
“High Output Management” was published 

back in 1995 by Andrew S. Grove, former 

Chairman and CEO of Intel, and the wisdom 

he shares still rings true over 25 years later!  

So many of the concepts resonated with 

me that I had to add it to my list of favorite 

business books.  I hope you’ll take the time 

to read the book, unfortunately, there is no 

audible version.  You know that I believe that 

“leaders are readers,” but I also know how 

busy you might be, so in the following pages 

I’ve extracted my favorite nuggets from the 

book along with a few comments!

Rock on! 
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PART I:  THE BREAKFAST FACTORY

PAGE

13
“A common rule we should always try to heed is to detect and fix any problem in a 

production process at the lowest-value stage possible.”

PAGE

17
“Indicators tend to direct your attention toward what they are monitoring. 

It is like riding a bicycle: you will probably steer it where you are looking.”

PAGE

18
“Nowhere can 
indicators . . . be of 
more help than in 
administrative work.”

PAGE

28
“ . . .manufacturing’s charter is to deliver product at a quality level acceptable to the 

customer at minimum cost.”

PAGE

31
“Another way to lower the cost of quality assurance is to use variable inspections. 

Because quality levels vary over time, it is only common sense to vary how often we 

inspect. For instance, if for weeks we don’t find problems, it would seem logical to check 

less often. But if problems begin to develop, we can test ever more frequently until quality 

again returns to the previous high levels. The advantage here is still lower costs and even 

less interference with the production flow. Yet this approach is not used very often, even 

in widget manufacturing. Why not? Probably because we are creatures of habit and keep 

doing things the way we always have, whether it be from week to week or year to year.”
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21
“ . . . linearity 

indicator . . . ”

C H A P T E R  2C H A P T E R  2 “Another sound 
way to anticipate 
the future is 
through the use of 
a stagger chart. . .”
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JS It’s the same charter for a service business!
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PAGE

35
“ . . .work simplification. To get leverage this way, you first need to create a flow chart of the 
production process as it exists. Every single step must be shown on it; no step should be 
omitted in order to pretty things up on paper. Second, count the number of steps in the flow 
chart so that you know how many you started with. Third, set a rough target for reduction of 
the number of steps. In the first round of work simplification, our experience shows that you 
can reasonably expect a 30 to 50 percent reduction.”

PART II: MANAGEMENT IS A TEAM GAME

PAGE

40
“A manager’s output =  The output of his organization + The output of the neighboring 
organizations under his influence.”

PAGE

41
“But the key definition here is that the output of a manager is 
a result achieved by a group either under her supervision or 
under her influence.  . . by analogy, a coach or a quarterback 
alone does not score touchdowns and win games.”

“ “Daddy, What Do You Really Do?” Most of us have had to struggle to answer that 
question. What we actually do is difficult to pin down and sum up. Much of it 
often seems so inconsequential that our position in the business hardly 
seems justified. Part of the problem here stems from the distinction 
between our activities, which is what we actually do, and our output, 
which is what we achieve. The latter seems important, significant, 
and worthwhile. The former often seems trivial, insignificant, and 
messy. But a surgeon whose output is a cured patient spends his 
time scrubbing and cutting and suturing, and this hardly sounds 
very respectable either.”
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JS This is Andy’s go to formula throughout the book!

PAGES

41-42
“ . . .I was once asked by a middle manager at Intel how I could 
teach in-plant courses, visit manufacturing plants, concern 
myself with the problems of people several levels removed from 
me in the organization, and still have time to do my job. I asked 
him what he thought my job was. He thought for a moment, and 
then answered his own question, “I guess those things are your 
job too, aren’t they?” They are absolutely my job—not my entire 
job, but part of it, because they help add to the output of Intel.”

