel inclined to look at dad and think his boots are too big for your feet
to ever fill, remember, too, that you have a big head start on the old man. Y our advantages? Y our
school work for one, with, to date, a much higher academic achievement level than | had. Y our
exposure to life; at your age, | had hardly ever left my small town and knew nothing about the big city
and its complexities. Y our parents; mom and | can steer you toward afew good doorsinto life. My
mother and dad were sixty-five when | was your age and as dear, loving, and wonderful as they were,
they knew nothing of the business and social environments in which we exist.

At high school you achieved the honor of being selected one of the officers of your school. Y ou
were captain of the second basketball team. Despite three knee operations, you played football for
three years. Y our leadership qualities are all there-all in clear view.

Consider. Y ou have already accomplished far more than | had at your stage. Why should the
future be any different?

Morals, spirit, hard work, and responsibility are choices you must make daily. How you decide
to conduct yourself in society tests your moral fiber; how you perform on the football field or
basketball court exemplifies what type of spirit you possess; the amount and quality of time and
concentration you devote to your studies establishes diligence or lack thereof. To all of this, bring your
mind to bear on each act you perform in daily living and ask yourself, "Is this being responsible?' For
in the end, howresponsible you are determines howsuccessful you are.

Y our achievements to date are many-already the accoutrements of a successful young man
decidedly on hisway up. Think about it. Y ou have only to finish what you have already so well
started, only to continue the successes waiting to be continued.

The old man? Unbeatable? Hell, eventually you'll run circles round him!

Sincerely,

o
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Dear Son:

Y our mid term report just arrived and it has some peculiar looking letterson it such as D, D-,
and C-. | had not seen these before, so | asked afriend of mine what they meant. From the reply | got, |
rather suspect that big smile of self-satisfaction that ailmost blinded us all following your first-year
results has kind of dimmed. However, | assume there were sufficient smiles and adequate joviality
during your first term to carry you over for awhile. | hope. Or did you waste too much of all that spare
time you had in sleeping?

Y ou have probably noticed that pushing a car uphill is hard work. While you can stop for arest,
you must finish the job or chances are your car will slide al the way back to the bottom of the hill.
Then you haveto start pushing all over again. Work is like that. So is studying. No matter how much
you did yesterday, unless you keep chipping away at it, you lose momentum. Once your momentum is
gone, erosion of al your past efforts starts setting in because you are off the track that finishes the job.
In your case, your job is getting through university.

Although it isafew years back, | do remember some very bright boysin my first-year classes.
How | envied them! Their high marks seemed to come so easily, while | had to work like hell for my
crummy B--'s. But second year turned out to be another story. For one thing, | learned that some of
those bright boys were coasting on the momentum they had built up in high school, where they had
worked hard. Still, at the end of this year, it was an enormous amazement to me to learn that our class
had lost about 35 percent of its people. Some had flunked, some had just plain quit, some had changed
coursesto easier ones. And alot of them were the bright fellows | had started out with! They had just
run out of their tremendous high-school momentum.

Y ou see, because they had had an easy, lazy first year, they figured second year would be the
same: an easy piece of cake. By the time some of them realized what had happened, it was too late.
They were no longer able to discipline their minds enough to handle the required concentration that
would put them back on their work tracks. In other words, they could not reverse the downward
momentum.

After you have lived afew more years, you will observe that life is an uphill battle; as soon as
one project is accomplished, another looms up. If you are not in stride, ready to take on new efforts,
your faillureratein life will be high. That iswhat separates successful men from those who never make
it.

At thisjuncture, | perceive no evidence of your having coasted during your first year. However,
what | do perceiveisthat you have forgotten that life at certain stagesis like paddling our canoe up the
rivers we have covered. Stop paddling when you are heading upstream and, man, that current sure
soon takes you downriver in ahurry! The same currents are therein life, and if you wish to rest on
your oars or paddles, don't do it in the middle of a strong current such as your second year at
university. Remember, the rests you take on the river must be carefully picked to avoid the currents.
So must be the rests you pick from studying.

It would seem to me that an annual seven months of honest endeavor is not too much to ask of
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anyone. If itis, and all you graduate with from university is a D--average, then you are in for arude
shock when you come to join our company. We demand eleven-and-a-half months of honest endeavor,
and A's only are accepted in all our departments.

Of course, our Unemployment Insurance Act alows for the continuance of your five-month
annual rest period-but | have not known anyone of your caliber who has ever willingly collected this
kind of holiday pay and stayed happy for long.

Remember, if you wish to be afuture top business executive, it isimpossible to "fly like an
eagle with the wings of awren." Y ou now have four months left to get your momentum back in gear to
its former satisfactory level.

Mo Ot Lo

It occurs to me that a hard-nosed appraisal of man, of those with whom you spent all that
rest time during first term might prove beneficial. A few character flaws among this
group might be revealed that | hope were al noncontagious.

Love,

| would suggest that such an appraisal be made this term, for | doubt if many of these
friends will be back next year. | also think it might be prudent to select some new friends
this term who will be back. They will make better friends in the long run anyway.
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Dear Son:

Today isabig day in your life. Having accomplished twenty years of schooling, the time has
come for you to enter the real world of work. Lots of people do not like the word work, for it
immediately evokes images of having to get up in the mornings, the repetition of dull acts, little time
for play, headaches, backaches, and other assorted miseries. Others are just a-bustin' to try their turn at
the wheel of fortune and they cannot wait to get started. | would prefer to think you are of the latter
school of thought.

Now that formal education has molded your frame of mind, it istime to apply those years of
effort to earning aliving and your own space in this crazy world of ours. Y ou have one major
advantage going for you in that you know what you want to do: be a businessman, and a good one. |
feel sorry for the many young people who cannot seem to pin down what they want to do to earn a
living --and even sorrier for those who do know but cannot find ajob in their chosen fields. Knowing
what you want to do and landing ajob in which to do it is amighty fine start.

Speaking of fine starts, getting to work on timeis precisely the right start for your day now.
Nothing raises people's eyebrows or tempers faster (including mine), than a person's repeated late
arrivals at work. It is hard on the morale of everyone else who has disciplined himself to get out of bed
and out to work on time daily. It is particularly hard on the boss's frame of mind--for how is he to feel
comfortable about giving you responsibility If you are not responsible enough to get to work on time?
Oursis astatic starting time. Quitting time-aslong asit is after 5:00 or 6:00 P.m.--is up to you. Some
firms have flexible working hours, and those who cannot handle our fixed time schedule should
probably find ajob within one of these companies. | do not intend ever trying to find you at 8:15 A.M.
only to learn you usually saunter in around 9:30. If you are part of and dealing with management, you
need to be on the same time clock.

Y ou will be joining a group of our employees who have put alot of their yearsinto moving our
companies ahead. (I trust you will be gracious enough to allow alittle of their vast experience and
knowledge of our operations to permeate your brain.) Although | would see no sensein your trying to
reinvent the wheel, | would consider it entirely permissible for you to question any current practices
you think could be improved upon or performed in a better way. just be cautious not to come on too
strong. Victory often goes to those who bide their time learning more, who perfect their ideas before
presenting their carefully thought-out plans to management. Should the urge strike you to restructure
our policies, bear in mind it need not all be attempted overnight (unless, of course, it happensto be a
matter of urgent importance). | am for prompt decision making, but untried ideas require careful
footing.

Y ou will receive excellent guidance through our training program, and since you will be in the
marketing end of our services, | suggest you learn as much as possible about our business before you
try testing your salesmanship on one of our customers. Some of them have been with us longer than
you have been on the face of this earth. And not only isit imperative that you earn everything about
our business, you must aswell learn as much asit is humanly possible to learn about our customers
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and our prospective customers before you even shake hands with them. In a customer's eyes, you only
get one chance with your first impression. Make certain you do your homework so that it isagood
one! If it isnot, you will have to spend at |east the next two years trying- to get back on a positive
footing with that customer. A woeful start.

"Silenceis golden,” someone said. | concur. And in your case, a pound of listening to an ounce
of speaking is about the ratio | would recommend you adopt during thisinitial period of time with us. |
once decided against hiring a salesman simply because a couple of the purchasing agents he had called
on in his previous job told me their best description of his approach was "adiarrhea of words." The
lesson to be learned? Simple: "It is better to keep your mouth shut and be thought afool, than to open
it and remove all doubt." It is hard to dislike a knowledgeable person rather on the quiet side-and
purchasing agents especially tend to favor them.

Aside from your knowledge of our business--which must be in your briefcase before you set
foot off our premises--instilled in your mind must be the conviction that we offer better, far better,
service to our customers than our competition does. Only half of our job is selling our services; the
other half is servicing our customers to death. Otherwise you have to keep finding new customersto
replace the ones leaving you due to lack of service. Most inefficient. (Also so stupid it would drive
your old man up the wall and around the bend!) Selling isimportant, but seat is the name of the game
for adding profitsto the bottom of our profit-and-loss statement.

Servicing our customers well obviously entails a good working relationship between us and our
suppliers-and we have some who service us so well | get jealous of their efficiency inthisarea. No
price cuts by other suppliers or wild horses would ever pull me away from this kind of loyal supplier. |
would like to think some of our customers feel the same way about us.

In your early employment days with us, keep this spectrum in mind: at one end, our customer;
at the other end, our supplier; and usin between. A perfect spectrum of light, with its colors all
blending harmoniously into one another, isajoy to behold. So is a perfect businessin its blending of
suppliers, employees, and customers.

For the time being, walk softly and forget the big stick. People will be looking at you as the
new boy the same way you looked at the new boys at school--sometimes with a bit of ajaundiced eye
perhaps?

If al this sounds rather frightening, not to worry, Rome was not built in aday. Moreover, the
primary purpose of thisletter is not so much to counsel asit isto share with you briefly the pursuit of
that oft elusive dream: finding happiness in your work. The great writer John Ruskin wrote thisin the
nineteenth century.

In order for people to be happy in their work, these three things are needed. They must be fit for it.
They must not do too much of it. And they must have a sense of successin it.

Y our formal education and desire to be in business certainly should make you fit for our work;
my observation of you over the past twenty-five years does not lead me to be too concerned you might
be doing too much of it; that leaves your happiness at work solely dependent on your personal sense of
SUCCeSS.

Ambition, initiative, and responsibility, all carefully developed, will make your career a
wonderfully enjoyable part of your life. And think of this: the future giants of industry of some thirty
years down the road are all starting their first days at work today, too. just asyou are. Try not to forget
that.
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Oh, yes, one other thing: none of those future giants will be terminating their formal training
today either, now that they have entered the real world. They will just be shifting it--to nights and
weekends, with a measure of leisure time thrown in for good balance.

Thereisasecret desirein afather's heart for his son to do well. | guess that is perhaps why
George Herbert wrote, "One father is more than a hundred schoolmasters.”

Welcome to the real world of earning aliving. | shall have your report card ready at the end of

our first fiscal quarter.

Love,
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Dear Son:

Y our report on the loss of the RGM contract was disappointing news. | know how much you
counted on it and how hard you had worked for six months to draw it to a successful conclusion. | also
know you feel you were falsely and deliberately misled into believing the contract would be yours, and
that you now regret having divulged certain private corporate information. Also, in the aftermath, you
have unfortunately become very bitter toward the other party, perhaps with good reason, but you must
not allow bitterness to discourage you or divert you from pursuing other contracts with your usual
optimism and zeal.

Asyou chalk up afew more years experience on this planet, you will realize there are few
people in whom you can place your trust completely. Therefore, awise man arms himself with alittle
ammunition: alittle knowledge, or what | call safeguards for those times when he finds himself having
to place histrust in another person. Those safeguards can take many forms.

First, you should try to obtain some background about a person you do not know. Most people
are creatures of habit and if they do not play the game by the rules, no doubt there is someone they
have burned or stung along the way-and if for no other reason than even some vague revenge factor
lurking in the back of the victim's mind, that kind of information islong remembered. So invest alittle
time enquiring about the person with whom you are going to conduct business.

Second, you should direct your efforts toward always selling your services on a personal level.
Remember, the company is a nonentity as far as customers are concerned. People are not doing
business with the company; they are doing business with you, personally. If you always treat it that
way, customers come to rely on you --not on the company-for the success of their contracts. That is not
to say, of course, that you should not single out for special attention your excellent staff and
superlative facilities and method of operation.

Third, you should look on all ventures at this stage of your life as experience. Y ou have forty
years to make up the loss of this contract! If you dispassionately examine the events behind this one,
you will note one or two things (perhaps more) that you will do differently if you ever again encounter
similar circumstances. Wise men learn more from defeat than they do from victory.

My fourth and most mgjor point: you have come away from this with no besmirchment of your
character. Y ou did not compromise yourself or the company in your efforts. (If you had, then you
would have good cause to hold your head in your hands, and | would also be telling you to bend over
for agood swift you know what, where.)

Y ou see, you have what we call integrity. Quite obviously, the other guy has none, and | would
not give you a plugged nickel for his chances of long-range survival in the business world. Oh, he will
stay alive for awhile, deluding this person and then switching to bait another. But businessis a small
world. His lack of integrity cannot help but eventually catch up with him. But, as | have often said
before, don't worry about the other guy's integrity; worry about your own!

Owning integrity is owning away of lifethat is strong in moral principles-characteristics such
as sincerity, honesty, and straightforwardness in your daily living patterns. In the business world,
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ownership of such characteristicsis the lifeblood of any long-term success. In the short run, it is not
hard to make a bigger buck by cutting corners on what you promise your customers you will do or
deliver. In the long run, though, such tactics are the cornerstones of the big losersin industry-the ones
avoided like the plague by the winners. One of the most important rulesisto never give a person cause
to say you did not tell the truth, for as Ayub Khan said, "Trust is like athin thread. Once you break it,
it isalmost impossible to put it together again."

Once someone has shafted you-as you term your recent experience-you might feel like shafting
someone else. It is only human. Most of us react the same way at such times-asif alittle evening of the
scales would help your damaged ego. At this point, however, you are in grave danger of losing. Big!
Up to this point, you have lost nothing but a contract that was not yoursin the first place. The loss of a
lot moreisat stakeif you allow your anger or an impulsive quest for retribution to get the best of you.

Now stop and think about this. How badly will you miss the problems you inevitably would
have had to face down the road had you been successful and won the contract? How much will you
miss not having to deal continuously with this man who lacks integrity? It is entirely possible the loss
of the contract was no failure, but one wonderful blessing in disguise instead.

Chalk one up to experience, to being thankful for discovering beforehand the true nature of a
person you might have had to do business with, and all your efforts will have been well worthwhile.

Anyway, that was yesterday. What are you doing today, to keep us in business tomorrow?
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LETTERS OF A BUSINESSMAN To HIS SON G. Kingsley Ward
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Dear Son:

Whilein New Y ork last week, we had an interesting conversation going before Mr. Daniels
arrived for dinner. Y our queries about entrepreneurs were good ones and somewhat tough questions to
answer.

My first acquaintance with that rare breed of person occurred during my last years as a cpa at
Price Waterhouse. Through your mother, | met a man by the name of John Part. He was about fifty
years of age and | about twenty-eight. While attending afew social engagements with him, | found
myself intrigued by and drawn to this man, for he so obviously possessed a magnificent business mind.

John Part only worked when he needed money. He would stoke up the brain power and go out
and crank up a new product (mostly in the health-care field), or devise some new method or approach
to advertising. He wasin one of his retirements when | met him, but although he had some left, money
was beginning to run alittle short.

| wanted badly to see the other side of the business world-see it through a marketing eye instead
of ageneral ledger, so | started badgering this man about when he might next set up another business,
and could | join him. He finally decided to go back to work, set adate, and | guess he liked my brown
eyes, for he invited me to come along with him. It had to be my brown eyes or my winning smile
because few young fellows were as green as | at this stage of my life in the Big City, and there had
been a choice of several other assistants John could have picked for his team.

Anyway, my introduction to the real business world, that of "making a buck," got started. By
the time John died some six yearslater, | had had sufficient transfusions of entrepreneurial genesto
enable me to carry on the business we had started, which | now bought from his estate. | was not what
you would call arapid learner, nor was | always ahead of the average businessman my age at that '
oint, but | had been exposed to john's brilliant creative mind, and | now had a small businessto get on
with.

The word entrepreneur comes from the French word, entreprendre, meaning "to undertake."
The Oxford Dictionary's definition of the word is: "a contractor acting as an intermediary between
labor and capital." Well, | think afew more words are in order to describe this fascinating innovator of
the business world.

To me, entrepreneurs are people with great imaginations. They seem to have answers for
everything. No problems cannot be solved, no undertakings cannot be carried out. They are creativein
their thinking, always seeking new methods of doing things. Their innate aptitude for avoiding the
ordinary, the standard pathways of the business world, isthe very crux of their success.

Entrepreneurs are great observers and students of human nature. John Part did not miss a thing.
One of hislittle pearls of insight was expressed to me at breakfast one morning as we looked out the
windows of arestaurant situated on abusy corner in Montreal. Streams of people were hurrying to
work-some on foot, others in packed buses. He mused alittle over the panorama before us and said,

"L ook at al those people running to work to earn money; money which they run to spend after payday;
money seeking something we should be running to bring them in the way of new or improved products
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or services." | never forgot that. The road to business success is paved by those who continually strive
to produce better products or service. It does not have to be a great technological product like
television. Ray Kroc of McDonald's fame did it with a simple hamburger.

Many of the-ideas entrepreneurs successfully exploit are not their own. An amazing number of
people in this world have excellent ideas, but few know how to go about merchandising them. For the
entrepreneurs, it isanatural ability. They develop ideas from embryo to consumer stage at the speed
of acomputer, and that swiftly paced modus operandi is one of the main reasons most of them prefer
working on their own. Not for them tedious marketing committees, hordes of consultants, and mile-
long boards of directors-unless they happen to be such number-one executives as L ee |acocca of
Chrysler, who brought that company back from the brink of bankruptcy. Big companies have their
entrepreneurs, of course, but many more are to be found "doing their own thing" without very much
ever being heard about them.

| mentioned earlier that. lots of people have great ideas but are unable to carry them through to
full remunerative bloom. Here is one story | thought you would like that illustrates this point. (It has
always been one of my favorites.)

Anold man in afarming area outside a city operates a hot-dog stand. Man, does he operate a
hot-dog stand! People from miles around have heard about this old man's delicious hot dogs. They
have noticed his great big billboards advertising the best hot dogs in the county, and they flock to his
roadside diner to try them. He greets them outside when they come, woos them in with his big smiles
and joviality, and urges them, "Order two, they're real good." And the people do enjoy the very best,
most appetizing hot dogs they have ever tasted-nestled in the freshest buns, topped with succulent
relish, tangy mustard, onions cooked to a T-and all served by smiling, pleasant attendants. People
leave smacking their lips and saying, "l never knew a hot dog could taste so good." Asthey drive
away, the old man waves good-bye and reminds them, "Come back, please. | need the business, and so
do the youngsters to get through college." And the people do come back. In droves. One day, the old
man's son comes home from Harvard, where he had graduated with an M.B.A. and aPh.D. in
Economics. He takes one look at his father's operation and says, "My God, father, don't you know
we're in the middle of abad recession? Y ou have to cut costs! Dispense with your advertising costs by
canceling the billboards. Save labor costs by reducing your staff from six to two, by doing the cooking
your self instead of wasting your time out on the roadside. Get after your suppliers for a cheaper grade
of buns and hot dogs. Only serve the inexpensive brands of mustard and relish, and cut the onions out
completely. Now, see al the savings you will have for weathering out this recession that's killing
businesses |eft and right?"

The father thanked him, and knowing how intelligent his son was with al his degrees, he never
for amoment doubted the sound words of advice. Down came the billboards, back went the father into
the kitchen, where only the cheapest goods were now being used and only one waitress left to serve
them.

Two months later, the son comes home again and asks his father how things are going in the
business. The father looks at his empty hot-dog stand, all the cars that used to stop now whizzing by
his door, his empty cash register-and he turns to his son and says, " Son, were you ever right! We sure
arein one hell of arecession!"

Y ou see, the old man was an entrepreneur-but only to a point. He knew what people wanted,;
the only basic component of true entrepreneurship he lacked was the courage of his own convictions.
Had he really believed in himself, no one else could have destroyed his business. There has to be that

stubborn, tenacious streak in an entrepreneur to ensure his success. The entrepreneur goes with his gut
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feeling when there is an absence of solid evidence to direct him. His gut feel may speciaize-in
packaging, the medium of advertising, or knowing the type of retail outlet best suited for reaching the
consumer of a particular product. He never forgets, by the way, that mail-order and door-to-door
selling have made many millionaires. (Sears and Avon, respectively, are good examples of each.)

He will use available marketing assistance to sell, but unlike many now dormant companies, the
entrepreneur ensures his success by using them differently. For instance, in atest-market program, he
himself might journey to the test-market area and personally study the faces, the expressions, the
comments-both positive and negative-of the test-market customers exposed to his new product or
services. One fellow even went to the extent of taping the customers remarks so he could study them
more thoroughly-much the same way some coaches review their teams' efforts on a video playback.
The entrepreneur is shrewdly cognizant that as much as he knows, no one knowsit all. Heisafirm
believer that only fools, convinced they know best what the consumer wants, bypass the test markets.
Many atoddling entrepreneur has probably learned that |esson the hard way, but learned it I'm sure he
has, for as strong willed as most entrepreneurs are, they are also flexible-an unusual combination of
characteristics, but avital one for success.

Another observation | have made about the entrepreneur is his uncanny ability to measure his
risk. He is by nature a person given to taking risks, for he instinctively knows that " Great deals are
usually wrought at great risks' (that was said by Herodotus in 450 B.C.). While keenly aware how
quickly and easily the most carefully laid ofhuman plans can fail, he does not shirk away from risk. He
thrives on the excitement, the tension, the gainble, the fight-and upon conquering them all, spends five
minutes relishing his success before charging on to his next hot prospect.

Our entrepreneur is a super think tank when it comes to analyzing the risk areas of a new
project. He discerns where it is most likely to break down and zeroes in on the soft areas. If aqualified
person or company can help, he will employ them to help him narrow down his risk factors.
Undoubtedly, he will also develop an alternate plan in case the one he is using does not work; with
always a backup, always an out, he is always financially secure enough to walk away from afailure
and start a new venture tomorrow. Bankruptcy courts are not for him. He has been poor too long and
detests bread and beans. He has no intention of going back to either ever again.