C H A P T E R  3C H A P T E R  3

C H A P T E R  3C H A P T E R  3

PAGE

42
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“To find out what we managers really do, let’s take a look at one of my busier days, shown 

in the table below. Here I describe the activity in which I was engaged, explain it a bit, and 

categorize it into types we shall examine in the balance of the chapter. “

4

PAGES

43-47
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A Day fom My Life:
Met with a manager who had submitted his resignation to 
leave for another company. I l is tened to his re asons (informat ion-
gather ing), fe l t he could be turned around and saved for Inte l . 
Encouraged him to talk to certain o ther managers about a career 
change (nudge ), and decided to pursue this mat ter with them myse lf 
(decis ion-making). 

Incoming telephone cal l from a competitor. 

Cal l was ostensibly about a mee t ing of an indust ry-wide socie t y, but 
in re ali t y he was fee l ing out how I saw busine ss condi t ions. I did the 
same . ( Informat ion-gather ing.) 

8:00–8:30

8:30–9:00 Read mail from the previous afternoon .  I scr ibbled message s on 
about half of i t, some of which were e xpre ssions of encouragement 
or disapproval , o thers e xhortat ions to take certain t ype s of act ion 
(nudge s). One was the denial of a reque st to proceed with a part icular 
smal l project (decis ion-making). (Of course, informat ion-gather ing 
took place in al l of the se case s, too.) 

Executive Staff Meeting (a regular week ly mee t ing of the 
company’s senior management). Subjects covered at this part icular 
one: 
—Rev iew of the pr ior month’s incoming order and shipment rate s. 
( Informat ion-gather ing) 
—Discussion to se t pr ior i t ie s for the upcoming annual planning 
proce ss. (Decis ion-making) 
—Rev iew of the status of a major marke t ing program (scheduled 
subject). 

This came about through a pr ior decis ion that this program was 
fal ter ing and required rev iew. We found i t was doing a l i t t le bi t 
be t ter than before (informat ion-gather ing), but the pre sentat ion 
st i l l e l ic i ted a lo t of comments and sugge st ions (nudge s) f rom var ious 
members of the audience . 
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9:00 - 12:00 



 

5

12:00–1:00  Lunch in the company cafeteria. I happened to sit with members of our 
training organization, who complained about the diff iculty they had in gett ing 
me and other senior managers to part icipate in training at our foreign locat ions 
(information-gathering). This was news to me. I made a note to follow up with my 
own schedule, as well as with my staff, and to nudge them into doing a better job 
support ing the foreign training program.  

1:00–2:00   Meeting regarding a specific product-quality problem. The bulk of the 
meet ing involved gett ing suff icient information on the status of the product and 
the correct ive act ion that had been implemented (information-gathering). The 
meet ing ended in a decision made by the div ision manager, with my concurrence, 
to resume shipment of the product. 

2:00–4:00   Lecture at our employee orientation program. This is a program in which senior 
management gives all professional employees a presentation describing the objec-
tives, history, management systems, etc., of the company and its major groups. I 
am the first lecturer in the series. This clearly represented information-giving , and 
I was a role model not only in communicating the importance we place on training , 
but also, by my handling of questions and comments, in representing , in liv ing form, 
some of the values of the company. The nature of the questions, at the same time, 
gave me a feeling for the concerns and understanding level of a large number of 
employees to whom I would not otherwise have access. So this also represented 
information-gathering , characteristic of the “visit” type in its efficiency.  

In the office, returning phone cal ls . I disapproved grant ing a compensat ion 
increase to a part icular employee, which I thought was way outside of the 
norm (cle ar ly a decis ion). I decided to conduct a mee t ing with a group of people 
to decide what organizat ion would move to a new si te we were opening in 
another state . (This was a decis ion to hold a decis ion-making mee t ing.)

4:00–4:45   

5:00–6:15    Read the day’s mail, including progress reports. As with the morning’s mail 
reading , this was information-gathering , interspersed with nudging and deci-
sion-making through my annotations and messages scribbled on much of it. 

Met with my assistant. Discussed a variety of requests for my time for a number of 
meetings in the upcoming week. Suggested alternatives where I decided not to attend. 

4:45–5:00    
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PAGE

47
“. . . My day always ends when I’m tired and ready to go home, not when I’m done. 

I am never done. Like a housewife’s, a manager’s work is never done. There is 

always more to be done, more that should be done, always more than can be done.”