How does he do it? Well, in various ways, but mostly he rigidly judges how much he can afford
toinvest in aproject. If it isgoing to cost more than he can cover or if he feels the odds are long
against its success, he will do one of three things: he will procure an investment of other people's
money and talents; he will sell the idea outright to someone interested in handling it; or he will, if he
must, as a last resort, just forget it. An entrepreneur is eminently aware that "It is possible to fail in
many ways ... while to succeed is possible in only one way" (Aristotle said that in 350 B.C.).

Sometypical traits of some entrepreneurs frequently “do them in." Not all entrepreneurs are
successful. Often they move too swiftly in the planning stages of their projects. In their haste, they cut
corners on the quality of their service or product, they neglect to get legal protection for their
trademarks or patents or, quite often, they overlook government legislation regarding their new “gold
mines." All too often, they do not have sufficient backup for their financial bets, and when they run out
of their own funds, bankers refuse to see them, and their investor friends start avoiding them,
preferring more stable personalities with whom to conduct business.

Only afineline differentiates a successful entrepreneur from a successful businessman. They
are somewhat the same, of course, but the entrepreneurial personality evinces more dash, more
gambling spirit, more daring and less adherence to the conventional pathways of business. But both
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must know what buyers want and what trends are occurring in the marketplace. Constant contact with
the marketplace together with an accurate assessment of it is awinning combination.

Entrepreneurship sounds most adventuresome and especially appealing to one's ego. But
running against the tide is tricky business. Still, | have yet to hear one person | have ever considered a
true entrepreneur blame circumstances for having caused any of his problems. He is blessed with a
short memory for failures and an unquenchable thirst for new ventures. He allows his successes five
minutes worth of crowing and his failures a second's worth of bemoaning.

He tends to go his own way, do his own thing, in or outside of business. Claude Hopkins, a
great entrepreneurial favorite of mine, describes his propensity for aloneness this way, in his book My
Lifein Adverttsing:

| have met other great emergencies, more important than money or business. | have always had to meet
them alone. | have had to decide for myself, and always against tremendous opposition. Every great
move | have madein life has been ridiculed and opposed by my friends. The greatest winnings | have
made, in happiness, in money, or content, have been accomplished amid almost universal scorn. But |
have reasoned in this way: The average man is not successful. We meet few who attain their goal, few
who are really happy or content. Then why should we let the mgjority rule in matters affecting our
lives?

| have often paused and reflected on Claude Hopkins' statement that every great move he had
made in life had been ridiculed and opposed by hisfriends. | still well remember the many raised
eyebrows when, after ten years of studying for it, | left a promising career in accounting to join John
Part and his little company with an annual sales volume of only $140,000. Seemed like a crazy move
after having audited some of Canada's largest corporations-but our sales Of $25 million this year
would, | believe, happily indicate otherwise.

Y ou may be interested in the following poem. It is one | have kept over the yearsfor it
manifests quite a spark of entrepreneurialism. It was written by a seventhgrade student.

They look at me and ask why

| tell them | really don't know

But every man has a chance to reach for the sky
| have my own special way

And some day
Maybe I'll get there

Right now | am on my way
With many different thoughts every day

| have many problems| have to face
Some end in good, some in bad

But in every one

| never really end up mad

Sure | have been sad over many of them
But never, ever, really really mad
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I will never let myself get really tied up
Andif | do, | drop it

Until | may return, not in afolly

But rather quite jolly

This may not be your way
It definitely is my way

| hope you enjoyed that little poem because you wrote it.- Away back then, your independent
spirit, optimism, flexibility, brave willingness to bounce back to the fight were all there.

Virgil said, about 25 B.C., "Fortune favors the brave." Be brave with our money, but not too
brave. | love financial heroes, but not bankrupt ones.

Love,

“J)HH m7 11.)‘7

http://www.upbeat.tnet.co.th/letters/let_7.htm (5 of 5) [20/09/07 6:28:12 AM]




Experience

LETTERS OF A BUSINESSMAN To HIS SON G Kingsley Ward || 3,473,411 4,153 ‘

Close

Dear Son:

To your new position as head of marketing for one of our companies, you bring an assortment
of talents. First, you have a good brain capable of competing with the world; your achievements at
high school and university and in your other jobs within our company have well proven that. Second,
you bring a high degree of enthusiasm to your work. And third, you have a sense of measuring the
results of your effortsin an evenhanded fashion.

However, there is one basic element you do not at this point in time possess:. that of experience.
Back in your school days, you will recall, experience grew daily by your merely coping with each new
day and what it brought until you felt secure enough in what you were doing to measure your results
realistically. This new position will develop the same way, but it isvital at this early stage of your job
to acknowledge you are light in this key department.

What to do about it? How to work around this big hole and gradually close it in? The man who
lacks experience and knows it must first make aresolution to himself that he will not allow this
missing factor to inhibit him or prevent him from trying to get the job done. Having done that, it is
then crucial for you to take the time to carefully assess each project you are about to undertake -be it
the analysis and solution of any given problem, the preparation of a presentation, or anything else on
your plate.

First, what and how much data have you immediately at hand? What and how much datais
missing? Should compile more? Once you have all the facts you can possibly obtain, and only at this
point, will you be at al ready to start thinking about your possible courses of action. Beware of the
pitfall so many people fal into -- some over and over again -- that of not first gathering all the
possible, obtainable facts. Many people are lazy when faced with this aspect of their jobs, and they do
not work hard enough acquiring the basic data on which their decisions and actions will be founded.

Y ou have built enough camps in the woods with me to know that if we fail to provide afirm and level
base on which to build, our efforts will certainly fall short of anything resembling afirst-class job.

Next is the tendency to want to start analyzing the data, to get on with the job, before every
conceivably available facet of information has been obtained. Then especially one needs to discipline
his mind not to start chugging away in second gear before first obtaining all the benefits of first gear.
Think of our camping and canoe trips. Because everyone is always so anxious to get going, are we not
apt to leave something behind if we do not -- before setting out-check my deplored "to do" lists that |
go to all that trouble compiling prior to each trip? And it would certainly not be due to lack of
experience -but only to lack of properly applying our experience.

At the conclusion of step one, the gathering of information, it is great insurance to look around
you for areliable person with whom you can check whether you have missed anything. A colleaguein
asimilar position in another noncompetitive company or your own president are perhaps the two best
people to turn to -- but there are other good sounding boards.

Now comes the second step, the more exciting one: acting on the information at hand. Hereis
where the experience factor really counts, because proper interpretation of your datais crucial to your
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success. Asthe years pile up and you make your share of mistakes in the business world-as we al do-
you will find that 8o percent err in their decision making because of mistaken interpretation of their
data rather than because of alack of data. Experience teaches you to first get al your pertinent data
together and, second, to analyze it properly. The first requires discipline; the second, years of
experience.

How does one go about becoming experienced in interpretation of data? Same as with anything
else. By doing. But | must hasten to add, it will occur faster and better via careful and thoughtful
analysis than it will by running with a gut feeling. Upon the completion of data gathering and
interpretation, comes execution. No problem for you here; you have aready had plenty of experience
in this department. The follow-through and follow-up exercised in al your jobs to date as well as
during your school years are the experiences you will put to good use now to help you execute your
decisions properly. This part of your project therefore should be easy.

But never forget: at sixty-two years of age and with forty yearsinit, | am still acquiring
valuable experience in my field of business. | have ssmply come to realize and to accept that in certain
areas of this businessthereis still an experience void, still something there to be learned by me
through experience-and | remind myself of this each time | tackle a new project. It does not do much
for my ego to have to admit to the foregoing, but | rather suspect it helps our profit-and-loss statements
considerably.

Shall we both remind ourselves "the woods would be silent if only birds with trained voices did
the singing"?

Y ou have al the credentials of a good executive. Experience will make you an outstanding one.
But that is something no school, no one but you can accrue for yourself. As you win some, be cautious
and steel your mind to keep on learning -- from your successes, so you repeat them; from your failures,

SO you never make the same one twice.
/,, o el

Sincerely,
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Dear Son:

It was ajolt to learn Mr. Miller left our firm for other employment. It surprised me because
during the time | was operating the manufacturing functions of the company, | always considered him
avauable-if somewhat eccentric-employee. Obviously, his eccentricities got to you and caused the
split.

Amazingly, with all the people in this huge world, no two people think exactly alike. As
differently as each of uslooks, just so differently each of usthinks-whichinitself is afantastic feat on
the part of our Maker. And even more amazingly, despite all these differences, we still somehow
manage to marry, procreate loving families, and retain friends and happy, valuable employees.

To me, the older, more successful industrialists ofthe 1900-1930 era appear to have behaved as
if they were half crazy in many instances. Perhaps there are as many tyrants today, but | rather think
the majority have changed their attitudes-if for no reason other than the fact that there is now amuch
more fluid labor market, one that allows for easier changes of employment (except perhaps for those
living in small towns). Therefore, there has transpired a narrowing of the spectrum: not so many bully
employers now-and not so many hapless stuck-in-their-job employees.

A prudent employer would take the time to analyze the incentives a person might list as his
reasons for working-and most importantly, the order in which he lists them. A recent study disclosed
that money was number seven on such alist. Topping it was satisfaction in performing the job.
Obvioudly, that good feeling one gets from having accomplished something is still man's best reward
for his hard labors. But he also needs to know heis doing his job well, and the major deficiency within
management today is the failure of telling him so.

An earned compliment costs nothing, but its returns are immeasurable. Very humanly, when we
are complimented, when our efforts are appreciated, most of uswill usually strive to perform even
better down the line. What a return on the investment of delivering afew earned words of praise!

Now to our case at hand. Unquestionably, John Miller was an honest, hard worker. His few
oddball behaviors and opinions certainly never bothered me, and | assure you, | assessed them
carefully-whether they might even be causing us loss of business. At the sametime, as | |looked around
me to particularly observe, | found it highly interesting how many different, often strange
idiosyncrasies most all of us possess-and that despite all of them, we still come together daily, work
side by side harmoniously, and constitute a great work force! Y ou see, what we might term oddball
characteristics in others, in most cases are nothing more than different views or outlooks, different
perspectives than ours about life and living. In short: "different strokes for different folks." It would be
fascinating to read the thoughts our fellow workers might be entertaining about your (or my)
behavioral patterns or eccentricities-for we do all have them.

Quite obviously then, molding awork force around or in spite of-the peculiarities within us all
becomes a necessity. If we do not, there won't be awork force. Y ou must remember, the only perfect
employee is not you, yourself alone. Further, it is the output of our business product that counts, not
whether someone blows his nose once or twice or athousand times a day. Unless a person's habits are
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Employees
so offensive or extraordinary that they disrupt others, | see no reason to let that person go off our
payroll.

| believe it would be an enlightening exercise for you to evaluate Mr. Miller's reasons for
leaving. From what you have told me, his oddball personality finally just got to you. Well, it should be
borne in mind that we are in the business of making medicines, not analyzing personalities. The fact
Mr. Miller worked with us for ten years and during al that time | heard not one complaint against him
from any of the other employeesisfood for thought.

A sufficient allowance of timeis often all that is needed for certain personalities to mesh. In
this case, you had been working in contact with Mr. Miller for only four months. Perhaps another four
months would have given you a much more positive impression of the man and a new perspective of'
the situation.

My guestion now is, did we lose a valuable, trained employee possibly only because your
criteriafor liking or. disliking peopleis off kilter or eccentric? If we did, then we had better get thee to
a head shrinker fast, before you lose our entire labor force for us.

Y ou seg, it costs money to train a person for ajob: for some positions within our company, a
great deal of money. If we are to operate at maximum efficiency (happensin theory only), we must
maintain alow labor turnover; otherwise al of our profits will go toward training people if those we
train consistently leave us shortly thereafter. Hence, high morale is not only anice, desirable
atmosphere to maintain among our staff, it isamust.

In closing, bear in mind you must continually review staff performances-particularly of those
who have most recently 'oined us, to determine whether they are measuring . up to our standards.
However, adliding or failing performance by any staff member who has been with us for a number of
years should signal a stop sign for you. 'Stop and think: Why has this person’'s work fallen off? Are
pressing personal reasons perhaps behind the decline, which must be taken into consideration if you
are doing your job? Talk to the person and tell him hiswork is not what it used to be. Istherea
problem we can correct or one we can help him solve? What one single hour of time can do toward
putting a person back on his efficient feet again isreally astounding. And consider this: that one hour
of your time and one hour of histime costs us about $50; on the reverse side of the coin, it will now
cost the company $5,000 to train a suitable replacement for Mr. Miller.

Y our people are your valuables. Not the bricks. Not the mortar. Not the machinery. Protect this
major investment we have in our people by doing your utmost to make them feel that top-rated
priority, that satisfaction in the performance of their jobs. If you do, you have no idea what increased
feelings of satisfaction you will experience carrying out your own job. And | will smile at the resultant

Sincerely,
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LETTERS oF A BUSINESSMAN TO HIS SON G. Kingsley Ward PARTNERSHIP ‘

Close

Dear Son:

| hear your friend Harold has approached you with a fantastic money-making ideain another
industry-one very different from ours. Also, viathe grapevine, | was given to understand you are being
invited into the partnership because of the prosperous business you and | happen to be in. That leads
me to surmise your friends are counting on some of our profits flowing over their way to support their
new enterprise. And having carefully assessed al the logistics, Harold and his friends have found all
the positive reasons why this company should go to the very top; not a hitch, not one negative or
drawback in their plans, | am sure.

Funny thing about human nature and money-making ideas: we summon up all the positive
aspectsin amatter Of ahalf hour and often live in agony many years for overlooking the negative.

Before you start counting your millions of profits from this venture, allow me to intrude and
mention a few things that might save you from having to count your losses in possibly thousands and
thousands.

| find myself curious as to why Harold and his two engineering buddies came to you with an
invitation to join their expedition. Since theirsis a highly specialized engineering project designed to
service heavy construction equipment, | am wondering how your particular business acumen is
supposed to assist -- especialy in afield so far removed from ours of making medicines.

Without the slightest intent of any put-down, | must admit the first thought that comes to mind
iIsyour family's money -- because it seems to me that whenever people come up with new business
ideas, they are most adept at solving all their production and marketing problems, but their brains go
into deep freeze when it comes to finding the money to get their projects off the ground. And after all
has been said and done, it is still money that sets their worlds in motion.

But assuming the ideais sound, has an excellent chance of succeeding, and you do mortgage
your soul to get at those millions out there, who is going to manage the business? Obvioudly, it cannot
be you, since you are not technically qualified for their specific type of operation. Aswell, it would
become very hard to increase our efficiency and profits with you spending a great portion of your
enthusiasm and time thinking about another business-indeed, ours would more than likely decrease in
efficiency and profits should you split your talents at this point of time in your business career.

So it appearslogical to me that Harold will have to run the business since your new company
cannot afford to hire aqualified professional manager at this juncture. Now what do you have on your
hands? Harold spending your money, with you at a distance. It could be a fine arrangement if Harold
knows what he is doing. At thirty - two years of age, he could be one of those rare birds who comes
along without the benefit of any business training or experience and instinctively knows how to run a
business. But | am inclined to think not. | am afraid the odds are too long against it in this case.

If you invest in ten endeavors like this, one might prosper. The exerciseis finding out which
one will prosper before you lose all your money on the other nine.

Aside from the fact that this proposed business is not within our industry (which we know
something about and still make mistakes), and that Harold and his boys from engineering school have
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no business experience, there is the human aspect to partnerships, about which one usually only learns
through experience, most unfortunately very sad.

Y ou will be one of four equal partners, the one putting up the money. Harold will be president,
Charlie will sell, and Fred will produce the product. Initialy, the efforts of all will be very strong and
very dedicated; everyone will be pitching in for all heisworth. Unhappily, as time goes on, most
foursomes lose one or two of their members endeavors to the wayside-even if the business happens to
be prospering. It isinevitable. When the going gets tough, those 70- to 8o-hour work weeks get to
somebody-or somebody's wife-and in jumps "the beginning of the end.”

"That damn Charlie takes $200, three-hour lunches daily; and I'm here working my ass offl"
"Why should | work tonight? The others aren't! And 75 cents of every dollar | make goes into their
pockets!" Then will come the classic one about you: "Why should that bum get 25 cents out of every
dollar we make when he doesn't contribute a damn thing!" Memories can be very short. Y our financial
contribution to get the company off the ground will not be very long remembered with robust
gratitude. You will discover only too soon that your partners primary interest is asking, "What are you
doing for us today?"'

Now if you are hell-bent to go ahead with this partnership, let us assess a few avenues of
procedure that might vastly reduce some future agonies. One major advantage you have is knowing
each of these fellows very well —t heir honesty, intelligence, and degrees of diligence. That isabig
plus! In my opinion, you should discuss with them all the foregoing negatives; the costs, sacrifices,
and readlitiesinvolved in working long tedious hours; the struggles you must be prepared to face --
because, unless this new businessis very different from most, only gruelling efforts will see you
prosper. Tell them in writing so they will at least respect you for having warned them if it does all sour
down theline.

Next, let us give some serious thought to the divvying up of the partners shares. Harold appears
to be the key man, along with yourself Charlie and Fred are necessary, but not leaders. All will wish to
own some of the business. (How else would each count all those millions of profits?) Well, there are
prudent ways of keeping everyone happy. Harold will probably buy the idea that you and he should
own amajority of shares-say 8o percent, split down the middle. So far so good. Now your hard nose
had better harden up even moreif it isto avoid getting bloodied later. Y ou must tell Charlie and Fred
their ownership is going to be 10 percent each. Friendship must not enter the picture at this stage for in
business it can be a devastating investment except in some very rare circumstances. Sweeten the pie by
offering 30 percent of the annual profits before tax to the three: 10 percent each. Now each partner has
two incentives going for him: a share of ownership (an ideal that fades fast since it usually does not
put much money into your hands until you have become prosperous and have repaid your business
borrowings, which normally takes a very long time), and profit-sharing paid out each year, the
tangible dollar in-the-hand payments we all look forward to for our expended efforts.

To avoid some possible future hassles, sit your three partners down now with your auditor and
lawyer, and work out abasis for evaluating your shares annually. Nothing short of adivorceisas
messy as trying to dissolve a business partnership with someone who has taken the view his shares are
worth agood deal more than is fair to the remaining partners. So make it arule that the value of the
shares be set out annually in the event someone wishes to sell his shares down the road. Thisway he
will know exactly where he stands financially if he does entertain ideas of leaving the company.

Not so "incidentally," since it is your money fuelling the business, insist on your auditors and
lawyer s acting on behalf of the business. It will give you some control over your money and over the

way the partners handle it. Our business partnership has flourished because of hard work and love. If
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you proceed with this new venture, | sincerely hope you will find a good measure of both within your
new partnership. And might | add, " Nothing ventured, nothing gained!"

Affectionately,
i fuitien
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LETTERS OF A BEUSINESSMAN TO HIS SON G. Kingsley Ward | ) 0L 250005 ‘

Close

Dear Son:

The late hours you put in at the office last week preparing cash-flow projections for our
companies was a good piece of work. Considering our banker's short notice of his need of these figures
to transact an increase in our bank line of credit, he should indeed be impressed by your swift
cooperation and compliancy.

However, it bothers me somewhat to see you preparing thiswork all by yourself When | asked
you about this, your reply was that you could do it three times faster, alone, than with others trying to
help you. Perhaps thisis true, but the hitch in that kind of thinking isthat you will still have to be
doing this type of work ten years from now if you do not, at some point, take the trouble to teach
someone else on our staff how to do it. Aswell, of course, should you be sick, or away, or tied up with
other pressing business matters when such work needs doing in short order, you will undoubtedly find
yourself in a quandary, and more importantly, so will the company.

Which brings me to the subject of this letter: delegation. | don't know how many times over the
years people have asked me, "How do you manage to run all these companies and still leave yourself a
couple of months' free time to pursue flying and the joys of Mother Nature?' My answer has always
been the same. "Because | have highly competent executives looking after my businesses on a day-to-
day basis." Simple answer, you say? Well, yes, it is simple, but you would be amazed how few people
in business train subordinates to higher competency levels so they can turn some of their
responsibilities over to them. Why so many avoid delegating to the people working under themisa
mystery to me. Isit lack of trust, sheer stupidity, or isthe main reason, perhaps, fear that the other
person might do a better job? Few are brave enough to say it, but | wish our executives knew how
much | value being told a job was turned over to someone el se because he or she "will probably do it
better than I." And if it's "better than you or |," (meaning me), | am even more enthusiastic and
impressed.

| know of no faster way of improving our businesses worth than by delegating to every willing
and able body as much as he or she can handle-and then some, for as each person's work capabilities
grow, so will our business grow. Conversely, stifling any deserving individual's growth is tantamount
to stifling your company's growth.

Homer, about 700 B.C., had this to say about delegation:

Y ou will certainly not be able to take the lead in all things yourself, for to one man agod has
given deeds of war, and to another the dance, to another the lyre and song, and in another
widesounding Zeus puts a good mind.

Again, "different folks-different strokes."

Thefirst precept of sagacious delegation is a careful, in-depth assessment of your personnel's
talents, ambitions, and desires. Given the chance, most people will surprise you with what they are
capable of achieving. And you can bet your bottom dollar, the day they're assigned their new
responsibilities, they will be walking ten feet tall. With or without araise in salary, thereis no greater
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thrill in business than being singled out for more challenging and stimulating work-except, perhaps,
that of your satisfaction in having delegated the new roles and your observation of each person's
success within them.

Now for the second precept. Permitting your staff to assume more important duties entails
something you probably never thought of doing: teaching. Simply and fundamentally, putting together
a set of tough, competent executives and a dedicated, strong staff requires teaching. The most
successful businessmen are often extremely good teachers. That includes preparing a good format,
patiently allowing time for it to be digested, being supportive, and spurring your students' potential to
its greatest heights.

Once you have made your selection of people and prepared your training program, the results
of these efforts should be new people doing at least part of your old jobs. Now your key to ultimate
success is the development of a system of control over all the realigned duties. This means establishing
amethod of communication between you and your personnel whereby you will be kept posted, up to
date, and on the alert to spot trouble areas or correct a mistake. Above all, maintain a confidencein
your heart that your trainees can and will do their new jobswell. Y our new job isto help them over the
rough spots.

When you reach this golden plateau, you will be collecting your pay for what you are supposed
to be doing. Y ou are here to organize, lead, develop, inspire, and visualize new vistas for us to tackle.
Y ou are not here to sit around either doing or supervising repetitive chores that require some, but most
assuredly not all of agood leader's time.

Having mulled over the foregoing, | cannot help but conclude that any executive who cannot or
will not delegate to those under his supervision must indeed fear his own capabilities of handling his
responsibilities. If that executive works for me, he has a good cause to fear for hisjob! Each time he
fails to develop another person, he succeeds in promoting dry rot in the foundation blocks of my
business. Undetected dry rot spreads quickly and brings many a fine building toppling down, and | do
not intend to alow it afoothold in any of mine!

In providing people the opportunity of proving their mettle, you are invoking one of the least
understood tenets of effective leadership. One Of my constant, secret, and burning desires in business
iIsto uncover as many bright lights hidden under bushels as | can find; to set loose untried, latent, or
repressed talent of any "waiting for a break™ who, once associated with me, will try their damnedest to
fulfill their aspirations. | know | have said it, before, but it is worth saying again: "Build business
around people, not people around business." As Virgil said way back in 50 B.C., "We are all not
capable of everything."

So-no more late nights doing what others can and should be trained to do. It will bolster both
your department's strength and morale, make you look good to the boss, and the kids won't be asleep
when you get home at night.

Building abusinessislike trying to build a pyramid-in reverse. Y ou are the top stone. How
many sturdy supportive levels of stone eventually form the foundation beneath you depends on your
ability to select, train, trust, supervise, or promote the members of your work team. It's a pity how
many a businessman fails to grasp this, fearing it might jeopardize his own lofty (soon to become
shaky) pinnacle. | don't know about you, but | sleep well at night knowing the base of my pyramidis
solid (abase of which, of course, you form a mighty cornerstone).

About 2600 B.C., in Egypt, Snefru built the first true pyramid. However, it was left to his son,
Khufu, to build the ideal one, the Great Pyramid at Giza. Keep building your pyramid and make it the

ideal one, too.
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The Fine Art of Negotiation

LETTERS OF A BUSINESSMAN To HIS SON G. Kingsley Ward

Close

Dear Son:

Thank you for your compliment on my having obtained that new contract for us with the
European firm. It was not without its moments of frustration but, all in all, if | may say so myself, it
was a rather good example of applying the basic techniques of negotiation.

On the way home, | kept thinking to myself how much our businesses depend on our utilizing
the tenets of mediation. We perform them routinely, yet seldom do we sit back and assess exactly what
they are.

We negotiate with customers, employees, suppliers, banks, real-estate agents, and whether we
realizeit or not, between ourselves. Having experience in businessis crucial, but the ability to parley
effectively ranks not too far behind.

Why are some people more adept than othersin thisimportant area of business? | believe | can
capsulize my opinioninasimple formula. Itis:

F-E=S
FLEXIBILITY minus EMOTION equals SUCCESS

A person who isinflexible in his business dealings had better have a monopoly on what he
sells, for peopletire of wrangling ad nauseam and won', if there are other avenues to pursue.
Flexibility is nothing more than being able to read the intensity of the other fellow's desire and then
bending to it as much as one might have to in order to reach a successful conclusion. It's somewhat
like atree in awindstorm; it bends but seldom breaks, then stands taller than ever the day after the
storm.

Now for part two of thisformula: emotion. Often thisis much more difficult to harness than
flexibility, beit your own emotion or your adversary's. | would like to have adime for every contract
that was lost because of emotion. People so often tend to dig in their heels on the most ridicul ous of
points-usually only to prove that they are not going to be pushed around by anyone. If you need proof
of this, look at the work load of our courts and lawyers with respect to civil actions. Cases are backed
up for months, the courts full of people who cannot negotiate agreements between themselves. One or
the other side has remained inflexible, unable to suppress excess emotion or evaluate the other side's
position objectively. Thus they must endure the often very high costsinvolved in securing the "cold
neutrality of an impartial judge.”

There are three rules to follow in practicing the fine art of negotiation. One: conduct a fact-
finding mission. Gather all the information you can on the other party's position, and match it with
your own data. Many negotiations fail right from the start because of alack of facts. In the words of
Benjamin Disragli, "lIgnorance never settles aquestion.” Do your homework. It will ultimately make or
break your case.

Two: study the information you have culled and weigh each point on a scale of oneto ten. Try
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to weigh the points two ways. First, define your assessment of each. Secondly, put on your opponent's
hat and try to weigh each fact from his point of view. Understand where the other guy is coming from.

With enough study, you should be able to draft a chart, labeling your facts in the order of their
particular importance. For example, delivery of a product might rate a2 or an 8; price might range as
widely on your graph, depending on the competition, your measurement of the supplier's quality, and
any other factors that might come into play.

Three: divide apage in two and, from your chart, list all the negotiable points on one side and
the points over which you will not budge on the other side. Keep this latter side short. List too many
here, and you will have cornered yourself into an inflexible role.

Y ou are now ready for a successful outcome of your negotiations. It might take several
meetings to iron out certain issues or to provide required information over which you might want to
return to your office to ponder, but nine times out of ten, your careful work will culminate in total
success. When it doesn't-that one time out of ten-no doubt the muted mutterings from each side of the
desk might very well resemble these sentiments of Heinrich Heine's, long ago: "Ordinarily heis
insane, but he has lucid moments when he is only stupid." These are the impasses, by the way, during
which emotionalism will want to steal center stage. Make sure yours remains in check, well to the
sidelines.

Another dogma of successful negotiating is this: do not put two people together to work
something out who do not like one another. It portends disaster from the very start. On many an
occasion | have asked the other side to please exclude a particular person from our discussions
because, putting it diplomatically, our vibes clashed. People who like one another respect one another's
views and opinions-and therein lies the secret to keeping emotionalism where it belongs in business:
outside the conference-room door.

Seldom, if ever, will all of your requests be met, so remember to wear your flexibility fatigues
on battle day. And when you find yourself entangled in a particularly tough tug-of-war, try
remembering Francois, Duc de La Rochefoucauld's words: "Quarrels would not last long if the fault
were only on one side.”

Father Time can lend a hand, too. Sometimes there is every good reason for alowing a span of
days, weeks, or even months to pass before attempting a reconciliation or treaty. It lets the dust settle
SO everyone can view more clearly the issues at stake and perhaps reeval uate original conceptions or
misconceptions. A time lapse allows for emotions to subside, too. More than once | have let a problem
simmer on the back burner for awhile, knowing that my learned colleague was doing the same. On
such occasions, though, | have always tried to be the one big enough to pick up the phone first, extend
an invitation for lunch, and suggest that together we try to break the loggerhead between us.

There is one additional thought to store in your mind. Situations do and will arise wherein you
find your self forced to accept the other fellow's inequitable terms. Y our back will have been pushed
up against awall, and if for no reason but to clear the matter off your desk, you will find yourself
settling for his biased conditions. Naturally, you will feel you lost the game at such times, and maybe
you did-but my experience has been that never, on the next go-round, did that person not try to make
amends for what he knew had been an unfair settlement. Funny how even the toughest good
businessman usually has a conscience.

A note of caution: however extreme a disparity might arise during any of your negotiations, if it
isat all possible, try never, never, never to allow the matter to get into the hands of the lawyers. Get all
the legal advice you want while gathering your information, but only as a last recourse should you

allow the courtsto settle your dispute-only when you have utterly and painstakingly exhausted every
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other conceivable method of settlement. Thisis one of the toughest lessons to learn because, feeling
cheated, it is so human to react impulsively, to want to take the matter to court and let the law settle it."

One man owed me $15,000 that | could not get out of him, so | sued him. My legal billsrose to
$8,000, and still | kept after him. | ended up collecting not one red cent for al my efforts. My
doggedness cost me $23,000 instead of the $15,000 loss | should have settled for in the first place.
Reason? | had not bothered to do my homework (rule one again) or it would have been clear to me
right from the outset that the man just did not have the funds to pay me and was heading for
bankruptcy. Emotion made a small man of mein that case.

As| look back on the incident, | now can see the even bigger blunder | made in neglecting my
businesses while | kept hounding our lawyersto keep after that guy. God only knows how much it cost
me to chase alost cause instead of getting on with the businesses that were making a buck.

Love, /ﬂd M jf’i’ MM
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LETTERS oF A BUSINESSMAN TO HIS SON G. Kingsley Ward MARRIAGE ‘

Close

Dear Son:

| overheard you telling a friend that you were thinking of getting married. | had to chuckle as |
wondered who the lucky lady might be, since every time | have seen you with a date, she has usually
been a different young lady. (I gave up trying to keep track of your social itinerary along time ago.)

| did not, however, find it a chuckling matter to hear you state, rather computerlike, "Now-is-
the-time-for-me-to-get-married.” Not next summer or next year, you avowed,; it was going to take
place now. My eavesdropping turned out to be a little more disturbing than | would have expected. It
left me wondering what exactly you think marriageis all about. | rather suspect you feel you should
get married now because all your friends are doing it; it isin vogue, so you might as well "take the
plunge,”" too.

Well, Martin Luther said there is no more lovely, friendly, charming relationship, communion,
or company than a good marriage. | agree. However, it must be viewed as a hellishly serious
commitment! Although marriageis, in asense, primarily an attraction of nature's forces, the binding is
what ultimately counts -- but that only occurs in its own good time. It is not programmed as a
computer is. It does not just automatically happen.

The penalty for not thinking carefully enough about marriage-for not viewing it seriously
enough as a huge chunk of your life-is divorce, torn emotions, and, very often, a drained bank account.
The torn emotions mostly revolve around a failure syndrome one tends to carry around with him
following a ruptured marriage, compounded heavily if children areinvolved. Y ou have not
experienced afather'slove for his children. Although husbands and wives unfortunately fall out of
love al too frequently, afather never falls out of love for his children. Separation in a marriage
inevitably causes devastating agonies.

A very old and learned doctor friend and | once shared a conversation about marriage. He
opined that marriage should be viewed and treated as a business; that in marriage, just asin any
business, if two equal partners contribute equal input, it will thrive; if one or the other or both parties
shirk major responsibilities or repeatedly fail to live up to their end of the bargain, it will, sooner or
later, collapse into "bankruptcy."

| have never forgotten that conversation. And carrying his line of thought further, viewed in a
business sense, a cold, redlistic fact of marriage isthat it is probably the most major investment to
which two partners will ever commit themselves. It is magjor on two fronts: agood marriage can ad
one so much in life that its value is immeasurable; a bad one can cost asimmeasurably.

The dissolution of a bad marriage costs many afine family the loss of property and wiped-out
bank accounts and businesses, and it often imposes a prolonged, very different, and very difficult
standard of living.

Prevalent among young people today seems afar too casual attitude toward marriage. Much too
often one hears, "If it doesn't work out, we'll just have to 'split'!" How sad to see such awonderful,
serious state being treated so flippantly. How sad to observe the needless agony that attitude spawns.

There are some people who, for avariety of reasons, get only one chance to marry, and they
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grab it. | believe some of our best marriages result from such beginnings. Why? Because usually
within such unionsis not only afeeling for one another, but arigid commitment to making it work.
Fortunately for you, you stand a good chance of attracting several young women's fancies because of
the nice character you possess, your quite pleasant personality-and the fact that you look like your old
man! If you use all these "blessings" well, you might even stand a chance of convincing one of them to
marry you.

With what qualities should your prospective wife be endowed? Well, since you asked for my
opinion (I think), here goes: you should select a person who has a warm, likable personality; observe if
there are any mean or envious tendencies, for these can create havoc later; a gossipy nature should be
shunned; a greedy nature, avoided like the plague.

Since you are going to spend the rest of your life looking at your fair maiden, | hope for your
sake that sheisfair of face. Although in truth, beauty is only skin deep, it is rather nice to look at every
morning, especialy if it combines beauty of spirit. But far more important for your sake, | hope that
sheiswise, strong, considerate, and true, that she is kind and thoughtful, cares about such things as
values and manners and stimulating conversation, and that she never once misses such special things
asasmile or achild'sfirst step or aglowing sunset. But most of all, | hope she has the capacity, as a
true partner, to give and take in harmony with you. Don't make the mistake of picking your partner
only for her bubbly personality or ravishing good looks; enduring marriages require such enduring
gualities as intelligence and integrity, sometimes better known as class.

If your marriage is avery good one, it can sweep you along to greater heights faster than
anything else | can think of. There is nothing like struggling to keep up with afine wife's pace to help
improve a man's worth in thisworld.

There are other considerations, of course, such as: is she active (not lazy)?; clean (you're not
always having to pick up after her)?; humorous? (ah, now here's abonus!). Mind though, if sheis
intelligent and personable and sensitive, surely you must realize you can't have everything, so allow
for some frailities. But if the Big Three are there, your future stands a good chance of survival if you
work things out together with love and respect during the inevitable crises you will face-and if the
word "split" isin neither of your hearts or vocabularies..

Do you ever look at any of your friends wives and say to yourself, "l wish | werein her
husband's shoes'? If your answer isyes, | would advise you not to see too much of these people, for
you don't need this kind of problem. Think over carefully what you would like, admire, and value most
in alifetime partner, and then go find your own perfect mate. As the saying goes, "Keep your eyes
wide open before marriage-and half shut afterwards.

Incidentally, if during your search you discover arare gem, remember, "Faint heart ne'er won
fair lady." But pursue the fair lady's hand with some careful planning from the head as well as from the
heart. The latter, unbridled, can play all sorts of weird tricks on you. Y ou could find yourself tongue-
tied, spilling your soup, bumping into things at the damnedest times or losing your appetite for no
good reason at al. So keep arein onit if you can, at least until you have some measure of how you are
being received by the other party.

Women like athoughtful man. Bear it especially in mind when that very special someone
comes along-if you want to see her again past your first date. (A footnote: maintaining this
thoughtfulness throughout your next fifty years or so will help al manner of matters considerably.)

Once having "tied the knot," | highly recommend you allot family time and businesstimein
wise proportions on your mental time clock. Alloting too much timein either direction can be

unhealthy-and be especially wary that the business side does not far outweigh the other right after the
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honeymoon. Chasing the almighty buck is our business, but if we cannot put bread on the table by
pursuing it between 8:00 A.M. and 6:00 P.m. five days aweek, we are in the wrong business.
John Dryden wrote the following epitaph intended for his wife:

Here liesmy wife: here let her liel
Now she's at rest, and so am |.

Funny? | guess. Still | cannot help but hope that neither you nor your wife ever find
cause to harbor the same kind of sentiment.

If you try following through with most of what | have just said-and if you have the Good
Lord and alot of luck on your side-chances are you will have a happy marriage, something too
few people have.
Love,
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LETTERS OF A BUSINESSMAN To HIS SON G. Kingsley Ward ‘

Close

Dear Son:

| have read with great interest your plans to expand our company by some 75 percent in one fell
swoop. For someone with but three years- experience in thisindustry, you certainly are generating
some sparkling big plans. That is one very ambitious road ahead that your creativity has mapped out
for our company-but | am at aloss to understand why. What has triggered all this foresight, since we
are not even operating at full capacity -only at 8o to go percent of late? Normally a company can crank
up to 120 percent of regular capacity in a business such as ours without imminent need of expansion,
but, unless my memory fails me, on only two occasions did your sales efforts tax our capacity to this
extent.

The primary statement of your thesisis that our competitor gets far larger orders than we do,
chiefly because he has the equipment we haven't to handle such volume. Interesting point. But | know
something of our competition and where he sits. First, his businessis vastly different from oursin that
he offers several major services that we do not. We do not because | have never chosen to enter certain
fields of packaging that | consider are rather muddy. Large orders must be replaced with other large
orders-and in this particular specidlity, | do not envy this competitor's plant investment. There have
been significant indications in the marketplace recently that this special form of packaging isfalling
out of favor with the consumer-ergo, no upward trend can be expected by our competitor even though,
for the time being, agood volume s still being maintained. Check alittle more closely the types of
packagings in which most of our customers are bringing out their new products; you will discover
there are three we can bid on, to one on which we cannot. Not a bad ratio.

The expansion of our business has recently been running at about 3o percent per year. We have,
in my humble opinion, been about as greedy as one should get. Any good businessman needs some-
length of a greedy streak in him to keep him sharp-but there is no greater or more unhappy business
disaster than stepping into the ring of the supergreedy.

We shall never be able to expand our business functions at a much faster rate than at present
dueto avariety of reasons -- and before you think | am being ultra conservative or chicken on this
subject, | want you to consider my current problems as president (Ileaving off your marketing hat for a
moment). At our present rate of growth, the purchase of new equipment and plant expansion eats up
virtually every cent we make in profit after taxes as well as the amounts | wriggle out of the bank
manager. Considering our bank debt goes higher each year, we are not exactly lying still in the stream.
The repayment of this borrowed money plus the interest payments will require some years of work-so
no relaxing on the oars in the marketing department, please.

Once over the financial hurdle of being able to make enough money to cover our investment
debt, there looms the problem of training new people to ensure the products we put out are consistently
of the same high quality we have aways produced. No doubt you will recall your conversation with
me the first day you joined our company wherein | stressed that our success to date was dueto a
number of reasons-but at the very top to me was our insistence on high-quality workmanship. It is not
enough to buy more space, bring in more equipment, and rev it up. Y ou must as well have the
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compounders, the mechanics, the foremen, and the efficient general staff to work on these new lines.
Else you could lose my shirt-and yours, too-in about six months!

We added 15 percent to our staff last year and most of the new people were as green as your
lawn on the 1st of June. Experienced help in our industry is hard to come by, and | cannot help but feel
suspicious about any guy who approaches us saying he wants to leave one of our competitors for this
or that or most any reason. If our competitors were running eat shops we would have more than one
person every now and then knocking on our doors for employment. No, my instinctive opinion is that
thisfellow just cannot fit in at our competitor's for some reason or other-but in any case, | would
sooner train our own people, in our own methods, from scratch. It is hard to teach an old dog new
tricks. Also expensive.

There are some businessmen who hold to a theory that sounds rather negative in today's world
of ever - building, bigger and better. It goes something like this: once having developed a businessto a
successful profit point, you have obviously overcome the major hurdles.of covering your debt cost and
al the attendant agonies of building your business; you have gone through the roughest and riskiest
times during the building of your business-when the loss of a major customer, a key employee or two,
or arejected product batch could have done you in. Now you are not going to budge. Y ou will not
expand because it is too comfortable sitting back, feeling safe and content that you now have the
business at alevel wherein it could survive one or two of the aforementioned downturns.

One must take into account that every time amajor expansion is undertaken, it isamost like
starting all over again. You have to dig up that required extra business and keep it. Then you have to
earn alot of profit on it to pay for the expansion-and the headache tabl ets management will
undoubtedly need along the way.

Some businessmen choose to adhere to the principle of continual growth done at a pace that
never puts the company out on alimb. Thisrequires atight rein on your ambition-plus my motto, "Do
not get too greedy."

Does it come as a surprise that some people have been unfortunate enough to have lost their
businesses because of expansion? It happens. Very few have the heart, the patience, or the wherewithal
to rebuild from scratch-mostly probably because money Ienders have become wary of the unfortunate
fellow's business judgment. " Once bitten, twice shy."

It would seem prudent to me to hold to what we know and build at a pace that is comfortable to
us and to our bank manager. It is alittle terrifying to me (and you must admit | do not terrify easily) to
think of undertaking a major expansion simply so we can bid on business our competitor has. Heis
competing for the same work we are, but we are not competing for his specialty. Indeed, our specialty
should be getting orders away from his salesmen that our firm can readily handle.

How about expanding your marketing ideas along these lines? | will gladly increase my own
working hours and pitch in to ensure delivery dates on all the new business you bring in. We will also
guarantee our usual high-quality performance to keep all your new customers coming back. As| said
earlier, we are only running at 8o to go percent of capacity. We could handleit!

And keep sending me your ideas! Without them, we would grow stale in our thinking. And by
the way, | have no hangups about your running thistrain at i 20 miles per hour; | just want to make
sure the track is clear. Derailment can make one hell of a mess!

Love,
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LETTERS OF A BUSINESSMAN To HIS SON G KingsleyWard | lei3f ‘

Close

Dear Son:

Our accountant asked me to authorize afew bills recently that somewhat raised my
eyebrows-"somewhat" meaning close to the ceiling! A few of your expense accounts look like you
have been entertaining royalty, yet | know there is not an. ounce of business for usin any castle. Then
again, perhaps some of your guests consider themselves royalty and demand such lovely evenings on
the town. But, all sarcasm aside now, what | am more interested in knowing is whether you have
developed atouch of royal spending all by yourself.

Y ou have anumber of admirable characteristics about, you (besides our money) with which to
impress people-customers or friends-but if you are nurturing thoughts of trying to improve your God-
given image by turning into a Big Spender, you had better read on.

There are two uses for our money: to invest it for our business and look for that return, and to
spend it for happiness-whether the return is a nice piece of furniture to look at over the years or even a
hangover on some of those "days after." What is not a proper use of our money and would perturb me
most would be spending it to try to impress people.

First impressions are important, and for anew customer it is rather pleasant to "lay it on" abit
at anice restaurant. However, once our customer has seen our plant and you have bought him that
$100 meal, you Should now be on firm enough turf to be able to discuss business with him. Y ou
cannot keep emptying out your pocket (and mine) every time you talk to him.

Then thereisthisto consider: if you give our customers the impression you are a Big Spender,
you might turn alot of them off. It could not help but cross their minds that what you are spending are
the profits from the business they have given us-and if it isin too grand and glorious a manner, it could
also not help but cross their minds that maybe our prices are too high. Before long, they would be
looking harder and longer at our competitors' virtues-and your cat-and-dog battles to keep their
business would surely ensue shortly thereafter.

It isimportant to ook prosperous, but not wantonly prosperous or like afool who wastes
money. Funny thing bout most businessmen: our business is making money -it is even a preoccupation
with many of us, but no matter how many millions we might acquire, anyone who squandersit is
deemed afool; a person with whom no one wishes to do business. Y ou have probably heard the old
axiom, "A fool and his money are soon parted"? It is accurate.