“ . . .no single managerial activity can be said to constitute leadership, and nothing leads 

as well as example. . . Values and behavioral norms are simply not transmitted easily by 

talk or memo, but are conveyed very effectively by doing and doing visibly.”

PAGE

52

6
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JS This really hit home with me especially since I was reading this book during Coronavirus!

JS
There is theater to being a manager.  We must constantly consider the optics of our actions 
and how to make sure our employees “see” us living the values we preach to them.

“. . . How you handle your own time is, in my view, the single most 

important aspect of being a role model and leader.

. . . Before you are horrified by how much time I spend in meetings, answer 

a question: which of the activities—information-gathering, information-

giving, decision-making, nudging, and being a role model—could I have 

performed outside a meeting? The answer is practically none.”

PAGE
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“Each time a manager imparts his knowledge, skills, or values to a group, his leverage is 

high, as members of the group will carry what they learn to many others.”
PAGE

56

C H A P T E R  3C H A P T E R  3

“. . . In effect, the lack of a decision is the same as a negative decision; no 

green light is a red light, and work can stop for a whole organization.”
PAGE

57
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“The art of management lies in the capacity to select from the many activities of 

seemingly comparable significance the one or two or three that provide leverage well 

beyond the others and concentrate on them.”

PAGES

58-59
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JS Devilishly simple concept and so hard to execute!

“. . . Because it is easier to monitor something with which you are familiar, if you have a 

choice you should delegate those activities you know best.”
PAGE

60
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JS This concept is counterintuitive, but makes sense. 



 

“How often should you have one-on-ones? Or put another way, 
how do you decide how often somebody needs such a meeting? 
The answer is the job or task-relevant maturity of each of your 
subordinates. In other words, how much experience does a given 

subordinate have with the specific task at hand?”

PAGE

74
“ . . . Accordingly, you should have one-on-ones frequently (for example, once a week) with a 

subordinate who is inexperienced in a specific situation and less frequently (perhaps once 

every few weeks) with an experienced veteran.”

PAGE

76
“Grove’s Principle of Didactic Management: “Ask one more question!” When the supervisor 

thinks the subordinate has said all he wants to about a subject, he should ask another question.”
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PAGES

73-74
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JS This concept is “Slain’s Panes,” but Andy wrote this 25 
years ago, so I guess I have to give him credit!
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“ . . . a one-on-one should last an hour at a minimum. Anything less, in my experience, tends 

to make the subordinate confine himself to simple things that can be handled quickly. Where 

should a one-on-one take place? In the supervisor’s office, in the subordinate’s office, or 

somewhere else? I think you should have the meeting in or near the subordinate’s work 

area if possible. A supervisor can learn a lot simply by going to his subordinate’s office. 

Is he organized or not? Does he repeatedly have to spend time looking for a document 

he wants? Does he get interrupted all the time? Never? And in general, how does the 

subordinate approach his work? A key point about a one-on-one: It should be regarded as 

the subordinate’s meeting, with its agenda and tone set by him.”

PAGES

73-74
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JS I love this section of the book because it is so rare to get tactical advice in a business 
book.  Real world tips on how to do conduct a one-on-one with your direct reports from the 
CEO of a highly profitable company like Intel is gold!
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PAGE

80
“What should be discussed at a staff meeting? Anything that 

affects more than two of the people present.”
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JS If it affects just two people, take it offline, so you don’t waste valuable time!

PAGE

83
“ . . . a presenter has to watch his audience like a hawk. Facial expressions and body 

language, among other things, will tell him if people are getting the message, if he needs to 

stop and go over something again, or if he is boring them and should speed up.”
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JS It’s like Andy is playing the game at a whole other level!



 

“An estimate of the dollar cost of a manager’s time, including overhead, is about $100 per 

hour. So a meeting involving ten managers for two hours costs the company $2,000. Most 

expenditures of $2,000 have to be approved in advance by senior people—like buying a 

copying machine or making a transatlantic trip—yet a manager can call a meeting and 

commit $2,000 worth of managerial resources at a whim.”
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PAGE

84
“ . . . the mission-oriented meeting is usually held ad hoc and is designed to produce a 

specific output, frequently a decision. The key to success here is what the chairman does.