What | consider one of the many blessingsin my life, you have so far missed: being poor. | was
born that way and managed to survive a considerable number of years without a pot to you know what
in and hardly awindow to throw it out of if | did have the pot. However, during those years, there was
aparticularly outstanding millionaire in our town, and it was observing this millionaire that really
turned on all my juices. | liked everything | saw; his house, his car, his clothes, and the fact he was
always at the top of the donor lists during any of our town's charity drives. As| grew older observing
him even more closealy, | began hearing things about him-especialy how he made his money. | was
told he was arather difficult fellow to work for, very demanding, and that he squeezed the last penny
out of every ten-dollar bill he ever made. A lot of people called him "tough and stingy," but in looking
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back on it now, | realize it was all untrue. The name-callers were but envious of his success-living in
their never-never lands and dreaming how they would spend his money if they had it. My mother used
to say, "L ook after the pennies and the dollars will look after themselves." That millionaire must have
known my mother, because that was precisely all he was doing.

But, sir, | can tell you, in that town that man lived the life of a goldfish in abowl. Everything he
did was everybody's business. His goings and comings were everyone's topic of conversation-reviewed
and chewed over by all the local gossips and then pulled apart some more, But | noticed at church
socials how fawning and obsequious these same people were to him-all smiles and compliments on
what he did, how he looked, and what a great, successful businessman he was. Didn't fool him for a
minute. He gracioudly accepted and thanked them all for their kind remarks and in like turn,
complimented them on their hats or mustaches or the good food they served. He knew exactly the kind
of comments or downright hogwash his money provoked behind his back and he could not have cared
less. He ssmply went out very Monday morning, cranked up the mill, and made some more.

The point of all this? Having money can be atreacherous affair. It can surround you with false
friends and drown you in a sea of vest-bursting empty compliments. Having devel oped most of my
friends before | made any money to speak of, there is no need for me to heed my own words now
nearly as much as you-born with that little silver spoon in your mouth-should. Beware of strangers or
friends bearing false gifts of empty words.

Part of everyone's human nature (at least of a great many of us) isto be drawn to someone with
money and to desire to become that person's friend-almost as if that in itself provided some sense of
security. Lots of people will want to be considered part of your group of friends-'some sincerely, some
not. Y ou better bloody well be on the lookout for those dying to be in your circle of friends only
because of your family's money. On the other hand, you would be well advised not to overlook those
kind of honest, down-to-earth people who, so fearful you might misudge their genuine offer of
friendship, tend to draw back and keep a reserved distance from you -even declining to send you anice
invitation to something they would love you to attend that you might equally love attending. These are
valuable people worth treasuring. Make sure you put them on your invitation lists first so they can feel
comfortable about asking you out in return. They hold you in awe. Why, for heaven's sake, | will never
know-except that it isjust old funny Mother Human Nature and plain old money at work again.

Incidentally, one sure fire, fast way to lose afriend isto comply with his request for aloan.
That isano-no. Far better, if you do become aware of aclose friend's financia difficulties and you feel
he could use some help, offer it. Those to whom you offer your help with aloan are usually the ones
who will repay it and remain your friends. Inevitably, you will drop the friends who ask you for loans.
There are banksto turn to for this service. And if you're thinking this sounds like some funny scale for
measuring the quality of your friendships, you'reright. It is. One that has worked over the centuries.

Y ou must know by now that money does not "make aman." | think it was Themistocles back
about 500 B.C. who, when asked by two suitors-one poor, one rich for his daughter's hand, chose the
poor man over the rich because he was the right man for her. Good thinking. He chose a man without
money, rather than money without the man.

| take some pride-very little, mind you-in having started the businesses from scratch and
making them prosper. Since you joined us when they were already well on their way, your pride will
come from building them bigger and better.

Whenever you fed like a big shot though, it had better be due to your having just added a new
dimension to the businesses-else | shall have cause for getting out the ole sledgehammer and pounding

your chest back into an"l am aregular person” size. Now that is not to say you should deny yourself
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all opportunities of crowing alittle after a success or two. just do it quietly with one or two close
friends. That way, should matters reverse, you will only have to tell those few friends about your
failures. If you have not boasted to the world about your successes, neither do you owe it knowledge
of your failures.

As | have aready mentioned, alot of people envy people with money. | know alittle about that
feeling because | have been rich, and | have been poor-and | want to tell you, being rich is better. But
itislonelier, too, and tougher to keep your true friends or develop honest and loyal new ones.

Money is apersonal subject, so keep it that way. Treated well, it certainly can result in a greater
enjoyment of life, for it isameans of seeing the world, of seeing and owning many of the wonderful,
finer things made in this world.

A smart man can become rich, but many become rich and foolish (or their wives do). That is
why you will now and then hear about so and so who used to have money but lost it all-usually
because of poor investments, or because he spent it all without a single thought for tomorrow.

| don't know why | am even mentioning the following point to you since you certainly have
never indicated any leaning in this direction, but money is to be enjoyed and not kept stashed away
like some miser's hoard. And if areasonable portion of it is spent for happiness, don't start worrying
over it (like your mother sometimes does) for no one should have to remember or account for every
cent he has ever spent.

With respect to our businesses, there are afew cardinal rules to bear uppermost in mind. The
first dollar you make s like a seed. Planted well, and with some good help from the Good Lord, it will
grow, and the following year you might reap two dollars. Remember, it isavery long way to that first
$100,000 -- usually much longer and much more difficult to travel than to your second million.

Just like your seed, money also grows. So does your credit, and for certain right projects, we
need our line of credit at its highest if we are to move ahead rapidly. It is tough to borrow a dollar
when you only have one; it isrelatively easy, when you already have a million, to borrow a million
when it is needed for those bigger deals or a more efficient plant and equipment.

Making money isaslow process; losing it can happen quickly enough to make your head spin.
Therefore, once you have found that right track for making a dollar, don't start playing around with
your winning pattern just for variety's sake or a change of scene. The ways to success are few and far
between. Once you have found a prosperous route, stay on it. Seems to me that many who manage to
make money in one business tend to regard themselves as some kind of geniuses, and off they venture
into far-off fields-completely different types of businesses -- often only to lose al they made in their
first ones. Most of it is caused by boredom with the first business or by aview of their
entrepreneurship so overblown it would sink adry cedar log.

Need | point out that if you are spending our money at an accelerated rate because you feel we
might be accumulating too much of it, | know afew people who could use a hand? Also afew
hospitals who have repaired us. | would not want you to feel you are drowning in a sea of dollars-
although at the moment it would more likely be a sea of bills, from the look of your last month's
expense account.

| do not agree with Timothy of the Bible that "The love of money isthe root of al evil," nor
with Ecclesiastes in that same fine book, which states, "A feast is made for laughter, and wine maketh
merry: but money answereth all things." Somewhere in the middle there is room for common sense,
for kindness, hard work, enjoyment, and good times al tied in with having a buck. | hope your genes
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provided you with alittle of each to think about as you spend it.

When next at one of your dinners, parties, or meetings, keep a running tab going on your
reputation-something far more valuable than any amount of money. Practice a quiet balancing of your
personal wallet and a quiet intelligent art in the handling of the company's wallet. Fame and money
can be but fleeting moments in one's life; truth and an honest reputation are the stays of avaluable life.
No one has ever been able to purchase such ultimate treasures as a good family, sound health , true

friends, loyal employees, true love-or true respect.
Y oursfinancially,

http://www.upbeat.tnet.co.th/letters/let_15.htm (4 of 4) [20/09/07 6:29:12 AM]




Public Speaking
LETTERS OF A BUSINESSMAN To HIS SON G KingsleyWard | 42709 ‘

Close

Dear Son:

It was exciting news to hear that one of your former professors has invited you to address his
final-year students on the subject of your first yearsin the business world. He must have thought alot
of you when you were at his university (although | must say your marks would not have led meto
think so at the time). Anyway you cut it, though, your pride must have sent three buttons flying off
your vest when you were asked-and justifiably so, but now your mind has gotten "back in gear" and
you fear you are rather poorly equipped to tackle such an esteemed assignment.

What your observations of the business world are now compared to what they were while you
were attending university is something on which | cannot be of much help to you. These thoughts are
your own personal property. (My only guess at their contents would be that you might tell your
audience you never realized you would have to work for an S.O.B. like your father some day. If that is
so, then remind them the business world isfull of S.O.B.'s. They are called bosses, aterm not much
used in university circles.)

How well you are going to perform as a public speaker is still an unknown, but some things we
do know for sure. For instance, we know you have the first basic ingredient, a mouth; the second
ingredient, your mind (at least when | last noticed); and third, two feet on which to stand.

Let'stalk about the mouth first. How you send your words from your mouth is very important.
Practice your enunciation so you pronounce your words distinctly enough for people to understand
easily what you are saying. | have sat listening to speakers with brilliant subject matter in their
speeches and lost most of it because | could not understand many of the words or expressions. The
speakers lack of good diction, clear articulation of words, or sufficient volume ruined the gist of what
they had to say, since it was virtually impossible to capture.

Prepare your speech now, for practicing your delivery will take alot longer. Start that by
reading your speech out loud and ask someone to listen and tell you which words are not coming
across clearly enough. If there are certain words you cannot get your tongue around, change them to
ones your tongue prefers.

Once you have honed your speech and your diction to the best of your ability, practice standing
behind alectern (the bedroom dresser will do), in front of a microphone. (Use anything to ssmulate
this, but be certain it is not more than six inches from your mouth.) Now deliver your speech to a
mirror and practice not moving your mouth any more than six to eight inches from the mike-otherwise
your voice will bounce from hard-rock to Slent Night volume like ayo-yo, and people will find it very
hard to follow what you are saying. Stand evenly on both feet and do not sway or slouch or the motion
will distract your audience away from your speech-of which (becauseit is so dynamic) your audience
will not want to miss one word.

Thereally great orators have one further arrow in their quiver: breathing technique. Take a deep
breath and deliver whole sentences or complete clauses of long sentences at one time. Do not-I repeat,
do not-start a sentence half out of breath, then run out of breath completely halfway through aword or
on some meaningless preposition. That makes for terrible delivery. Thisis the toughest knack to
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master for anyone interested in becoming a reasonably good public speaker, and it requires constant
practice, preferably in front of people. Practicing at homeisvital, of course, but hardly equivalent to
the real thing, since (unless you are unlike most normal human beings) at the outset of your public
speaking, you will feel considerably nervous about facing and addressing crowds of people. But not to
worry. Most of this nervousness disappears with experience. In the meantime, just make a concerted
effort to control your nerves enough to allow for free breathing. (I had a helluvatime with this
initialy; 1 found it embarrassing and unprofessional-something you might or might not experience. If
you do, al | can tell you isthat each new time does get easier and easier.)

Probably one of your best bets would be to join Toastmasters, a group devoted to the practice of
public speaking as its reason for existence. It is probably the best type of training you could get
because most of it entails the practical experience of speaking before a group of people-in this case,
your classmates, all of whom are there for the same reason you are: to learn, practice, and perfect
public speaking. | have been told by many devotees of these courses that only thanks to them were
they able to conquer their fears and never embarrass themselves on the speaker's podium.

Y ou are probably wondering, as everyone else does, why one gets so damn nervous before
speaking in public. Since it happensto the best of us, perhapsit occurs only to reinforce how very
human we all are. But whatever the reason, it isto be expected. After all, there you suddenly are up on
a podium with a microphone stuck in front of your face, the spotlight turned on you and you alone,
before an assemblage of people waiting to hear what you have to say. For most of usthat is pretty
unfamiliar territory, pretty heavy stuff. But there are some tricks!

One easy way of controlling a case of shaking knees and a pounding heart is to place both your
hands firmly on either side of your lectern. Y ou will be amazed what physical support that will give
you. Another little trick isto think of all the members of your audience as friends who are eager to
hear what you have to say. After al, even if they are not, they have al assembled together for the
express purpose of hearing you speak. And still another little trick is to concentrate on speaking to
only one person at a time throughout your delivery.

Better than any little trick, though, isthis advice from an old friend of mine. Y ou will notice
most of your nervousness disappearing after you make only a couple of public speechesif, and it's
another big "if," each time you speak, you have the confidence of knowing you did all your homework,
you prepared a good text, and you now have something valid to share. Then you have only to stand
back and accept those toe-curling, nice compliments from your audience because you have earned
them. And once having gotten this far, man, you just know you are over the big hurdle in public
speaking. It isauniquely pleasant feeling knowing you have words people want to hear, opinions or
experiences they want to be told about. That is the zenith of any public speaker's goals!

A good man on the podium never talks down to his audience; he does the direct opposite. He
makes his audience feel a part of hisworld, and he respects their interest and intelligence. Moreover,
he accomplishes all of this within seconds of his opening remarks, making sure his audience is and
will be with him all the way.

Asyou stand in front of your audience, you will see and sense pretty promptly if your audience
iswith you. It ain't hard, believe me. Either all eyes are riveted on you and not one person lets a cough
escape-or lots of persons are coughing and fidgeting in their chairs, whispering to each other, or
shuffling papers noisily around. It does not take a genius 1.Q. to realize when you have lost them. If
this does happen, then give yourself aD for effort and analyze what went wrong.

Thereis not a greater feeling than knowing you are delivering a good, successful speech-nor a

worse one than realizing you are "bombing out." What is the criterion that invariably separates the
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two? Easy. The amount of hard work and preparation you devoted to the first and did not to the
"bomb." (A valuable lesson to be learned with respect to all worthwhile endeavorsin life)

The smartest of all speakers are masters at learning while performing and one of their best
methods of doing s o is via question-and-answer periods conducted after their remarks. Audience
participation keeps the speaker's and the audience's minds working; it provides the speaker with
feedback on the pros and cons of his remarks and insight into areas he might have failed to cover or
did not cover adequately. It aso often sparks dialogue directly opposed to some of the speaker's views,
and if hisare proven wrong, he and likely a good portion of his audience come away having learned
even more than either had expected. That is asit should be, for | believe not one of us has yet acquired
all thereisto know on this planet-and | often think having open ears and a shut mouth is still the best
method of learning.

Some people stop learning the day they leave school. Those ever eager to do something or to do
more with their one time around this earth stop learning the day they die.

Y our mother has sewn your vest buttons back on. Don't send them popping off again when you
get that first round of applause.

Sincerely,

7/.%"/
Aﬁw‘%
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LETTERS OF A BUSINESSMAN To HIS SON G. Kingsley Ward

Close

Dear Son:

Y our recent attempts at locating a salesman for our company's services appear to have ground
to ahalt. It seems to come as a surprise that none of the applicants so far have the least impressed you
with their personal attributes. Well, join the club. Neither do many usually impress me. Few people
take the time to study the finer points of life that make them appealing to other people. Oh, some can
win over the girls one way or another, or some of their buddies perhaps, but when it comes to
impressing the boss or a prospective boss, alot of them come up with aflat zero.

Thislack of ability to project one'simage favorably is a mystery to me. If oneiswilling to
spend four to six years learning a profession, why not take another week or two and learn afew
principles about clothes, manners, and the art of conversation? Even if there has been no formal
education, why not learn some of the fundamental rules of society that might readily assist your
landing ajob in the first place, or moving up the corporate ladder in the second place?

Nothing is more potent in a man's arsenal of attributes than first, knowledge, of course, but
secondly, good manners. Seems to me a great many people only go half way preparing themselves for
the business world. Deportment, as importantly as it might affect one's business career, is seldom
seriously considered a category that might require some attention or improvement. In the fourteenth
century, William of Wykeham founded two schools, Winchester College and New College, Oxford.
His colleges motto? "Manners maketh man.” | feel that motto well befits an educator, for both
knowledge and conduct should be improved at the same time. Unfortunately, few educators teach both.

Let's examine what mannersreally are. Are they not simply kindnesses to your fellow men?

Y ou start with athank you," probably the most universally used good manner in the world, and another
nice one, "you're welcome," automatically follows. "Please," though, often gets lost in the shuffle of
our day-to-day conversation. If you counted the times you say "please" in aday in relation to the
number of requests you make of your employees, telephone operators, store clerks, whomever, | would
bet you could increase your usage of the word tenfold. And if you do, pay specia attention to the
results, for it is my observation that a person's willingness to comply-even the promptness with which
he complies-improves dramatically when your request or instruction either starts or ends with asimple
please."

Some manners greatly influence how happily and productively people carry out your directives.
Ask and you shall receive; demand and you will get less. If your approach sounds more like a
reproach, you will get back alot less still. Open adoor for alady, hold a door for aman, stand up
when awoman enters the room, help a person on or off with his coat-these and hundreds of other such
gestures are all demonstrations of thoughtfulness to which people cannot help but respond favorably.
They are the rudimentary rules of society. They are easy to learn and cost you nothing. And when you
may least expect it, observing these rules may sometimes gain you ajob, or a promotion, contract,
client, or friend.

A common bad manner-interrupting someone while he is speaking-is a conversational habit that
diminishes alot of people'simagesin my eyes. Thisisatactless and frustrating insult to the person
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speaking. It indicates lack of interest and consideration for the person's views, implies they are not
very important. It is usually the habit of a self-centered individual, a person much more prone to
talking than to listening-traits neither very appealing or endearing to anyone's heart. While another
person istalking, apolite silence is golden, for it displays respect for the other's intelligence and point
of view.

Many a person's conversation is limited to one subject: "me." Nothing is as boring or impolite
as verbally bombarding alistener with trivia about yourself. On the other hand, enquiring about
another's family or fortune expresses concern and caring about the other's existence. While one must
guard against overstepping certain boundaries and delving into questions of too personal a nature,
asking friendly questions that express your genuine interest in another human being is one of the
simplest ways of ingratiating yourself to another.

Becoming a polite, good conversationalist with whom it is easy to exchange lively, interesting
dialogue requires some thought. Thereisaworld full of subjects on which to base a conversation and
at least athousand ways of opening one up other than with a vapid contemplation of the weather. "Is
this your home town?" "Where do you live?' "Isit an exciting city?' "How's your football team doing
thisyear?' "Where do you work?'

First impressions are still and ever will be very important-especially when you are looking for a
job. It might be the only impression you get to project, so you would be well advised to take full
advantage of it. Three physical habits either particularly impress me or completely turn me off,
respectively, upon first meeting a person. First and foremost, afirm or l[imp handshake. Second,
looking me in the eye while speaking or listening to me -or gazing out at the steno pool. Third, good or
poor posture.

Severa people have told me that Prince Phillip, conversing with you in a crowd of two
thousand, can make you (ed like the only other person there on earth with him. That kind of
conversational knack is one young people joining the business world and looking for success would do
well to emulate. Hisisthe peak of conversational etiquette-asking intelligent questions, allowing time
for you to answer while he attentively listens, responding to what you have to say and pacing the flow
of verbal exchange so that you find yourself quickly at ease. If a person can attain a Bachelor of Arts
degree, surely he can accomplish something akin to this master's magnificent trait to add to hislist of
personal attributes. Alfred, Lord Tennyson said, "The greater man, the greater courtesy." | hasten to
point out that the courtesy of which he speaksis attainable by all interested, intelligent parties.

Continuing this saga on how a young executive (or anyone else for that matter) might improve
the image he projects, let me add a word or two about clothes. The world has all manner of dress-from
Eskimos' attire to African tribal clothes. Y ou are certainly entitled to your freedom of choice in what
you want to wear in our society. (I am sure you will underscore that, having witnessed my sloppy duds
of a Saturday morning.) But when you are being interviewed, or are working in an office with u clients
and their or your personnel, or are meeting with your suppliers, there is an unwritten law designating
the proper attire for today's businessman. That universal code isto dress not to your liking, but to what
you know or think isthe liking of the person you are meeting. Long hair, shaggy beard, unpressed
pants, unshined shoes, and yesterday's four o'clock shadow are afew of the common modes or
oversights well known for turning alot of people off. Of course, you don't have to shine your shoes if
you are working in the warehouse, but you had better do so if you work anywhere near the boss's view
and you want to keep those brownie points galloping upward on your personal scoreboard.

Clothes don't make a person, it is true, but they do seem to speak for you sometimes. For

instance, picture this: you have been invited to someone's home for dinner; the hostess has fussed all
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day preparing something special; she has set an elaborate table with silver and crystal; she and the
host, dressed to the gillsin their finery, greet you at their door and you are in your old jeansand a T-
shirt that has seen better days. | cantell you, itisalet down for your hostess-almost a slight,
considering the trouble she went to al day. Unless you are invited to “come casual," wear at least a
jacket (preferably ajacket and tie) when you are asked to someone's home for dinner. It isalot safer
(you can always take the jacket and tie off if you are overdressed) and in away, it isacompliment to
your hosts, for what your attire is saying is that you value their invitation and their effortsto please
you. People enjoy associating with people who look clean, well attired, and well groomed, even if they
themselves are not as adept as you with style, color, taste, or line. If you have afew extradollars,
investing them in a good-quality, well-cut business suit instead of atrendy sports jacket your weekend
buddies might rave over is an excellent investment in yourself. And speaking of visiting someonein
their home, if it isfor dinner, for goodness sake pick up the napkin and put it on your lap when you sit
down, and know the order in which to pick up a piece of the seventeen pieces of silverware that might
be confronting you. We older folk are abit sticky about table manners, and many ajunior executive
has long remained junior because he did not know the difference between a salad, dinner, and fish fork
or between a soup spoon and a dessert spoon on the occasions when he was invited to dine with the
boss.

If the boss is scouting from among a few candidates on hislist for an executive post, he will
most likely dine with the chosen few before making hisfinal decision-so your table manners count on
business occasions, too. | remember one company president telling me how a business dinner
influenced hisfinal choice between two equally qualified men for a promotion within hisfirm. Itisa
rather tragicomic tale. The boss had invited the two young men to an elegant restaurant for dinner.
Upon placing his order with the waiter, the fellow who lost out simply did not “start at the beginning."
He ordered his main course first, then could not make up his mind about the rest. To the president's
well-organized mind, one should order in the sequence food is usualy listed on a menu, served, and
eaten. According to him, only a disorganized mind would jump to the middle course, order it first, then
thrash about hemming and hawing, expecting a confused waiter to sort it al out. The moral of this
story? If you don't want anything but the main course, tell the waiter so from the start. It will smplify
his day and you might be the fellow who wins a promotion.

When two candidates vying for one position are equally eligible professionally in the eyes of
the interviewer, very often what tips the scale the victor's way is either adisplay of better manners,
better choice of attire, better grooming, or afirmer and easier command of conversational techniques.
If you stop to consider it, how else could one choose between two Bachelor of Science graduates with
equal marks and equal experience in one specific field?

But, back to the problem at hand. Keep searching for your salesperson. If heis going to
represent you and me and our business out there, we want someone we will be proud to introduce as
our business associate and to our business associates. There are people around with al the
aforementioned qualities. Trouble isthey are few. In high demand, they are snapped up as fast as they
appear. But you will know our person when you see him, for he stands well apart and above any
crowd. Y ou might try checking with afew purchasing agents who are called on daily by many sales
representatives. One of them might have a good tip as to where our well-groomed, well-deported
salesperson might be located.

Edward Lucas once said, "There can be no defense like elaborate courtesy.” A very interesting
thought. | would change one word, however, to a sports term for the young businessman busting to get
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ahead: in my view, there can be no offense like elaborate courtesy.
Thank you,
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LETTERS OF A BUSINESSMAN To HIS SON G. Kingsley Ward ‘

Close

Dear Son:

| understand your recent efforts, to borrow money from the bank did not meet with success.

Y ou might be wondering why | did not offer the contribution of my experience as help with your
application. There was areason. | set you loose preparing this application on your own because | felt it
was time for you, at this stage of your business experience, to get your feet wet learning afew things
about banking.

Many businessmen take banks for granted-until they are turned down for aloan or their [oans
get recalled. Funny thing how people underestimate the importance of such a key element in our
business circles. | cannot remember how long it took me to realize that in addition to having a plant,
equipment, inventory, employees, and customers, | also needed a banker. | think it likely was the day
before | started in business, probably because | was starting from scratch. Y ou missed that experience,
joining us after our banking connections had been firmly established. (At least up until now they have
been firmly established.)

Maybe, just maybe, was there an underappreciation of the importance of the bank in your
overenthusiasm about adding another business to our companies?

Y ou knew we had never been turned down by our bankers during all our yearsin business. Did
you possibly rely too heavily on this past successful record and expect amost automatic compliance
on their part thistime, aswell?

Your initial reaction to their refusal of your proposal was that of a beaten man. "They're
numskulls! They don't know what they're doing! They made a mistake!" Well now, bankersare
human, believeit or not, and they do make mistakes-but | am not so sure they did in this instance when
| look over your application and peruse the reasons you gave for wanting to get your hands on their
money.

A banker, according to some opinions, is a person who lends you an umbrella on a sunny day
but wants it back as soon as it starts raining. Now, there is some truth to that, but he is much else, too.
The banker isthe only person | know selling something everybody wants. Therefore, he must pick and
choose and sift and sort his customers very carefully if heisto keep his bad debts from piling up. He
does not loan out his bank's money easily to anyone; there are always some strings attached. (Some
say so he can use them to pull the loans back into his pocket without having to budge from his chair.)

Judging from your application, you were very confident this purchase would be an
advantageous move for our company. Was perhaps a slight note of overconfidence responsible for
your less-than-well-thought-out report to the bank?

Thereisnothing like taking a"Hell, they will never go for that!" attitude to instill some deep
thinking on your part when preparing for your banker. Y ou might consider such an exercise a waste of
time-but the bank manager will make you do it-and you will come to realize he is doing you afavor in
forcing you to reexamine your proposed business intentions. Once you do, once you think further
about your intended purchase and how y much you need to borrow to pay for it, you will find alittle of
your initial enthusiasm about building a bigger business starting to wane. If it is sufficient to bring you
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al the way back down to earth, you will then be able to analyze your proposal from a cooler, more
levelheaded point of view. If you do not and we make a big mistake buying this company, not only
will we lose the profits from our present comfortable business, there won't be enough money left to
buy al the Alka-Seltzer we will need for our headaches once that new business lands on our desks.

Y ou see, haste in business breeds failure, and while the purchase of another businessis
exciting, itisaso little like eyeing a pretty girl. You might like her hair her legs, her good looks-but if
the way she thinks spailsit al, how long will she remain exciting to you? So it is with business. What
isnot immediately apparent warrants as much-sometimes a good deal more-consideration as does the
obvious. "What you eye is not always what you should buy! "

When the bank manager examined the business you are interested in buying, he did not like the
accounts receivable you were purchasing with his money. Like my race horses, too old and too slow.
The inventory bothered him abit, too, its rate of turnover being at about the same pace as bodiesin a
graveyard.

Another thing the banker felt could cause him countless nights of lost sleep was the limited
amount of your money you were proposing to put into the purchase price. He only sleeps well at night
when you have the first 20 Or 30 percent risk money involved in your mutual venture; that has to be
lost first before he needs to start worrying whether his funds are going to go down the drain. | am sure
that having no risk money at stake was a nice, comforting thought for you; there were to be no nights
of lost sleep in your bed. Not so comforting a thought, though, for your not-so-friendly banker.

Rarely do sons think and perform exactly as do their fathers, therefore, your rapport with the
banking fraternity should decidedly be established on your own, applying your own unique abilities
and personality and, most especially, your own money and time. | have cultivated my garden; it istime
you started cultivating yours.

| would suggest you start by asking your banker to lunch-something you have never done, to
the best of my knowledge. For some reason, it is much easier talking to someone over a nice amiable
lunch than from the other side of a cold, hard desk. Especially your banker's. Mind though, you are
starting with one hand tied behind your back because at this point, although your banker will
appreciate lunch, how will he help but notice the begging cap you are now wearing? Would have been
easier if you had had lunch a couple of times ayear, updating him concerning your business intentions
before asking him for his money. But, never mind. So you don't have this preplanned benefit riding for
you. He will understand because 98 percent of your competition for his dollar usually behaves the
same way. Along about dessert time, | suggest you make it clear you expect and are prepared to put up
a good percentage of the purchase price. Y our banker should now be about as mellow and receptive as
he is ever going to be and he might let you off lightly in this department. It all hinges on how many
sleepless nights he most recently lost on similar deals. Therefore your timing counts. Some times are
better than others to approach your banker for loan. Have afriendly lunch with the assistant bank
manager now and then. Well acquainted with his boss's work load and schedule, heisthe ideal person
to advise you when it might be best to extend your invitation to the bank manager. Should bank
matters be in turmoil, he will recommend you wait until they are more settled. And you never know, a
propitious delay of aweek or two -that one factor-might be all that is needed to result in success with a
proposal. Another preplanned benefit to be utilized.

Above all, remember your -banker is doing you abig favor for free! If, upon reviewing your
deal, heturnsit down, he has probably saved you from making a big financial mistake. He reviews
such deals daily; you and |, once ayear or less. As disappointing as it might be not to be loaned the

money for a business venture, it is nothing compared to the ensuing disappointment and worry oneis
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forced to wrestle with over abad purchase of abig can of worms. So listen carefully to your banker's

concern about your business. Then try again.

Love,

| would also suggest you meet with the owner of the business you are contemplating buying
and discuss with him his creaking receivables and dead inventory. The discussion should result
in quite a cost change -particularly if you tell him to keep his receivables and that we will buy
only inventory that can be turned over in six months' time.

P.S.
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LETTERS OF A BUSINESSMAN To HIS SON G. Kingsley Ward ‘""B ALING WITH
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Dear Son:

Y our concern and attitude during our recent plant inspection disclosed a good trait-your desire
to obey the law. 1, too, wish to obey the law, but as | grow older ever learning, | note that the written
law is one thing, the interpretation of the law, something else. Y ou presented our strong points well in
rebuttal to the inspector's comments but failed to change his mind. The explanations you gave were
sound and valid, and | agree with you that some of the inspector's observations and judgments were
incorrect.

What to do now? Well, the first thing to tackleis areview of our case to reconfirm the strengths
of our viewpoints. If still satisfied we have substantial grounds for argument on our side, the next step
Isto appeal the inspector's remarks to his supervisor.

Now | appreciate your concern about taking such a step, your worry that it might antagonize the
inspector and result in his being even tougher on us. However, one thing | have learned about our civil
service, federal or provincial: they are basically honest, do not harbor grudges, and they do not
purposely look for reasons to cause us trouble.

It astounds me how many people in business shy away from presenting their cases to the higher
courts within our civil-service structure. It stands to reason that, as within most any organization, the
higher up you go on the organization chart, the more intelligence and common sense you will
encounter. Still, most business executives, preferring to avoid conflict, accept a government inspector's
interpretation as gospel. It isnot, and | have had personal experiencesto proveit.

One of my best victories was an experience with a sales-tax auditor who was trying to assess us
tax on our packaging materials-alevy that would have cost us $100,000 in back taxes and about
$75,000 for each year in the future. Well, sir, we took this one on on two fronts. The appeal procedure
set up was to be utilized in due course. At the same time, we went after our local member of
parliament and told him about the asinine ruling that had been slapped against us and how damaging it
was going to be to our company. That started the wheels turning politically. And, boy, did they turn,
for our member (partly because he was with the ruling party) happened to be carrying quite some
weight in government ranks. We then hired Canada's top tax firm. Their preliminary examination
disclosed there were good grounds on which to oppose the ruling, so we put up $ 1 0,000 to have them
prepare the case. It was based on legal precedents that had been set during court cases of asimilar
nature over the past fifty years.

We now had the government in abind: our elected official and our lawyers on one side, and the
civil servantsin revenue on the other. The result? An assessment for $ 1,603 for some trivial matters.
A far cry from $ 100,000 for back taxes and atab Of $75,000 each year thereafter!

Y ou see, despite what most people say or think to the contrary, common sense does prevail in
government. Actually, our politician's efforts won the case for us; we had not even needed the lawyers.
But then we will never really know whether the government moved the way it did because of its
knowledge of the legal case being prepared for us and our determination to take them to court, or
whether the inspector had, in fact, smply made an error in his interpretation of the regulations.
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We were out the $ 10,000 we had spent for the preparation of the case-but failing to win can
happen in many different ways, so you have to use al the means at your disposal when you're out there
gunning for success. (Kind of like shooting a grouse with a shotgun instead of a .22 rifle: agood
spread of offense makes defense very difficult.)

There are other examples of my having "won some and lost some" battles-with income-tax,
sales-tax, food-and-drug inspectors, animal inspectors, and perhaps afew others| can't remember-but
sufficeit to say, if you have the patience to analyze your case carefully, and you decide you are in the
right, pursue it al the way to the senior ranks of the civil service. Y ou will win.

Have no fear of anyone's seeking any type of revenge for your actions. If you feel an inspector
is"putting it to you," call his supervisor and ask for another inspector. Most senior supervisors will
grant such arequest provided you have grounds for making it. | must say | have never had to take this
measure myself, since the government more often than not sends someone different each inspection
time.

Y ou must win your spursin this arena, so on with the task! When you win-as | am sure you
will, it will be abigger morale booster than any football game you ever won as quarterback. Right is
might, but no one wins who does not fight.

| believe it was Francis Bacon who said, "Nothing is terrible except fear itself." Let's not go
through life being afraid of government. They are there to help usin business and will do so, for they
are elected and appointed by the people-and that, my son, is us. Admit when you are wrong, but "stick
it to them"-and stick to your own convictions when you are convinced you are right.

Y
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Dear Son:

Y our comments the other day about the range of companies we own were provocative. So was
your guestioning of the rationale behind the diversification of the companies within our family group.
"|s a company not stronger by confining itself to one field, rather than spreading out into four or five?
With diversification, are there not four or five times the people problems, money problems,
management, and other problems?"

All my businesslife | have attempted to ensure, to the furthest extent possible, afinancial
security that would always be there. Toward this end, | opted for diversification of my operations.
Now you come along with the same kind of security thinking but proffer it might be better
accomplished if we concentrated al our energiesin one area of business.

Many would say your line of thought is a good one the best way to grow; however, let me
express afew of my thoughts on this subject.

The very basis of my business philosophy has always been: "Do not put all your eggs in one
basket." When opportunities arose to invest in companies with related intereststo ours, | aways
immediately took into account two main considerations. First, did | have enough financial backing to
give the new venture atry, and second, did | have the capable, experienced people necessary for the
running of it? (The latter being the principle of building companies around people-not people around
companies.) If | answered "yes" to both those questions, | then proceeded to ask the other usual
business questions pertaining to marketing, distribution, competition, and so forth.

| felt that aslong as the new operation had a common link with what | was already doing, | was
not taking too much of agamble-and it did not matter whether it was a vertical or horizontal spread.
The governing principle (tendered by Henry David Thoreau) was, "Beware of all enterprises that
require new clothes."

The reasons for my interest in diversification were twofold. Having been poor once, | had no
desire of reliving that experience, so there was the natural tendency to want to protect myself. To me,
owning a second business in case the first one failed made good sense. | also observed how slowly
businesses are built (especially those in this industry), and that in running one business, my abilities
were being utilized but afew hours each day not ten or even eight, which | wanted to expend. So, since
most of my functions were repetitive, | hired good people who knew their stuff to perform many of my
jobswhile | got on with other matters.

It has always been with me that victory has away of shifting itself from one company to
another. My logic dictated that if | had more than one company around, | just might enjoy at least one
victory ayear out of the group-and that is pretty much the way it has turned out to be so far, with each
victory being large enough to cover minor losses or poor profitsin the other companies and then some.

One danger in owning agroup of companiesisthat it could "go to one's head," so to speak. One
could quite easily start viewing himself as some Einstein of business, fully capable of making any
business work and grow. | do grow old, my son, ever learning-and one thing | can tell you
unequivocally: the first cardinal rule of businessto learn isthat just because you can make one type- of
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business prosper does not mean you will automatically do the same with others.

| guessif thereisasecond rule, it isto be ever ready to cut and run. | have always had a deep,
abiding hatred of business|osses and-call it chicken if you will-as soon as a company started losing a
substantial amount of money, | started cutting every expense | could. It'ssimple. Y ou start at the top of
your profit-and-loss statement, and you cut down or out every possibly expendable expense account.
Usually it leaves you with a smaller operation-but upon regrouping, still afighting, lean one capable of
making it again. If you know it isnot, sell it or close it down before it drags you down with it.

While building companies, one must be wary of overextending either financial or personnel
resources. Many a good group of companies has fallen on the rocks because the owner, too eager (or
greedy?) to build, got careless along the way. Anything worthwhile accomplishing in this world
requires a sound, strong base, and the growth of companiesis no exception. It isworth repeating:

And look before you ere you leap;
For as you sow, ye are like to reap.

Returning to your question, whether we would not be better off operating only one company
and putting all our resources into its growth, | would consider it only if that company required all my
available time for the management of its growth. If it did not, then | would have time to pursue other
business endeavors-which, | must admit, greatly relieves some of the boredom and humdrum of day-to-
day business routines. Of course, careful financial planning would also be a requisite for guarding
against any overextension of our resources.

Businessis so very fragile. Considering that companies the size of such giants as those in the
auto industry sometimes almost go under, one has to marvel at the audacity of us small guystrying to
make a buck out there. But no-business, big or small, lasts forever. The laws of supply and demand,
ever fluctuating virtually beyond anyone's prediction or control, often require amost psychic powers
of the business executives trying to keep pace with them. Few of us are endowed with psychic powers.

Diversification, to me, does not mean or entail straying from your base industry. Rather, it
means adding to your main product lines by purchasing other companies or amajor supplier. For usto
plunge into computers, picture frames, furniture, auto accessories, retail outlets, or the like would be
improvident and foolhardy, since our best expertise lies within none of these areas. We would end up
in the graveyard.

| have adhered to another important principle when diversifying-that of buying not companies,
but rather good people who know how to run them. There is no more naked feeling than knowing that
management virtually not worth a hoot istrying to run one of your companies. In one company, | once
went through three general managers in three years, trying to make it work. Drove myself crazy-
probably over the disappointment of my people selections-'and ailmost sold the blasted company in
frustration. My last attempt (wish it had been my first) was to take along shot on along-term company
employee under whom everyone swore they would not work. | let him have ago at it. It worked. With
an added bonus: our employee turnover actually dropped to 3 percent.

Andrew Carnegie wrote the often proved truism, " Three generations from shirt-sleeves to shirt-
sleeves." | am just trying to steer clear of having to return to shirt-sleeves in one generation. And once
| am through with the business, you are welcome to try your hand at proving Mr. Carnegie wrong.
Until then I'll chart the course and you master the ship.

Affectionately,
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LETTERS oF A BUSINESSMAN TO HIS SON G. Kingsley Ward TEAMWORK ‘
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Dear Son:

It was interesting to see you sweat alittle today over the new policy in motion to modernize our
manufacturing company's capabilities. | say it was "interesting” because you admitted you were stuck
concerning the best route to follow. | guess all that schooling and your few yearsin the real world are
beginning to show some promise for only when you openly admit to a problem, admit it has you
scratching your head, are you truly joining the elite group of those who are becoming successful.

A man who is able to admit to a problem already has one of the two most important
characteristics of being a good man. The other main trait-of which | have not seen too many signs from
you as yet-is being able to admit to failure. No doubt your reply to that is, "Well, you will when | do!"
| hope | live long enough to seeit, because then there will not be too much else left for me to pass on
to you.

| do not know how many days or weeks of your valuable time (and my more valuable money)
you have already spent on this problem before telling me about it -but whatever amount of time it was,
over one day was too long. The obvious recourse, employing a much over-worked but greatly
underplayed word, was teamwork.

Before bringing in equipment that will reduce a considerable portion of the work now being
done by human hands, one must first, of course, establish if there is enough money for it. Well, with
your certified public accountant's training and some good business lessons of the past, you have
convinced our bankers they should lend us the money if you present them with a sensible program.

In accordance with the principle of inflation, our labor costs per unit of output will continue
increasing, year after year, for the foreseeable future. A piece of equipment has afixed cost and, once
paid for, becomes free labor-assuming, of course, we are still in business. More than one company
executive carried away with the idea of progress has overextended himself purchasing equipment-with
a business downturn shortly thereafter, and the bankruptcy courts after that. (I know thisis-the 326th
time | have told you that, but remind me of it, please, only when | hit the 1000th time.)

Now comes the segment in the preparation of your program that has you stumped, mainly
because you have not as yet had enough experience in this department. For which areas do we buy
new, modern equipment? Y our quandary is not surprising since you have overlooked one of your best
methods of solving this particular problem. The one called teamwork.

In your analysis of the areas in which most hand labor is employed, start with your cost
accountant's assistance. Compare your top machine-equipped line costs with those that are
semiautomatic, and so forth. But wait, wouldn't the plant manager also be alogical person with whom
to discuss this area? He can tell you where automation would work best and for which volume level of
products. The floor supervisors, even closer than he to actual production, will probably have further
input to offer, perhaps of even greater validity. Might be interesting to ask our quality-control people
which areas in their opinion are causing the most problems. Highly significant information to your
analysis. And if you think you have now covered everything, stop and look about you for a minute.
How about the mechanics, who can tell you and me more than anyone else about our equipment, its
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condition, and which company in their experienced opinion makes the best equipment?

Thisiswhat | call effective management-utilizing your personnel's experience and brainpower,
keeping your people posted, asking their opinions and advice in short, teamwork. Nothing makes a
person's chest stick out further than being asked his opinion on a subject he knows is of special
importance to the asker. It makes one feel hisjudgment is valued. Never miss an opportunity to-
sincerely display how much you value your employees. They are our lifeblood!

Compiling the data for this type of report requires tact, discernment, and discretion. Oh, doesiit
require all three!-and unless you carefully bear it in mind, you could find yourself with one unholy
mess on your hands, your people jumping to all sorts of conjectures and conclusions. Y ou are trying to
eliminate their jobs! Y ou are reducing the number of people under them! Y ou are trying to cut corners!
The company must be in trouble. ... Clear it al up at the very start-at the very beginning of all your
meetings.

As| seeit, athough the reduction of hand labor will lower the new hirings we presently
average within our growth pattern, and although some jobs will have to be realigned, no one will lose
his or her job. As amatter of fact, most of our employees should soon be looking for bigger paychecks-
even alowing for inflation-for the more efficient we become, the more we should be able to go after
and get some of our competition's business for the plant.

As the head man, you will need to hold a firm hand on the tiller should differences of opinion
or arguments erupt among your team. If you accept a mechanic's recommendation over that of his
supervisor's, be sure to diplomatically explain your decision to the supervisor. One tactful approachis
to concede that while time might very well prove him right, you would rather he did not oppose your
decision at thisjuncture. (If he still does, you might want to add that parting might not be such sweet
SOrrow.)

Now comes the exciting part: spending the money. Here is where you either make or break your
case, so do your homework very carefully or we could be asking for more troubles than a grouse has
feathers. From the equipment companies, find and study the available models under consideration.
Select them, of course, in accordance with the volume sizes we want; no use buying a capper with a
300-per-minute capacity if that of our filler and labeler is only 100 per minute. We need a balanced
line. And bear in mind, before we can package 25,000 units a shift on aline, we must first be able to
manufacture that quantity. Keep it a nice straight line of Chevrolets. No Lincolns, please.

Before purchasing any piece of new equipment, make certain you observe the unit in actual use.
Find someone who ownsiit, ask to seeit, and take a mechanic and the plant manager along with you to
ask pertinent questions about its operation. Nothing is more illuminating than observing how an owner
uses the machine and how satisfied he iswith it. If the equipment does not perform as he was told it
would, no doubt he will be quick to tell you so. No one likes to be taken. If he has been, he will
probably be eager to tell you about it, to spare your making the same mistake. Finally, make certain
you investigate such particulars as changeover time and the availability of parts and servicing by the
dealer. Then you should be ready -to make your decision in conference with the rest of your team. It
would not be fair to "pick their brains' through the whole game and then exclude them from the
victory celebration. Upon delivery of the new equipment, after setup and shake out, you will be able to
judge how good a decision your team made. Let them in on the "score," so to speak. If you collectively
picked out a good piece, tell them -- so they can cheer along with me. If you goofed, tell them -so if
they overhear me calling you a blockhead, they will understand why. In my estimation, the blame
would indeed all fall on your shoulders, but if my measurements of these people are correct, your team

would feel alot worse about it than you-and without a solitary direct word from me, they would make
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damn sure the next purchase was area humdinger. (*Couldn't have the old man thinking we're a bunch
of idiots! Only the best from us can be good enough!")

Teamwork pulls many, many years of experience and effort together, yet it is one of the least
used tools of business. Remember when you were a quarterback? No matter how good you were
during any one game, your team's winning seasons only occurred when the morale of the entire team
was high and when the greatest effort was exerted by each and every player. Same thing here, in the
real world.

However, after all has been said and done, | know -- and | want you to remember-it really is
impossible to please al the world and your father, al the time.