. . . When a mission-oriented meeting fails to accomplish the purpose for which it was called, 

the blame belongs to the chairman.”
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PAGES

84-85
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JS Andy wrote this section 25 years ago.  Adjusted for inflation . . .

PAGE

85
“Keep in mind that a meeting called to make a specific decision is hard to keep moving if more 

than six or seven people attend. Eight people should be the absolute cutoff. Decision-making is 

not a spectator sport, because onlookers get in the way of what needs to be done.”
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JS I can’t agree more with Andy’s sentiment here.  While I think that 7 people should be the 
absolute cutoff, a great facilitator might be able to manage 8.

PAGE

90
“ . . . everyone involved must give the decision reached by the group full support. This does 

not necessarily mean agreement: so long as the participants commit to back the decision, 

that is a satisfactory outcome.”
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“ . . . self-confidence mostly comes from a gut-level realization that nobody has ever died 

from making a wrong business decision.”
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“ . . . The criterion to follow is this: don’t push for a decision prematurely. Make sure you have 

heard and considered the real issues rather than the superficial comments that often dominate 

the early part of a meeting. But if you feel that you have already heard everything, that all sides 

of the issue have been raised, it is time to push for a consensus—and failing that, to step in and 

make a decision.”
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JS The section above concerns how to know when to close debate 
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PAGE

98
•  What decision needs to be made? 

•  When does it have to be made? 

•  Who will decide? 

•  Who will need to be consulted prior to making the decision? 

•  Who will ratify or veto the decision? 

•  Who will need to be informed of the decision?
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JS The 6 key things that need to be discussed before making a major decision.

PART III: TEAM OF TEAMS

PAGE

127
“Grove’s Law:  All large organizations with a common business purpose end up in a hybrid 

organizational form.”

C H A P T E R  8C H A P T E R  8  

JS
I recommend reading Andy’s explanation of Mission Oriented Organizations vs. Functional 
Organizations in the original text.

PAGE

145
“. . . our behavior in a work environment can be 

controlled by three invisible and pervasive means. 

These are: 

•  free-market forces 

•  contractual obligations 

•  cultural values”
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PAGE

148
“ . . . As for cultural values, management has to develop and nurture the common set of values, 

objectives, and methods essential for the existence of trust. How do we do that? One way is 

by articulation, by spelling out these values, objectives, and methods. The other, even more 

important, way is by example. If our behavior at work will be regarded as in line with the values 

we profess, that fosters the development of a group culture.”

C H A P T E R  1 0C H A P T E R  1 0  

PART IV: THE PLAYERS

PAGE

157
“When a person is not doing his job, there can only be two reasons 

for it. The person either can’t do it or won’t do it; he is either not 

capable or not motivated.”
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“The single most important task of a manager is 

to elicit peak performance from his subordinates.

. . . all a manager can do is create an environment 

in which motivated people can flourish.”

  
“Two inner forces can drive a person to use all of his capabilities. He can be competence-

driven or achievement-driven.”

“ . . . Our society respects someone’s throwing himself into sports, but anybody who works very 

long hours is regarded as sick, a workaholic.”
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PAGE
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JS Enough said!

PAGE

164
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PAGE

165

C H A P T E R  1 1C H A P T E R  1 1 
“ . . . objectives should be set at a point high enough so that even if the individual (or 

organization) pushes himself hard, he will still only have a fifty-fifty chance of making them.

. . . we need to create an environment that values and emphasizes output.” 

PAGE

166
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“ . . . when one is self-actualized, money in 

itself is no longer a source of motivation but 

rather a measure of achievement.”

JS This section discusses how to set an employee’s performance plan and individual goals.

JS We should all go back and read Maslow’s 
hierarchy of needs from time to time.

PAGE

169
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PAGE

173
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“ . . . task-relevant maturity (TRM) of the 

subordinates, which is a combination of the degree 

of their achievement orientation and readiness 

to take responsibility, as well as their education, 

training, and experience.”