%W#M
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Dear Son:

During our recent fishing trip together, you posed some philosophical queries: "How does one
attain 'real’ happinessin life?' "What makes a person a'man'?' "Why are some people the kind you
always feel pleased and happy to be with, while others make five minutes in their presence feel more
like aweek?"'

The ten-pound pike on your line interrupted our train of conversation, but | would very much
like to continue it now. The questions you ask are ones | have spent a considerable part of my time on
earth trying to answer for myself. People have many different theories on all three topics. About your
first query, the writings of Viktor E. Frankl, an Austrian psychiatrist who survived the Nazi
concentration camps in World War 11, have been among the most informative of my readings and have
perhaps influenced my own thinking on the subject most. He devel oped new theories on happiness.
Freud felt life's happiness is achieved through pleasure. Adler felt it is gained through the pursuit of
power. Well, compared with Dr. Frankl's sentiments, | am afraid the latter two gentlemen missed the
boat completely asfar as| am concerned. We will go into this further later on.

What makes aman aman? Well, | would think the first essential is the realization that everyone
owns a spirit -aunique, one and one only, individual spirit created by oneself unto oneself Only when
you comprehend that fact,. and that you are in charge of it, and what power it puts at your disposal can
you really begin to do your own thing. Only then will you not always be waiting for others, walking
with others, looking to others for help. Y ou will be looking primarily to yourself. Because it can only
be created by you, your spirit is acombination of human cells uniquely your own and unlike any other
in any other soul. Hence, all other souls have but limited bearing on the development of this aspect of
your being. Francis Bacon wrote, " Chiefly the mold of a man's fortuneisin hisown hands." So, too, is
the molding of aman's spirit.

Freedom plays the basic, fundamental role in the development of one's spirit, yet few people
pause to realizeit.. Few are consciously aware of the freedom each of us exercises every time we
accept or reject an instinct. The very core of strength within every human being is the freedom to
choose how one wants to respond to life's challenges. Given a difficult job to do, you can decide
whether you will complain about it and your lot in life, or whether you will say to yourself, "Thisisa
difficult, distasteful job, but | will do it and do it well." If you choose to accept the latter attitude, it
will make your job easier to do and, more importantly, it will provide a sense of accomplishment at the
end. Discovering and fully exercising your freedom to choose your attitudes toward the challenges of
life will vastly affect your rate of success with happinessin life.

Upon developing your spirit and exercising your freedom of choice of attitude, responsibilities
of life become easier to acknowledge, accept, and fulfill. It stands to reason. Responsibility is, in
Frankl's words, "the foundation of human existence." It is an observation of mine that the people who
accept responsibility are the people who are making the most of their lives. Another observation is that
many people have an inherent fear of accepting responsibility much akin to the fear of failure. | wish |
could remind each such person individually that to have tried and failed is no disgrace; not to have
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tried is disaster. Accepting responsibility is accepting challenge; accepting challenges throws open the
doors through which glorious achievements enter our lives.

Reading about the great people who have lived and live now on this earth is reading about great
individual spirits: none trampled by their fellow men, all steering through life with compassesin their
hearts constantly set at freedom of choice and attitude and the acceptance of individual responsibility.
Never do | read about the lives of any of these great persons, and the failures and disappointments they
overcame while scaling to their great heights of success, without becoming awed by their forbearance,
courage, and tenacity. "It isarough road that leads to heights of greatness,” said Seneca back in 50 A.
D. That same road is no smoother today.

Making key decisions is the password, for on that balance point rests how your life will fare. At
each fork in your road, you will have to decide which direction you want to follow-but first you have
to decide to walk the road.

There are many, many people today-especially among the young-who are unhappy and find
little meaning to their lives. Perhaps alack of goal> islargely responsible. Without goals, there are no
achievements or accomplishments bringing them happiness. For some reason, they fail to tap the
potential power of their abilities-and for that same reason, they will undoubtedly one day ook in a
mirror and say, in Friedrich Hebbel's words:

The man | am, greets mournfully
the man | might have been.

People say our relatively high standard of living, to a great degree, can be blamed for creating
laziness and discontent. Well, there is nothing new about that. Greek, Roman, and other cultures have
experienced unrest and unhappiness among their youth, and among many of their adults as well. No, it
iIsnot our standard of living that is chiefly at fault; it isthe failure to develop spirit, failureto
recognize that oneis unto himself, failure to utilize freedom of choice and attitude in our decision
making, failure to accept responsibility. Only when all these enter one's life is there meaning and
pur pose to one's existence.

Seems to me that rather than honorably fighting to survive anymore, a lot of people have taken
to running -- running to the security of government welfare or the church or friends, or to assorted
other sociological crutches, including, of course, drugs and alcohol. Never having experienced
success and failure in sufficient quantities to acquire it, they have no moral reserve for help over the
rough spots. These sad souls do not know that the only real antidote against difficulties can come from
within, from that freedom of choice each of us possesses in deciding which attitudes we will adopt
positive or negative-against the knocks of life. Such people hide, reading fiction or watching fictional
television heroes and heroines portraying fictional accomplishmentsin life-ever content to let someone
else, even make-believe charact,6rs-do the thingsin life they would like to do, but never try. Sad. My
remedy? Pick up some nonfiction, learn what real human beings have accomplished or are
accomplishing in life, and say to yourself, "Hey! Why not me?"

Dr. Frankl, in his book The Doctor and the Soul, says all thisand more far better than 1. His
definition of happiness is achievement, and when you stop to consider it, might he not be absolutely
right? It is pretty hard to just sit yourself down and tell yourself you are going- to be happy-except, of
course, about your good health or fine family. Happinessis not something you can create out of
nothing or from material objects-even those basics of life surrounding you. | agree . with Dr. Frankl
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that our finest moments of true -happiness occur upon the achievement of some goal we have set for
ourselves. It might be as simple as cleaning up the backyard or as outstanding as being elected by
your fellow human beings to some station in life. Happiness can be helping someone-a friend or, better
still, someone you don't know. It is also earning successful marksin school, learning how to drive a
car, fly an airplane, ride a bike. Happinessis doing.

Your grandfather was a happy man in life reaching goals most people would'not call big
successes. But for himthey were the great goals! The peace and contentment he felt within after a hard
day'swork. And | can tell you there were a good many of those. His life was one of continual hard
work at one thing or another. On his eightieth birthday, when | asked him how he was doing, he
replied he had no quarrels with life aslong as he had something to do when he woke up every
morning. (That goal!) At eighty-five, when he no longer had the somethings to ook forward to daily,
his health deteriorated rapidly.

Putting meaning into our livesis putting quality into our life spans. A single moment, a single
task can put a good measure or all of it there. Acceptance of the good days and the bad with equal
resolve to do our best in both can put it there. Facing whatever the future holds with courage and
dignity can put it there.

Happiness accompani es achievement. Achievement is the product of freely made choices and
attitudes, accepted and fulfilled responsibilities, and strong, indomitable spirits ever willing to try.

The value of life lies not in the length of days, but in the use we make of them: a man may live long, yet
get little from life. Whether you find satisfaction [ happiness) in life depends not on your tale of years,
but on your will.

S0 said Montaigne about 400 years ago.
Happily,

Y ot Kot
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Dear Son:

Y our concern and discomfort over having to terminate the services of our office manager isa
sensitivity | like to see in aperson. It means you care about your fellow human beings, means you are
aware what upset and despair the carrying out of such a duty might wreak upon the lives of others. |
like your heart.

If | may act as the devil's advocate, however, you must never lose sight of the fact that the
success of your business hinges on the quality and quantity of work performed by your employees
collectively and individually. If an employeeis simply not suited for hisjob, heis of negative value to
the company-negative as opposed to the value of a person with the right qualifications for the work.
Unfortunately, the person of negative value to a company-because he cannot help but sense that
reality, usually finds himself in the same boat on a personal level. Understandably so. It is pretty
difficult to leave all your woes at the office when you are swimming against atide trying to push you
out to sea eight hours out of every day.

Some executive employees experience difficulty with their jobs simply because they have
bitten off more than they can chew. They want the higher pay and the title of the position but in one
way or another are underqualified to handle it. Such an executive's business life becomes one of
constant struggle and turmoil-and ours one of declining faith and trust in his efforts.

Then there is the other end of the spectrum-the person who is overqualified for his position and
bored to death with it al. He faces each day much as does the sailor who has become becalmed: "loves
the area but cannot stand the lack of action.” He too becomes of negative value to his company, for
with no enthusiasm being brought to his desk daily, neither he nor the company can possibly benefit
and sooner or later it becomes imperative for the two to part company.

Somewhere in this scenario you aso sometimes find a person whose personality causes
dissension and morale problems among the employees around him. | have seen instances of people
with terrific potential of becoming eminently valuable to our company-who loved their jobs-but could
just not fit in with their coworkers. Clearly as the writing on awall, one could detect the growing
unease among the other workers as they lost more and more of their interest and liking for their duties.
Any person causing this kind of dissension must go-before his attitude drives your valuable employees
out the door.

In our case at hand, you have a person with whom, in my opinion, it is most difficult to work
whether one happens to be his subordinate or his boss. Although his work is competent enough and
acceptable, his personality and attitude are absolutely not. Too often does he distinctly indicate that
certain of our functions are beneath his dignity to perform. It istime they were all removed from
beneath his control. Many employers allow such situations to continue indefinitely, rationalizing that
there are enough good days left among the bad to justify employment. | call that procrastination.
Releasing a person from his duties is never a pleasant task. Nevertheless it is one that must be faced
when it is warranted and no amount of procrastination will ever make it easier.

| have had to terminate a number of people in my time-as you will have to do, probably more
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frequently, in your time-and | have never left one of these sessions without wondering, "Did | do the
right thing?' Asking myself the same question a month or two later, however, there was not a doubt in
my mind | had not only done the right thing, but that | should have done it alot sooner!

Prior to the time you terminate an employee, devote some thought to the person's abilities and
strengths that might be far better utilized elsewhere. Has a skill of his been underused at our place of
business? I's he trying to Cope with ajob here for which he is underskilled (our mistake, not his)? If it
isapersonality problem for us, mi ht that very personality be an asset somewhere else? Whatever the
case, it isimportant to let the person down as easily as possible. Thisway you both win. You have not
made an enemy, and he should be able to relocate without going through too much agony. It isthe
least one can do to help hisfellow man.

Toward this same end, be aslight as possible in your criticism when you are asked the
inevitable "why?' You need not 1'e, for that would only demean both parties. Instead, quietly explain
in very few words why you have reached your decision and why the other person will be better off for
itinthelong run. "I'm sorry, it's aproblem of personalities.” "I'm sorry, your talents don't match the
job." "I'm sorry, but | know you will be happier elsewhere.

On each such occasion, | try to move quickly to the subject of a recommendation and
discussion about relocating. There is not a man or woman who has ever worked for me for whom | did
not, or could not, provide aletter of recommendation (although | am sure there are many in the world
for whom one could not). By arming the person you have just let go with aletter of recommendation
and your assistance in relocating him, you will very much be helping him overcome his worst and
foremost fear: "Where will | get another job?' Thiskind of help isusually gratefully accepted and well
appreciated for its value. It is common knowledge that most prospective employers today do check a
person's references prior to hiring him. Try to make sure your person leaves your office not wondering
how he or sheis going to get ajob, but only when.

The when will still be accompanied by concern and anguish over finances, of course, before a
new job is secured. Our laws are quite fair with respect to senior executives in these situations,
stipulating that a portion of salary must be continued while the person seeks new employment, the
amount contingent on the length of time the person has spent in the company's employ, | personally
feel every employer owes an employee this kind of protection, especialy in the case of long-term
employees.

Occasionally, a sticky situation arises during an employee's termination due to dissatisfaction
with your proffered terms of severance pay. Sometimes-even though you might not feel the personis
worth the money an extra month or two of salary can avoid the lawyers, the courts, and most of al, the
vindictiveness of some disgruntled ex-employees.

Unavoidably, any employee who is terminated must feel a measure of failure, a measure of
fear, loss of pride, anguish, and turmoil. As a cocitizen of this universe, it isyour duty to minimize
these feelings as much as you can, both personally and financialy. If you do, then no matter how
difficult, trying, unpleasant, or messy any such occasion might turn out to be, rest assured at least one
of you will be walking away with his head held high. You.

Let it be indelibly stamped on your mind and your heart thha only the most careful and keenest
selection of employees at the outset will reduce these less than happy occasions in business. But even
that will not eliminate them all; the comings and goings of people within business communities has
been in existence forever and will be forevermore.

There are pleasurable jobs in business as well as some that are not so pleasurable; both kinds

areintegrally involved in the running of any forward-moving operation. Y ou cannot duck the tough
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ones and expect to enjoy only the appealing ones. So get on with this tough one. With heart.

ﬂWﬂM‘f”’
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LETTERS oF A BUSINESSMAN TO HIS SON G. Kingsley Ward FRIENDSHIP ‘

Close

Dear Son:

What has friendship to do with business? Well, in some ways, alot; in other ways, less than
zero if it isbut avell cloaking someone's devious method of "getting something” through someone
else. In the business world, you meet many people-virtually a cross section of society-with whom you
associate: plant employees, buyers, suppliers, customers, government officials, all of whom
supplement those you meet outside business: neighbors, church and club members, store clerks, garage
mechanics, and, in our case, other pilots and fishermen. That's alot of people. Not al of them become
your friends in aclose way, but al do, to some measure, contribute to your happiness of association
here on earth.

Samuel Johnson once said, "1 ook upon every day to be lost, in which | do not make a new
acquaintance." Good thought. For from where el se can friendships spring? One meets someone new,
pleasantries are exchanged, conversation leads to rapport, and a friendship often beginswith a"Let's
have lunch sometime" as the friendly catalyst. Incidentally, never extend that invitation unless you
mean it, for lack of follow-through is often interpreted as shallow thinking.

From such chance meetingsin life sprout the very basic genes of friendship, with human nature
automatically letting you know whose company you prefer on your private Friendship Trail. Nothing
Isasfruitless or asfrustrating as trying to cultivate a friendship with someone who feels no chemistry
between himself and you. Only thing worse is you feeling no chemistry while someone elseis
fervently attempting to befriend you' But be gentle on such occasions. If the pursuit of friendship is
genuine, it means someone has found something about you he admires, so don't blame him unduly for
seeking a closer relationship with you.

Of embryos of acquaintances are born some of the world's strongest friendships, Usually the
greatest of these magnificent human bonds exists in the friendship between a man and his wife. Son,
hopefully, your second will be the friendship you share with your children; after that, with your father
and mother, and then your in-laws. | say hopefully, because one of life's frequently repeated tragedies
IS the abandonment of friendship between those whom blood ties or marriage ceremonies have bound
together. These closest and most precious of friendships require constant care and kindling. So, too' do
the friendships between you and mankind outside your family; they as well need to be nurtured to
remain intact.

A characteristic habit of strong peopleisto have (asin 500 B.C. Confucius said) "no friends not
equal to yourself" To me, his counsel suggests we can aid ourselvesin life by befriending only people
of equal or greater standards as compared to our own; people capable of influencing us only toward
becoming better, never less than what we are. Makes good sense to me. And | believe it goes even
further.

Being liked by someone you respect and admire cannot help but bolster your confidence for it
signifies you in turn are being respected, admired, sought out for conversation or companionship. One
of the nicest feelings or complimentsis being invited to attend something with a person or couple you
admire-especialy if it isfor a specia occasion or an intimate get-together.

http://www.upbeat.tnet.co.th/letters/let_25.htm (1 of 3) [20/09/07 6:30:34 AM]




Friendship

Y ou have heard me expounding many times on how little of our brain power we all useinlife
and how much of our potential brain power liesfallow. There is nothing like some good, stimulating
conversation with afriend of stature to stoke up and expand that brain power-nothing like it to get
more out of life or to put moreinto it.

Sir William Odler has afew-words for you: "In the life of ayoung man the most essential thing
for happinessisthe gift of friendship." Truer words were never spoken. For what more could you ask
than comradeship during the peaks and valleys of life? To whom else but a close, valuable friend can
you brag about your successes and whine about your failures or losses?

What isa"good friend"? How is he best described? Well, it has been my observation that
although many will cry with you, few can sincerely rejoice with you. Therefore, in my opinion, agood
friend is one who can enjoy your successes without envy; one who can say, "That was wonderful! You
can do it again, even better if you want! "and mean it. Nothing taxes a friendship more than the
prosperity of one and not the other. Even the closest of friendships (and marriages) often cannot
withstand such strain and collapse. Small wonder many minor friendships go down the drain for the
same reason.

A person of good character and sound moral fiber, of honor and humor, courage and conviction
isafriend to be sought, coddled, and treasured-for there are few. Too often do we hear, "If you can
count your good friends on more than one hand, consider yourself blessed.” And even then | would
add, "Even if you have lost two fingers of that hand to the electric saw."

What makes a friendship last? Well, | don't know all the answers, but one of my observationsis
that most good friends usually have similar tastes. They generally like and dislike many of the same
things. There also usually seemsto exist a parallelism of personality traits -especially in the
fundamental values of life such as honesty, sincerity, loyalty, and dependability. More often than not,
birds of afeather do fly together. | don't think it matters a hoot whether one prefersjazz or hockey to
another's Mozart or ballet. Much other matters far more: confiding, relying, sharing, giving, getting,
enjoying; a sympathetic ear always there; criticism when it can help; praise-even if only because it
would help. With not many people on this earth will you find this much in common. When you find
one, hang on to him, for agood friend found is arare treasure.

Initiating or maintaining a good friendship involves reaching out, time, thoughtfulness and care,
aphone call at least once a month, alunch every two months or so. Do not allow too much water to
pass under the bridge between contacts. Good friendships need tending. just as a farmer'srail fence
gets checked and repaired regularly to prevent his cattle from wandering away, so too must the bonds
of friendship be checked and any snags repaired to avert a good friend-through neglect-from
wandering off.

Making new friends as we go through life is essential. He who does not will soon find solitude
his bosom companion more often than he might wish. There are ahell of alot of witty, intelligent,
highly interesting people in thisworld. Y ou cannot meet them all, but you will-I dearly hope-take the
time to try and meet many. Without doubt, friendship is the spice of life. | never fail to enjoy
conversing with anew friend and listening to his points of view on life. Whether | agree with him or
not does not matter. If | respect my new friend, | will respect his views-and expect the same from him
in return. Lively debate will sharpen our senses, tap our brain powers and, all in all, enhance and
enliven our lives.

| wish | had met Samuel Johnson, who lived in the eighteenth century, but unfortunately, since
he has long been dead, | have had to carry on my friendship with him through his written thoughts. He
had a brilliant outlook on life and mankind-or perhaps better expressed, he possessed brilliant insight.
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His writings attest to it and to the fact that he was a man of great common sense.

He lived to be seventy-five years of age-far and away beyond the average life expectancy of
those days, and | am convinced his clearheaded attitude toward life and mankind had alot to do with
it. | am equally convinced it made histime on this earth enjoyable-probably a good deal more
enjoyable than most of us experience. Two years before his death he wrote:

To let friendship die away by negligence and silence, is certainly not wise. It isvoluntarily to throw
away one of the greatest comforts of this weary pilgrimage.

Y ou will share some great friendshipsin your lifetime, | am sure. Y ou have some wonderful
friends now to whom you can brag or whine, who are constant, always there when you need them. |
only hope you will protect these bonds even better than time and circumstances tend to allow.
Business, family, and hobbies notwithstanding, afriend is the only "umbrella' one sometimes seeks on
arainy day; the only "sunshine of approva" one sometimes craves when a big deal goes through.

By the way, you can brag or whine to me all you want; | only hope you feel the same way about

a

mel!
Sincerely,
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Dear Son:

Harry's criticism of you last week, still written in your face and demeanor this week, clearly had
some negative effects on your psyche. Perhaps you deserved it, perhaps not; either way, its content
obviously bruised your ego alot.

When the Good Lord put us together, He gave most of us thin skins and then compounded this
error by adding easily injured morale. So it has been down through the ages and so it will undoubtedly
be down through al ages.

More often than not, criticism is not fault finding; it is someone else preferring you say or do
what he wants you to say or do. Who that someone else is matters. Greatly. Before you allow any
critical remarks to penetrate your bones and cause days or weeks of torment, it is prudent to check
their source: your critic. Is he-habitually critical of others? Many people are; it isacommon
personality flaw of both the strongest and the weakest of human beings. Unhappily, it is frequently the
chief preoccupation of the weak, their tight little minds and shallow interests too low on the scale of
life to generate much better.

In my estimation, only about 10 percent of the people with whom one crosses pathsin life are
worth listening to as far as criticism is concerned. The other go percent are usually motivated by envy,
malice, stupidity, or just plain bad manners-all of which can damage your morale, of course, if you
allow them to gnaw their way into your brain. Thetrick isto instantly appraise your critic. Has he your
respect? That must be asked of yourself immediately. If your criticism came from the go percent,
forget it fast, for undeserved or malicious criticism -once accepted and absorbed-can eat away at you
for days on end and late into many nights.

Criticism can be as devastating and destructive as any weapon, therefore it must be handled
skillfully, dispensed with great care, else it demolishes the spirit of any poor soul unjustly caught in its
firing range. On the other hand, criticism can be a highly effective tool. Administered deftly by awell-
intentioned, wise critic, it can aid another immeasurably along his path in life.

Constructive criticism, handled so adroitly the recipient barely realizes he is being criticized, is
a potent force for good, for spurring another to greater heights. Handled haphazardly and without a
great deal of thought, it can backfire easily. Only afine line separates constructive criticism from
destructive-correcting someone so they go away determined to do better, or go away feeling hurt and
demoralized. If, as an employer, your criticism elicits the |atter response from an employee, you will
have blown that person's efficiency all to hell for days or weeks on end. Moreover, it is your job to
evoke the direct opposite from your employees.

Most of ustend to forget how different we all are how differently each individual's mind
functions, the great variety of personality and character traits we all possess. A wise administrant of
criticism never forgetsit; he knows one man's rose is often another man's dandelion, and he assesses
painstakingly both the recipient and the criticism before he communicates his remarks. In business, it
Isimportant that people work together under a pleasant atmosphere and in a reasonably happy fashion.
If one person's behavior, attitude, or lifestyle antagonizes others to the detriment of our efficiency,
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some criticism might be warranted of that person-but make certain it is as helpful and constructive asit
can possibly be.