JS
As managers, we have 

to assess the TRM of 
our people and manage 

them accordingly.



“ . . . The presence or absence of monitoring, as we’ve said before, is the difference 

between a supervisor’s delegating a task and abdicating it.”

“. . . The purpose of the review is not to cleanse your system of all the truths you may have 

observed about your subordinate, but to improve his performance. So here less may very well 

be more.”

11

PAGE

180

C H A P T E R  1 2C H A P T E R  1 2
“ . . . imagine yourself delivering a tough performance review to your friend. Do you cringe at 

the thought? If so, don’t make friends at work. If your stomach remains unaffected, you are 

likely to be someone whose personal relationships will strengthen work relationships.”

JS I just love the line “the subordinate’s tuition is paid by his customers.”  In other words, when
our employees aren’t well trained by us, their managers, they practice on our customers. 

JS 
I highly recommend reading chapter 13 of the book on giving performance reviews. It is some
of the best material in the book.

PAGE
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PAGES

174-175

C H A P T E R  1 2C H A P T E R  1 2

“He has to make his own mistakes. That’s how he learns!” The problem with this is that 

the subordinate’s tuition is paid by his customers. And that is absolutely wrong. The 

responsibility for teaching the subordinate must be assumed by his supervisor, and not paid 

for by the customers of his organization, internal or external. . . “

PAGE

177
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PAGE

182

C H A P T E R  1 3C H A P T E R  1 3
“ . . . giving performance reviews is a very complicated and difficult business and that we, 

managers, don’t do an especially good job at it. The fact is that giving such reviews is the 

single most important form of task-relevant feedback we as supervisors can provide.”

“. . . Don’t confuse emotional comfort with operational need. To make things work, people do 

not need to side with you; you only need them to commit themselves to pursue a course of 

action that has been decided upon.”

PAGE

195
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JS This goes for L10 meetings of a leadership team.  The point isn’t for
everyone to always agree, but when you leave the room, everyone on 
the team has to support the decisions that are made.

“ . . . Shouldn’t we spend more time trying to 

improve the performance of our stars?
PAGE

197
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JS Why do we spend so much time trying to improve our worst performers instead of focusing
our energy on our star performers?



 

“ . . . If performance appraisal is difficult, interviewing is just about impossible.”

12

PAGE

205

C H A P T E R  1 4C H A P T E R  1 4
“ . . . the best [interview] questions . . .

—  Describe some projects that were highly regarded by your management, especially by the  

     levels above your immediate supervisor. 

—  What are your weaknesses? How are you working to eliminate them? 

—  Convince me why my company should hire you.

—  What are some of the problems you are encountering in your current position? How are you  

     going about solving them? What could you have done to prevent them from cropping up? 

—  Why do you think you’re ready for this new job? 

—  What do you consider your most significant achievements? Why were they important to you? 

—  What do you consider your most significant failures? What did you learn from them? 

—  Why do you think an engineer should be chosen for a marketing position? (Vary this one  

     according to the situation.) 

—  What was the most important course or project you completed in your 

     college career? Why was it so important?”

JS
If doing reviews with our employees is tough, then interviewing new hires is impossible 
according to Grove!

PAGES

203
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“ . . . your subordinate timidly stops you and mutters under his breath, “Do 

you have a minute?” He then mutters further that he has decided to leave the 

company . . .  Your initial reaction to his announcement is absolutely crucial.

Drop what you are doing. Sit him down and ask him why he is quitting.”

PAGE

210

C H A P T E R  1 4C H A P T E R  1 4

“As a supervisor, you have to be very sensitive toward the various money needs of your 

subordinates and show empathy toward them. You must be especially careful not to project 

your own circumstances onto others.”

PAGES

214

C H A P T E R  1 5C H A P T E R  1 5  

JS
Andy does a great job with this section on hiring new employees and saving existing ones 
and I highly recommend reading his original text.

“ . . . training should be a process, not an event.

. . . you and only you can fill the role of the teacher to your subordinates.”

PAGES

224
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JS In a nutshell, this section is the essence of the whole book! 