As| have dready stated, we are dl different and most of us are thin-skinned. Being different
invites criticism; being thin-skinned invites it to hurt and sink in too deeply sometimes. However well
and diplomatically akind, worthy critic might try offering valuable advice, there are those who will
never profit by it, never gain only suffer. They are the poor overly thin-skinned souls who go through
life bound up in agony because they cannot accept anyone's offers of assistance; they hear only their
mistakes and not aword o how they can e corrected.

Most of the negative hazards of criticism can be circumvented by careful forethought, choice of
comments, and manner of delivery. The critic who neglects any of these is one whom no one listensto,
no one likes, and no one wants around. Such an individual, by creating all sorts of passive resistance
among employees, can cause you a horrendous loss of efficiency. Watch out for him especially in your
management team, for he will cost you dearly.

Recently in vogue in businessisjob evaluation. Bring aguy in once ayear, sit him down, and
tell him all his good and bad points. | dislike this method of evaluating a person s productivity
because, in my opinion, it runs counter to the ways of human nature. With rare exception does the
average human being handle well either praise or criticism in large doses. | conduct my job evaluations
of our key people daily, with a compliment on good work here, and amild reprimand for a misstep
there. Saving up all the positives and negatives and dumping them on a person once ayear runs
directly opposite to my way of doing things. Contrived job evaluations smack too loudly of areport-
card system. | prefer being adjudicative on adaily basis. What sense is there to waiting three months
for "Evaluation Day" if the 'sin trouble today? Now is when he needs some guidance. | don't want him
blithely perpetrating his errors one day longer than | can prevent. Moreover, | am afirm believer that
criticism dispensed in small doses rather than large isalot easier on a person’'s ego and isfar more
productive.

Now, with all that having been said, let us analyze your recent experience. Have you astutely
measured the person who put you down? Is he in the go percent you don't bother listening to-or in the
10 percent to whom you should listen? Have you studied why he put you down? Was his criticism only
something picayune, or was it amajor observation intended to help steer you better on your way to
success? It was either valuable or undeserved, helpful or harmful. If you come to the conclusion it was
both negatives, get back in there and thrash it out, but, for goodness' sake, do it in acalm manner so
you do not justify some criticism this time-for lack of mental control.

As Samuel Johnson cautioned, you must not allow yourself to be "blown about by every wind
of criticism,” for it would ultimately destroy every ounce of self confidence-and you must judge all
criticism carefully, for as Henry Major Tomlinson observed, "Bad and indifferent criticism ... isjust as
serious as a city's careless drainage.”

Accept criticism you know isfair and well intentioned; fight back if it is malicious or
unjustified. No one should be allowed to dish it out unopposed when it is off base.

Y ou will have to confront similar situations your entire lifetime, so learn now-at a tender age-
how to best deal with them. | would not be in favor of your taking too many of Mao Tse-Tung's
philosophies to heart (he didn't like us making a buck), but the following is one of great merit:

When the mgority of the people have clear-cut criteriato go by, criticism and self-criticism can be
conducted along proper lines, and these criteria can be applied to people's words and actions to
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determine whether they are fragrant flowers or poisonous weeds.

Clear-cut criteriaisthe key phrase in the foregoing. Let's have you bring some criteria of your
recent criticism to my desk. Together we might both learn something from Harry's words. Then again,

we just might learn something new about Harry.

Asever,
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Dear Son:

When you asked me this morning for $500 to tide you over the next sixty days, | was-to say the
least-rather astounded. Here you are, managing the financial affairs of our multimillion dollar
companies-budgets, monthly financial statements, elaborate cash-flow charts (all of which | must say
you do quite well)-and you are broke, or if not broke, badly bent financially.

In case you feel somewhat embarrassed by this, if it isany consolation, you are not alone. One
of my friendsin tax law has a continual parade through his office of high-salaried executives al
seeking help with their financial affairs before the income-tax man throws them in jail. It baffles me!
How isit they are intelligent enough to manage large companies and not competent enough to manage
their own pocketbooks? | can only surmise there was little or no financial planning imposed on these
individualsin their personal lives asis now being enforced on them in business.

The first mistake a great many people make in their financial planning isto think of their
salariesin total, before income tax has been deducted. A cardinal rule isto erase the gross salary from
your mind and concentrate only on your net salary after tax deductions. If you list all your expenses
that recur monthly and match these against your net monthly salary, only what is left over should be
considered true disposable income. Two things can happen to this balance: it can either be spent in
total, or aportion of it can be saved. Usually the fixed recurring expenditures such as rent or mortgage
payments, heat, light, and food must and do get paid promptly. The expenditures over and above these
basic essentials are what usually land peoplein trouble.

One of our modern conveniences has turned -into avirtual curse for many people: credit cards.
These are the chief promoters of impulse buying, the malady called overspending that afflicts all of us
at times and some of ustoo many times. Retailers trade on this impulsive type of buying mercilessly
with their "we honor all mgjor credit cards' urging usto spend and spend until we overspend.

Carrying only your weekly available cash with you is one immediate deterrent to overspending.
When you see your money disappearing in front of your eyes as you use it, you think twice before
overusing it. Common sense prevails when you count where your money goes rather than nonchal antly
sign alittle dlip of paper for which you "pay later." Money allocated on aweekly basis for extras (after
essentials and savings have been taken care of) will last alot longer in afellow's pocket when that little
plastic card is out of his pocket. Could be an interesting experiment for you to set aside al your credit
cards for amonth and deal only in hard, cold cash. Play as you pay cash, and buy only until your cash
runs out. Not a bad route to follow. Certainly alot less self-destructive than the insidious credit-card
system of our society.

In your present financia straits, you say some major bills have "come up." My question s, "Up
from where?' Y ou will no doubt plead loss of memory at this point, but major bills must be treated as
major matters. One of the m tenets of fiscal responsibility isto schedule and check the due months of
such once-a-year or so large hills as, for instance, life-insurance premiums.

Now let's discuss your savings-account system. The principal purposes of savings are two: one
isto have adollar for the rainy days unexpected expenses occur (my fridge, for instance, just gave up
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the ghost), and the other isto take care of the bills that arise infrequently but with certainty every year-
such as real-estate taxes, income-tax final balances, and children's school tuitions. To be prepared for
such rainy days as the predicament you find yourself in at the moment, you must calculate the portion
of your monthly -salary that isto be consigned to your savings account and place it there asreligiously
as you pay your monthly mortgage. This savings s a fixed expense-or should be, since it is earmarked
for known bills down the road.

Practicing most of the foregoing will get a person over the short term-week to week, month to
month, but what about long-term financial security for you and your family? Thisusually starts with a
placeto live, and | personally concur with those of the majority who believe that owning their own
home provides sounder security than renting one. There are exceptions to thisrule as, for instance,
one's having to remain flexible enough-if the family isto be kept fed-to be able to move at a moment's
notice from an area of unstable employment opportunities. Generally speaking, however, abasic
investment in a piece of real estate for ahome is still your best bet-provided, of course, you pay afair
market price and you have done your homework as to how much you can afford to pay for the down
payment and on monthly mortgage payments thereafter. Then you are on the right road.

Too many people buy homes on which they can just barely afford the payments and
consequently drain their savings accounts to zero every month trying to meet them. In these cases, any
slight hiccup such as sickness or arise in mortgage rates could bring down calamity on the family. To
guard against such an occurrence, calculate the maximum purchase price you can comfortably handle
for your home-and heaven help you if you don't stick to it.

Why is ahome a good investment? Under present tax legislation, unlike other forms of
investment, any capital gain that applies upon the sale of your home is not taxable. In essenceitisa
second-savings account. The equity from payments made on the principal, or an increased value over
your purchase price, adds up fast. As a comparison, check the rate of return you get on an investment
that is taxable. Upon deducting the taxable portion, your true investment return might surprise you.
Greatly. Furthermore, an investment in a home means you get to enjoy your investment; enjoy its
beauty and warmth-something kind of hard to do with stocks or bonds.. As Cicero said some two
thousand years ago, "What is more agreeable than one's home?"

| know that right now you are not too interested in thinking about being sixty-five years of age
one day; still, I would like to point out that more than one young couple did just that at your age, when
they decided to invest in ahome. At retirement age, they sold their homes and moved to more easily
managed and much less expensive apartments-all their living costs provided for by the interest on the
money they made from selling their homes. Children all grown up and on their own then, they needed
less room. There was no more snow shovelling for the old boy and no more worries about leaving the
house alone over summer or winter holidays. Nice results of provident, "cozy" financia planning.

Needless to say, there are all kinds of other investments, but if you come around to considering
stocks and bonds, careful planning beforehand is the order of the day. It might sound too conservative,
but beware of buying stocks on margin because you should only invest what monies you can afford to
lose. Avoid the chance of any partly paid investment going sour and possibly forcing you to divest
yourself or even go into debt to pay off the balance in order to stay out of personal bankruptcy. It has
always struck me as ironic that many of the people dealing in stocks and bonds daily for their
livelihoods who give us amateurs advice on what to buy-are far from being millionaires themselves. If
they cannot "make it" working at it full-time, | wonder how much chance the rest of us have dabbling
in that arena part-time.

It is quite common nowadays, especially before children arrive on the scene, for both the
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husband and the wife to hold jobs. Together, they build a goodly amount of disposable income. A very
smart and well-disciplined couple will often set aside one spouse's income for the down payment on a
home, the mortgage getting paid off later as soon as possible. This takes strong will power. Asyou
have probably noticed, a great many young people cannot stand the security of their money sitting in
the bank or in ahouse. They are not happy unlessit is being spent on winter holidays in the sun, on
two new or almost new "in" cars, and on weekly visits to an expensive restaurant. With some proper
planning, one of these goodies can be included in a couple's budget-and should be, for we all need to
have somejolliesin our lives. Only when all the disposable income from two wage earners is spent to
the last cent annually do | fear for the couple's future, for as children arrive on the scene and one
income becomes the norm, it usually comes as a rude and upsetting shock to them. Curtailing expenses
and reducing a standard of living have never been known to be easy or pleasant adjustments to make.
Pleasures play avery necessary rolein our lives, but as Henry David Thoreau said, "That man isthe
richest whose pleasures are the cheapest.”

As aclosing thought, please make certain you have purchased enough life insurance to keep
your wife and children off welfare should you happen to be hit by atruck. Stop and think of the costs
involved in raising your family now. Isit not very expensive? It would continue so if you were not
around.

Managing our companies financial affairs as capably as. you do, you should be well ableto
calculate the amount of life insurance you should carry. And for heaven's sake, buy straight-term
insurance, the most coverage for the dollar, and ignore the million and one other plans your agent
offersfor financial security through hisinsurance firm. In my opinion, most of these fellows have not
as yet dealt properly enough with the inflation factor in their investment plans.

Asyour father, | have not the right nor indeed the slightest desire to know what you do with
your money but as alender, which you have now asked meto be, | feel a certain security is required.
Please sign the attached personal note for $500 at 20 percent interest per annum and instruct the
paymaster to deduct $ 10 aweek from your pay check. Tough old guy, you say? Wait until you see the
terms on your next request for aloan to cover some "unexpected bills."

o £

P.S.

| am not as angry as | sound, reminding myself of
Thomas A Kempis, who said in the fifteenth century:

Be not angry that you cannot make others as you wish
them to be, since you cannot make yourself as you wish to be.
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Dear Son:

| note your concern over the resultant problems of several of our main products getting knocked
out of the marketplace by the competition. It causes me alot of concern, too. The first thing to do,
however, is not to panic, but, as one would say in the army, execute a carefully prepared withdrawal
instead.

The main objective of our withdrawal is to pin down and evaluate the impairment our business
will likely undergo as aresult of this situation. Starting with the profit and-loss statement, if we deduct
our sales and the cost of sales on the affected items, we will get a quick perspective of the damage. In
thisinstance, it looks like 20 percent of our gross margin has gone. Not good, but not disastrous either.

At timeslike these, one of the most important questions to ask ourselvesis, "How well prepared
are we for the future?' Well', | have had some experience with losing-thankfully, not as much as | have
had with winning -and | believe we can ride out this storm. So you see, there are some benefits to be
gained from weathering difficultiesin life. For one, it toughens and prepares you for unknown troubles
you might still have to face ahead. | often think the way a person handles difficulties or times of stress
Isagood measure of the stuff that person is made of.

Our next order of businessisto analyze and effect the changes our reduced sales will
necessitate in our marketing division. A 20 percent decrease in our sales volume means we will not be
able to maintain our present rate of sales cost. Obviously, then, we will have to make some reductions
in the sales force and realign each remaining salesperson's territory. The same approach will have to be
taken in the plant. How many people will we have to lay off there, as aresult of lowered production?

Borrowing some army jargon again, retrenchment is as strategically important atool to include
in abusiness arsenal asisgrowth. In fact, of the two, retrenchment, in my opinion, requires more
ability because growth is usually a natural progression or element of change-not nearly as disruptive,
demanding, or challenging as having to regroup and successfully recoup.

The degree of acompany's preparedness for problems such as we are facing at the moment
partly depends on how the company's growth pattern has been structured. Many timesin our growth
planning you will recall our discussions about fixed and variable costs. Fixed are costs you have to
include regardless of your sales level: the rent has to be paid, the equipment depreciates, bank interests
continue, and so forth. Variable costs go up or down with sales. Therefore, our task is to reevaluate our
fixed costs, trimming them wherever we feasibly can. Do we sublet some of our extra space? Do we
sell some of our equipment? Do we need al of our management staff? And so on. Above all, the next
time expansion plans sit on your drawing board, first and foremost ask yourself how difficult would
extricating your investment dollars be if your plans did not succeed. Thisis preparedness.

As| grow older, | find -myself more and more noting that no matter how well prepared anyone
thinks heisfor most of life's problems, there is always some new tribulation waiting around one corner
or another. But thisiswhat lifeis all about. And only if you are mentally geared to meet the tasks that
confront most of usall our lives, are you one big step up on your competitor.

In my early daysin business, | used to marvel how fragile business was, how numerous the
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weekly bankruptcies, and | diligently set about diversifying our interests. The longer | was in business,
the more enabled | became to diversify them. There never has been a person who believed in this
principle more than I. That is why we have eight different businesses today and not one. Had | stayed
with the first business and worked only at building it, who isto say we would not have alarger total
operation now than what we have? But personally, | have never thought about that much, having
always been too busy enjoying the relative security of our number of businesses. If onefailed, | knew
there were always others with which | could put the bread on our family table.

Being prepared in business also means having financial funds available should they be needed
to tide you over any rough spots. You will recall my emphasizing our debt load must never be
stretched to the point it could cause a monumental problem should a dlight financial reversal be
encountered? Always check your personal capabilities and 'Means of procuring fundsin the event they
become necessary for troubled times. Over the years | have borrowed and repaid, borrowed and repaid,
over and over again. And every time, | have said to myself, "How will | survive if the day after
borrowing and perhaps spending all this money, | encounter problems that seriously affect my abilities
of repaying it?' In most cases | had not borrowed to the maximum of my borrowing powers, so | had
left myself some protection there-but the few times | have had to borrow heavily for a major
expansion, | can tell you | crossed my fingers until that debt load got reduced to a comfortable level.
Readlistically speaking, however, you do have to put out a buck in order to make one.

In a multifaceted business such as ours, ordinarily there is one company or other or some assets
you could sell if you had to bail yourself out of aproblem. It is a bitter bullet to bite when your aim is
to build, not to dissolve, but sometimes it cannot be avoided.

Being prepared is something people have thought about before. The Boy Scouts universal
motto isasimple "Be Prepared.” And long before, a gentleman by the name -of Christian Bovee
wrote:

The method of the enterprising is to plan with audacity, and execute with vigor; to sketch out a map of
possibilities, and then to treat them as probabilities.

Armed with that thought, you will be as prepared as you could ever be to deal with the frailties of the
business world-provided you utilize some common sense and learn alittle more or, every new day you
spend upon this earth.

Sincerely,
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Dear Son:

| have placed a brochure outlining a seminar titled Stress and Your Health on your desk. | know
you are skeptical of this"stress thing," but -please hear me out.

How well man looks after his health in his younger (and some, in their older) years can
probably be most fittingly described by Voltaire, who in the eighteenth century wrote, "Common sense
Is not so common." Nothing do people tend to take so much for granted as their bodies. They will
abuse them, hound them, crunch them, and generally just plain kick them around. It probably stems
from alack of understanding and appreciation of the intricacy and delicacy with which the Good Lord
put us together in the first place.

Just stop and think of some of the more common things we do. First, we make certain we fill up
our lungs and bloodstreams with tar and nicotine on avery regular, two-or-three-times-an-hour basis.
In addition, we expect our lungs to cope with industrial pollution, auto fumes, and other man-made
odors. We then gorge ourselves with a heavy concentration of food that gives our digestive systems the
fits-aload of french fries, greasy hamburgers, and topping it off, tons of sugar for dessert. Sure tastes
great, but regrettably, on too frequent a basis, our bodies are being overburdened and pushed to the hilt
with thiswrong kind of fuel.

After we have added twenty pounds of extraweight on our backs, we expect our hearts and the
rest of our cardiovascular systemsto lug it around all day-at no charge, of course. Then, after a hard
day of cigarettes, french fries, desserts, we feel entitled to a bonus for al the sacrifices we made during
the day; time for asix pack or two, or half a bottle of scotch to set the mood for arelaxed evening. And
just before the day finishes-because, again, we have well earned it-we light up ajoint or have a sniff or
two of cocaine.

Y ou say thisis preposterous? Not so for the average guy on an average day? Maybe-you are
right, but any one of the aforementioned, in excess-smoking, empty foods, overweight, liquor, drugs-is
enough in itself to make a body wonder why his guy is bent on committing suicide. And it is my
observation that an average of three to four of these five goodiesisindulged in daily by many -if not
most of us.

| know you are skeptical about the "stress thing," but bear with me; | am getting there. " Stress'
Is atwentieth century word used to describe a component of life that has been in existence since man's
creation. People tend to think stressis something new. Don't tell me the cave man didn't experience
stress trying to kill large animals at close range with a club, or that starving to death-as millions upon
millions have over the centuries-was not accompanied by stress! However, it was left to the twentieth
century for scientists to discover and investigate stress as a symptom of disease. A Canadian, Dr. Hans
Selye, who coined the word itself, was aleader in thisfield. While a person's disease can be diagnosed
as having been caused by stress, he was quick to point out that some stress-a good kind is essential for
the body and mind to function normally, but, and it isabig "but,” too much harmful stress can indeed
have detrimental effects on one's health.

With smoking, drinking, harmful foods, overweight, alcohol, and drugs in such abundance and

http://www.upbeat.tnet.co.th/letters/let_29.htm (1 of 3) [20/09/07 6:31:05 AM]




Stress and Y our Health

so commonly accepted among us, any individual seeking that most blessed gift of allr-good health-
faces no easy task. It takes a strong will to maintain or return to a healthy way of life, especialy if
several of these bad habits have already taken hold. If only people could learn, a ayoung age, the
following story. An insurance company, bent on determining the major factors contributing to their
longevity (with the intention of readjusting the company's life-insurance payout plans), conducted a
study of a sizable number of people a hundred years of age or over. They wanted to know how these
people got to reach such golden years. Their results? Nothing startling. Only one very fundamental
principle was arrived at: moderation in everything; in work, in play, in food and drink. Obviously, they
were people who did not believe in the habit of excessiveness.

All that preaching isfine, you say, but what about the person who is already addicted to alife
of stress? There are some prescriptions for this. Most are dispensed by your brain-simple stuff, but still
not taught in schools or universitiesas | think it should be.

Psychologists specializing in stress can open many doors of assistance to people trying to cope
with it. The basic rules are easy to understand and to apply, provided a person iswilling to commit a
few minutes each day to practicing the fundamentals.

Our brain is amuch underused organ of our bodies. Unlike the overusage to which our livers,
hearts, lungs, and mouths are subjected, our brains are seldom called upon to perform anything even
closeto their capacities, except in some very rare cases. By harnessing the brain cells, we can turn
loose a powerful force of assistance not only with respect to our day-to-day efforts, but immeasurably
toward achieving relaxation for the purpose of relieving stress and tension.

The basic godl is the development of a method by which at will one can call upon the reserves
of the brain for help in coping with problems. Toward this end, one first has to acquire some form of
relaxation. A relaxed or neutral state allows the brain to first eliminate the mumbo jumbo of the
multitude of problemsit has been struggling with for the past many days or years. Second, once the
brain has "cooled down" sufficiently, relaxation allowsiit to cope with one-and it should only be one
problem at atime. In other words, it is hecessary to bring a degree of organization, into one's state of
mind if a serenity isto be achieved in which problems can best be dealt with and solved.

Relaxation (sometimes referred to as a contentment level at which our "juices” best begin to
flow) can be achieved through various methods known to be effective -transcendental meditation,
biofeedback, muscle relaxation, self-hypnosis, to mention afew. A short study of these is essential to
determine which one is best suited for you and with which you will be most content to work. Once
having discovered your best method of placing yourself in a quiet, reflective mood-with your brain
primed and ready to help, you will be able to assess and solve most any pressing problem.

Learning your best method of achieving relaxation might initially require some professional
assistance, but it will be limited. It soon becomes a very simple technique-so ssmple aformulafor
success against stress that it baffles me why educators do not make it as mandatory a course in school
as reading or writing. Sales of liquor, valium, cocaine, and other drugs would soon start to diminish if
they did, and we would have afar healthier population.

Each of usis born with an individual spirit and axi individual right to make choices. It isup to
you to decide how you want to live your life. In thisinstance, you have three choices: you can ignore
your stress problems, you can lament over them, or you can do something about them. It isyour
freedom to decide.

Y ou are also free to decide for yourself the issue of responsibility-another intrinsic component
of life. Y ou can choose to accept responsibility or you can turn away fromit. Again, it isup to you,

your exclusive prerogative to decide. | can tell you from experience though, those who accept
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responsibility in life stand a far better chance of racking up some happy years on this planet than those
who do not. The "do nots". tend more to limp through life than to liveit.

All this may sound very complicated to you-as | am sure it would have to me, thirty years ago.
But you, too, son, will grow old ever learning. Benjamin Disragli, the noted British prime minister,
once said, "The health of the peopleisreally the foundation upon which all their happiness and all
their powers as a state depend.” Another way (mine) of saying itis: "The health of a person isthe real
foundation for happiness and on both does the execution of histalentsin our business depend.”

For all the foregoing reasons, | think it would be advisable for you to attend the seminar on
stress. If you listen attentively and act accordingly, it will probably save you twenty years of wear and
tear on your body about the number | lost living in darkness on this subject. Menander said in 300 B.
C., "Hedlth and intellect are the two blessingsin life." It remains for me to see whether you have a
sufficient amount of the second to take good care of the first.

Thereisapet ritua | have devised, found effective, and like to expound on: assess the character
traits you admire most in other people (not less than four nor more than eight); list these and ook at
them daily; from your list decide what kind of person you want most to be. Should afew such
attributes as humor, patience, rising to a challenge, confidence, integrity, friendship, responsibility, and
relaxation happen to make your list, | shall be thefirst to cheer, for these are the qualities | seem to
respond to and admire most in other people.

In summary, my prescription for stress is as follows: shift your brain into neutral through
relaxation; allow it to serenely deal with one problem at atime; practice it regularly. In- my books,
happiness is achievement. If it is so in yours, try following the above steps to attain it at the lowest
possible level of harmful stress.

Thereis one other excellent prescription-my favorite, but mainly due to time and
circumstances, it is unfortunately usually available only in small doses. Fishing and the Great
Outdoors! That, too, does wonders for the body and the soul. (I have blocked off some time for us after
you have finished the seminar. In the meantime, | am off for my regular fitness workout at the gym to
make sure | can carry the motor. Please do the same so you can carry the boat.)

Give me health and aday and | will make
the pomp of emperors ook ridiculous.

Wish | had said that, but Ralph Waldo Emerson beat meto it.

Yoursin good health, W
Yoo Pt
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Dear Son:

| have learned of your recent invitation to become chairman of our trade association.
Congratulations. That is avery fine honor to have bestowed upon you at your age-and by such
illustrious peers. | would expect you to be kicking up your heels at this point, but it appears otherwise.

Y our concern that your age is too young to lead such a group requires some discussion. just
because the previous chairmen were al much older than you does not mean you would not be a good
and capable |eader. Between you and me, some of those past chairmen couldn't have led a cow to
pasture. They got appointed only by virtue of their well-meaning friends in the industry, and more
often than not, our industry lost alot of ground during their tenures.

Taking on this position would mean adding to your already heavy work load, for certainly you
cannot slacken off at the office. But that, or your concern about your age, is not of interest to me; the
experience you would reap from such an exerciseis. And in truth, the younger you are, the better the
job you will do-because youth is on your side right now. Now the timer all that extra work-when you
have the health, stamina, and desire al going for you.

If you do elect to accept the chair, remember, although leaders are often said to be born with the
talent of leadership, and certainly many are, just as many learn how to become leaders the same way
one learns how to become an accountant, a doctor, or alawyer.

Good leadership starts with good communication with people. Y ou must have-or develop-a
rapport with people that causes them to get caught up in your efforts. Y ou must select strong,
innovative people who can offer good input, good ideas of their own, and methods for their
implementation to add to your own ideas. Thisisyour first building block.

Once you have selected such ateam of executives, it isthen crucial for you to get afeel for all
the problems confronting your group. The only way of accomplishing thisisto compile a complete list
of the problems and some background on each, get all the people concerned together for a day or two,
and then thoroughly thrash out each subject individually, one by one. Y ou will emerge from such a
meeting with afoggy head buzzing with ideas and strategies, but let afew days elapse before you set
to work with your notes, mapping out a set of priorities. Thisis your second building block.

Be daring in your priority setting, because aleader must dare to be ahead of his colleagues. It's
what being aleader is all about. While establishing your future plans, bear in mind who on your team
IS best suited to handle specific areas. Thiswill probably involve the setting up of committees-and a
chance to faill miserably if you are not careful. The most important ingredient of any committee setup
IS, of course, a chairperson who will work. Many out there would love the title of chairperson but
would be of absolutely no value in aiding the cause. Avoid those like the plague in your initial
appointmentsif you can. If you make a mistake (as all good |eaders do, incidentally), diplomatically
get rid of the guy. If heistoo busy in hisjob to serve effectively in his post with the association, tell
him so. Y ou will be doing him afavor and this excuse will let him off the hook easily, with no loss of
face.

Experience is agolden attribute to seek in committee people, and if you are fortunate enough to
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enlist four or five key people who are doers with experience, then, sir, you could not fail in your post-
for should you need it, they would carry you with them through the toughest storms. However, being
the prejudiced father | am, | believe you will set new standards as afine leader, speaker of wise words
(not too many words, please), and as an unsurpassed doer of required deeds.

Y ou will have some very tough subjects to face-and don't get the idea you can pass off to
Charlie this tough one, and to Fred that tough one, and let George do that one. You have to work with
these people to get the ball rolling. Before delegating responsibilities, it is only fair to first establish the
boundaries thereof. And you must not duck any tough decisions you should make by passing them
down to your committee chairpersons. Once having acquired that "feel” | mentioned earlier for al the
problems, and a thorough understanding of each difficult area, you must lend your seal of judgment to
every decision made. This might mean you have to turn your back on some of the others opinions
sometimes, but no leader worth his salt has ever yet been able to avoid such uncomfortable occasions.

Y ou will have failures from which it will be tough to recover, but herein will your experience
grow most rapidly. At times you might wish you were an office boy again. There you will be, front
and center of the whole damn industry’, and you screw up! Embarrassing. Thisis atight spot that
makes or breaks alot of leaders-and it all hinges on how such failures are handled. First, you must
admit the mistake. Second, you must analyze why this mistake was made. Third, you must explain the
facts to the members. Fourth, you must accept the blame. Don't cower in a corner, don't become overly
disappointed (sympathy seeking is not one of the sterling traits of aleader), and for God's sake, don't
let it stop you from getting on with the job!

When you set your team in motion, you will be looked upon as the leader-and the best |eaders
lead by demonstrating how it is done.. If you relax on your oars even for five minutes, the rest will
follow suit and before you know it, the entire structure will be collapsing around you in a sea of
apathy. So demand a high degree of excellence, serious, well-thought-out plans, and maximum effort
from yourself and from all those involved.

There are two sides to every issue, so make certain you keep both your ears open and listening.
None of usis capable of maintaining atotal grasp of every detail on every subject, but alot of good
thinking gets buried before it is born because of a chairperson'stotally deaf ears or mind. One of the
worst traits aleader could have would be that of prejudging outcomes. Be tough, but be very fair with
al proposals. When you feel confident you are in possession of all the facts and their implications,
your decision should be struck. Do not procrastinate. By patiently sitting and carefully listening, most
of your decisions will fall into place on their own during your various committee meetings, and
requiring no great feat of mental ability on your part to bring them to a head, they will automatically
unfold for you. With thorny problems, there is no more satisfying feeling than plunging into the thick
of the fray and hanging in there with both feet kicking until your decision is brought about. Living
with a conviction to this point, while being flexible enough to change your decision should new
circumstances warrant it is adistinct mark of agood |eader.

Lots of your free time will have to be given to this cause, and since it will affect your family
substantially, | would suggest you take your wife out to dinner to explain why. At the same time, do
explain the honor your friends have given you, the experience you will gain, and most of al, the
personal satisfaction you will enjoy from tackling a tough challenge and conquering it. Life does not
readily hand out too much worthwhile on this earth without first demanding some hard work.

Y our success will be measured to alarge degree by how much is continued of what you have
set in motion once your tenure as chairman expires. Should you receive some praise from your

colleagues for your efforts, accept it well, for a person's true character is so often revealed by the
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manner in which he receives praise.

When you return full-time to our business, you will have spent alot of hours working for
everyone in the industry-including me-at no pay. Remind me, upon completion of your term of office
as chairman of the association, to salve any bruised feelings you might endure upon returning to your
lowly vice presidency here, with a 20 percent increase in pay. Believe me, your increased experience,
communication skills, contacts, and newly gained overall knowledge of our industry will be well

M%WW
q 1"
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Dear Son:

| note that since your appointment as president, you have been spending considerably more
time in your office and in our customers' offices. Nice to see, because there was a time back there
when | had started wondering whether you had enough interest to find your way to our place of
business daily.

To keep up with it al, there is no doubt our numerous companies require a mean day's work
from the head man. It is important to remember, however, that you cannot do it all yourself-partly
because you do not have enough time, but mainly because you need the many talents of our various
employees.

To have agood organization, a president must, above al, have good people in charge of every
division within his company. | believe we have achieved this. The next most important aspect of any
president's job-now your job-is communications, an open pipeline between you and your management
team, you and your customers, and you and your employees. If your time is properly structured, you
should be able to deal with these areasin twenty hours aweek, leaving the other twenty hours free for
attending to all such new subjects as management seminars, selection of new or special equipment for
the plant, new product ideas, or the planning of our next growth step. Too many people are great
Number Two men when it comes to company |leadership and they should remain Number Two in
many cases for avery simple reason: deficiency of the qualities required for the Number One job.
Becoming president has broken more than one poor soul who, allowing his ego to overpower his brain,
accepted a position for which he was not suited and to which he should never have been promoted. .

Being an effective Number One requires a breadth of vision of thisworld few people have the
opportunity of developing. Y ou might have noticed there were a few things along our way together
that | pushed you into doing-much to your dislike and displeasure. It was done purposely: to widen
your horizons and encourage a broader way of thinking that would one day make you a president in
your own right. That day has arrived and you have taken on your new duties, but | beg of you (for | no
longer can direct you).keep up what we started: keep up giving yourself every opportunity to stay in
step with the rest of the world. If you do not, do not expect our companies to flourish and remain
competitive down the road.

| would like to recall for you some of the subjects we discussed and pursued together over the
years on your way up the corporate ladder:

When you entered university, you were determined you were only going to take business
courses (plus afew beers along the way, of course). Remember? Not too long after, you saw the
wisdom of broadening your education and, along with financial studies, you were soon taking
Economics, Political Science, Industrial Relations, English, History, and Astronomy. When you came
out, you sure knew alot more than how to put together and pull apart a set of financial statements.

After graduation, after all those years of exams that had kept your nose in athousand books, the
last thing you wanted to do was read another book. However, since your boss (me) placed a number of
books on your shelf suggesting they be read, this highly important adjunct to your education
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continued. Henry David Thoreau posed the question: "How many a man has dated anew erain hislife
from the reading of abook?' In most cases you began and ended new erasin your life through the
reading of a book-for each gave you insight into areas of our complex world that few men take the
trouble to discover. For instance, do you recall your enthusiasm upon learning what entrepreneurship
was all about in Claude Hopkins' book, My Life In Advertising?

We traveled. It was fun watching your excitement, hearing your comments, and answering your
guestions about the habits and customs of the foreign lands we started visiting when you were about
twelve years old. It was even more fun some twenty years later, observing your interest, your scrutiny,
and analysis of foreign business executives ways. Y ou were -always on the alert to learn something
new, some new method of improving our own efficiency. Gone was the mystique of foreign lands;
others were doing better than we in some areas of business, and your only interest then was finding out
why and how we could do it, too.

Travel, asit always does, vastly extended your knowledge and understanding of people-the
crux of business, for where would we be without our customers and our employees? It expanded your
knowledge of business. Through the contacts we made around the world for our chemical import
company, you learned how business can successfully mushroom far beyond one's backyard.

Some of our best management meetings were held in acanoe. Y our compatibility with Mother
Nature was an unexpected bonus | deeply enjoyed sharing with you, because for me, there has never
been anything like the quiet surroundings of the woods to unjumble a cluttered mind.

During one of these trips, | recall putting forth to you my theory about problem solving: if a
decision has been eluding you and has placed you in a quandary, submit the problem with al its
attendant facts, to your mind, and let it sit there-allowing your decision time to formulate and gel in the
subconscious mind while you go about canoeing, fishing, or hunting. | told you it was like owning a
private, hidden computer that you could program at will to work away for you while you got on with
what you were doing. It has never failed me. By the time afishing or hunting trip drawsto aclose, |
have a viable solution or course of action. for my problem. Often it is a gut-feel solution-and no one
assists better with those than Mother Nature. | personally consider her the best management consultant
in the world.

| am more than pleased that while acquiring new friends over the years, you maintained contact
with many of your friends from school and university. Y ou know my feelings on the value of
friendship and the importance of retaining friends with whom you can share joys or woes, exchange
help or counsel or stimulation of the mind.

Y our obvious enjoyment of your family has been, is, and hopefully ever will be awondrous
sight to behold. Y ou have balanced your time between office and family both skillfully and admirably.
So many men on their way up the ladder step on the fingers and toes of those they love best and who
love them best-the wives and children trying to keep up with them. It isasad fact of life that many
fathers spend far too many overtime hours on their jobs and not nearly enough with their children. Isit
any wonder so many youngsters get caught up in drugs, alcohol, all manner of unhealthy habits-and
sometimes at incredibly young ages? Any wonder sq many drop out of school? No wonder at all, if
they feel no one cares very much one way or the other. | think many a highly successful man would do
alot of things differently if the had the chance to go back and change the toll hisfamily paid for his
SUCCESSES.

It is my considered opinion that while you have the chance, few things are more important in
life than taking your children fishing! And | mean starting at a very young age. Not for the fish you

catch, but for the time you catch together-the time you need for creating bonds of friendship between
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you and your child. That iswhat often deters a young person from making unwise or distressing
choicesin life. It is pretty hard to bring worry or disappointment down on the old man who has always
been a good friend to you.

Y oung people need and crave excitement in their lives. | made sure you got yours, canoeing
rough rivers and learning how to fly an airplane at sixteen-even though your (and my) adventures
scared your poor mother half out of her wits at times.

Hobbies are valuable, too, for they provide the diversion or rest a busy mind must have at
regular intervals to function most efficiently. Y ou cannot think business twenty-four hours a day for
too long before encountering burnout. Maintaining a good balance in life means your business days
include time for a hobby or sport (your squash games are great for unwinding the mind and keeping
the body strong), and time for the enjoyment of your family. Hard to beat an executive who is this well
balanced, for such a person brings an attitude to his work table that is rational, healthy, and well
adjusted-and, above al, amind that is uncluttered with the debris of life.

Some people at the top say it islonely up there. Well, that depends on how much they enjoy the
comradeship of their fellow employees, their discussions with customers and prospective customers-
and whether there are any friends left along the trails of their climbs to the summit. | do not understand
the mentality of some of these "giants"; egos bloated and blinded by power, they complain of
loneliness asif it wereto be admired: a sacrifice to their families and humanity's welfare. Well, good
for them. | am not impressed by such tycoons, and hope you will find them as unbedazzling as | do. To
my way of thinking, give me a successful man able to converse intelligently on almost any subject, one
who counts his friends on both hands and feet, who keeps his mind and body in good shape, and whose
credo is moderation in all controllable aspects of life. | will continually be impressed by such aman's
sojourn to the top.

| think it important for you to know that not until recently did you become a candidate for the
presidency of our companies. The great majority of family-owned businesses-and many non-family-
owned businesses make a practice of promoting family membersfirst, ahead of all othersin their
employ. In many cases, presidents whose titles are bestowed upon them primarily through love or
familial alegiance encounter major difficulties before their tenures are even half completed. To protect
your financial security, | had long ago selected another person in my mind (and in my annual
directivesto my executors) for the leadership of our companiesif | suddenly became "absent." But by
your hard work, effective use of your talents, and impressive acquisition of knowledge, you have
earned prime claim to your post and title.

| must add that on my personal evaluation list of your traits, one far at the top was described by -
William Wordsworth:

A man he seems of cheerful yesterdays
And confident tomorrows.

When you get home tonight, your wife will most likely have to sew some buttons back on your
vest. Thisis heady stuff. Would you please take my vest along, and have my buttons sewn back on,
too?

Sincerely,
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Dear Son:

Thank you for my retirement party last night. It was thoroughly enjoyable and very kind of you
to arrange. It was also very kind of you to invite me to remain with the companies as a director with
the continuation of an office and a token participation in the businesses. Everyone has his ego; | am
certainly no exception and it does feel good to be wanted. However, as nice as it would be for the
immediate future, in my books it would not add up to sound, judicious, long-range planning.

People who originate and run successful family owned businesses have done and do alot of
things right, otherwise they would not have gotten where they are. | guess for that reason alone, it
astounds me how often the issue of ongoing management of these people's companiesis so poorly
handled by them.

They often make a couple of stupid moves: moves that frequently condemn their businessesto
the Siberian wastelands. Their first mistake is the hapless conviction they will live forever-or worse,
that they are still highly effective managers while tottering about on a cane or two, not entirely clear
what day of theweek it is. Thisis, of course, the same kind of stubborn streak and tenacity that pulled
them over the rough spots while they were building their businesses only now it is working against
them, impeding the very lifeblood essential for the continuation of their companies. | don't want this
carved on my tombstone.

In other instances, if the founder has had enough sense to arrange for a successor, he frequently
makes the second mistake: he does not let go, does not let the successor succeed. The old boy insists
on passing judgments on every decision his successor makes and, far too often, reverses some of the
better ideas and efforts. Too many chefs do spoil the broth. No two people think alike, and if they are
vying for boss-ship, it usually endsin disaster.

Most of us who have been around for awhile have seen many family-owned businesses suffer;
some have failed completely, others have been sold after only one generation. Too many times it
occurred because, although a capable successor had been appointed, he had never been given a chance
to "do histhing." It is one of the saddest observations to me-a man's whole lifetime of work building a
viable economic unit from the wilderness of business just passing away with its founder. Our country
needs these businesses for survival in the international business world, else we will be almost totally
owned by foreign parent companies. Not all bad, but sure as hell not all that good either. We need the
accumulated wealth of successful first generation businesses passed on to succeeding generations, for
it isexceedingly difficult for second and third generation companies to build capital in large enough
quantities to maintain the steady growth required for becoming large national businesses. And these
large, national, privately owned industries are essential to our country's independent economic
structure.

Y ou have been made the successor-admittedly with a small dose of paternal help, but mostly
because of alot of hard work on your part-and | don't want to interfere with those efforts now. (I don't
want that on my tombstone either. As| get closer to meeting the Great Man, | get fussy about such
things!) The time has arrived for you to reap the rewards of your years of hard work by becoming
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Number Onein all respects. To the best of my ahility, | have tried to instill an independent, self
propelled streak to your nature. In my judgment, that is now firmly in place within your character-but
it would not have a chance in hell of flourishing if | kept hanging around sharpening pencils and
complaining about the mailman being late.

One of our smarter moves was to surround ourselves with the best banking, legal, and financial
brains we could muster; people paid to advise usto the best of their abilitiesin their respective fields.
Y ou will find them offering their help and taking a personal interest in your welfare-and not for the
protection of their pocketbooks, but because they cannot resist taking a personal interest in companies
that grow. These people and the several outside directors we have, highly active businessmen in this
ever changing world, will be your protectors, guardian angels, surrogate fathers, if you will.
Cumulatively, theirsis a multitude of talents and a mountain of experience that will steer you over the
rough spots. It isup to you to put to best use this invaluable assistance. If you do not, | don't need a
crystal ball to warn you that vou will be financially injured somewhere along the line -and far more
than would have been necessary.

The main reason | am leaving you solely in charge now isrealy very smple. Y ou will wake up
one morning and | will not. Aside from having to look after the rest of the family during that period of
time, shortly thereafter you will have to get on with running the businesses. Those first twelve months
after the old man finally becomes the angel he always thought he was are crucial. Everyone will be
wondering how the businesses will make out now that the big boss has gone. The bank manager, the
employees, the customers, your friends and your foes-will all be watching intently. Each has his own
stake in our businesses: the bank manager, his money; the employees, their jobs; the customers, their
guality of goods and service; your friends, their good wishes; your enemies, a chunk of what you have.
A dlight hiccup at this point in time could cause a valuable employee to seek employment elsewhere;
your bank manager could become nervous and reduce your line of credit just when you need it most-
and, for reasons having nothing to do with the old man's departure from town.

Now when | do take that grand trip, think how much easier it will be for you to tell everyone
that although you will personally missyour father (that is, | hope you will say that), the businesses will
not, because dad had had nothing to do with them for over the past ten years (or you might even get to
make that twenty if I'm lucky). Think of their positive reactions when they realize it was you running
the businesses all those years and not your father.

S0 please, harness up your winning team of humor, patience, and hard work-and get on with
running and expanding the companies. We will continue our social get-togethers, fighting or thrashing
out our religious and political convictions; | just have no intention of mulling over business policies
with you ad infinitum again. Mind though, | will still continually be running into our mutual business
friends at social functions, and | will expect them to recount at great length how well you are doing.
Several good friends have already commented how much of a"chip of the old block" you are. One day
they might use Edmund Burke's words Of 1781: "He was not merely a chip of the old block, but the
old block itself" | don't know how you would feel about that, but it would certainly make me feel
mighty fine.

Asto your concern-How in the world will father ever be able to extricate himself from the
businesses after al these years!-have no fear. First of al, your mother has had the grand pleasure of a
total of two winter vacations over the last twenty years. | intend to correct that.

My neglected gardens and trees need some attention and respond best to my green horticultural
thumbs. There are still alot offish swimming around in northern waters asking to be reeled in, and till

afew grouse left looking around for a good pot.
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My days as a pilot are not yet over, | am happy to say, and there are still lots of places| have
not seen in this gorgeous country of ours. (Don't worry, | will take along a copilot-but he had better let
me fly if he likes being employed by me.)

At last count, | had some fifty-two unread books | have been trying to find the time to read-not
including rereading Will Durant's ten long volumes of The Story of Civilization. | assure you, | intend
reading each and every one-leisurely-to catch up on the many important matters of history and
philosophy | have missed along the way.

So, | shall be busy enjoying myself May | leave you with one more piece of advice-the
millionth perhaps of what | have given you over the years? It isthis:

Remember that you ought to behave in life as you would at a banquet. As something is being passed
around it comes to you; stretch out your hand, take a portion of it politely. It passes on; do not detain

it. Or it has not come to you yet; do not project your desire to meet it, but wait until it comes in front of
you. So act toward children, so toward awife, so toward office, so toward wealth. The man who wrote
those words, Epictetus, lived ca. 50-120 A.D. Histhree-score years and ten were probably spent
learning and teaching; he spent seventy years on this earth and required but eighty words to disclose
his perfect pattern for a successful, fruitful life. Something to think about. | don't believe in reincarn
ation, but if when | "get there,” | find out there is such athing, maybe | will ask to be sent back as your
son. It sure has been wondrous being your father. (Y ou can engrave that on my tombstone.)

Much love,
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