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OExperience is what you gain
from your own actions,

Wisdom is what you gain
from the experience of others...O

AUTHOR UNKN OWN

shared with me by Nat Wofford,
my Dad, and sou rce of wisdom

May you be filled with wisdom...
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Introduction

Introduction

Have you ever made a mistake? | mean a huge, sloppy, red-
in-the face kind of blunder? No, you say? CONGRATULATIONS!
You are to be commended. | think | have made enough for both of
us, though.

When it comes to my management mistakes, | think of those
contests that involve stuffing a sport utility vehicle with gumballs
or jellybeans, and asking contestants to guess how many are in
there. In fact, maybe | should substitute a semi truck for the SUV.
I@ come at least close to that numbe r. | can ®promise you a prize if
you guess right, but | can offer you the wisdom gained from my
mistakes and experience and maybe even encourage you to learn
from the experience of those around you.

If you want to modify your current management style into
one of leadership, or increase the performance of the employees
who report to you, this book will show you the way. YouOlllearn
how to get more out of those employees without the need for
either a carrot or a stick. That®@ what this book is about. If, on the
other hand, you seek detail on the logistics of specific HR issues, or
conflict resolution, or employee discipline, please refer to any
number of talented authors who have come before me and will
continue to come after me. There are many well-written books on
these topics.

You need to know that if your beliefs, public or private,
employ the words OMyway is the only way,Qor if your personal
motto is OMyway is always the best,Oor if you believe secretly that
the Ogoodole boy systemOreally is still the best way to do business,
then the thoughts in this book may be a complete system shock.
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Worse yet, you may find that you cannot allow yourself to be open-
minded enough at this stage of your life to take in all the wisdom in
these pages. (You@ be surprised at how much resistance |Oveseen
to learning new concepts.) Please do come back when you believe
you are ready, or at the very least, please indulge in only low levels
of activit y, and rest a lot, while you read this book. Much of what is
said in the following pages is common sense to some, absolute
modern dogma to others, aradical paradigm shift to still mor e, and
a minor behavior modification to a large numbe r, and my warning

is simply a way to say that if you are shocked by what | say, take it
slow and adopt what you can. One step at a time.

The next ten chapters were written to entertain, enrich, and
enlighten you. | hope they accomplish that goal. As a bonus, you
will learn how to become a better leader, even if you are paid only
to manage, even if you don® have a clue what the difference is
between managing and leading, even if you don ®really feel that
you need to know the difference. The employees you manage wish
you knew, even if you don ®care. These chapters are nothing more
than what IOvelearned from my bloopers, combined with a great
deal of research and a healthy dose of my opinions. As | began to
share my bloopers with others, it occurred to me, as it must to first-
time parents, that you really cannot understand what it is like to be
a manager until you have experienced it. Been there, done that, if
you will. Furthe r, it is difficult at best to explain what it is like to be
a leade r, even if you have been there.

One of the best ways | can explain leadership is by analogy.
For exampl e, leadership is as difficult to understand without expe-
riencing or witnessing it, as is the depth of love and feeling for a
new born child, even in the face of frequent two a.m. feedings and




INTRODUCTION

the upheaval of the parentsO lives. You see, leadership has great
rewards, but also great struggles. It is not easy. Management,
using the previous exampl e, could be compared to a pregnancy in
which both expectant mother and father follow all the right steps
to have a healthy child. Leadership is all about the people you are
leading, whereas management tends to be all about the one doing
the managing and the tasks or steps.

So if this is all new or about to be new to you, you may find
some of the stories and lessons ridiculously simpl e, or exclaim Ol
would never do that!OEver eaten those words before? You may
also find yourself trying to apply the thoughts and practices in
these chapters to real life. Oh, NO! Work cannot be like real life!
Employees cannot be like real peopleNwith lives and families and
values and dreams! Do they not all check their humanity at the
time clock or break room?

Xi
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Perhaps we should start at the beginning....
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B Chapter 1l m

Lead er s Val ue and
Respect theUnique
Qu alities of the Peo ple
th ey Work With

f you have ever been given the privilege of managing people,
I consider yourself fortunate. Management isa privilege. It is an

opportunity to have a captive audience who are paid to listen
to you and potentially follow your directions. That captive audi-
ence is not, howeve r, a modified version of the Star Trek Borg pop-
ulation, living in a cube and acting as one unit. They are not
waiting eagerly to be Oassimilated into your collectiveO. They are
unique people with lives they lived before you became their man-
ager and will continue to live when you are no longer their manag-
er. The impact that you can have as a leader, instead of just a

manage r, may stay with them long after they have departed your
command.
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Empl oyees are People

Impersonal words such as Qlirect reports,OGubordinates,O
Qunderlings,0 or GnyO employees are often used in place of
Opeople.ONo. They are peopl e, PERIOD. No mor e, no less. In some
places (horrors!) they are called Ounits of productivit y.Oln others,
the attitude is that OEmployees are liabilities.O | was told, at age 19,
by a second level manage r, that employees were a OnuisanceOand
a Oconstant hassle.O She, of cours e, must have been referring to all
of my colleagues, and so | was able to dismiss her flawed percep-
tion, just as teenagers dismiss the lyrics while only listening to the
beat of a song. But the power of her negative words stuck with me
for several years. | still wish | knew if she ever realized that the job
of managing those who report to you is less about managing tasks
and opinions, and more about leading people.

Manager n. a person who manages; esp.,
a) one who manages a business, institution, etc.

b) one who manages affairs or expenditures, as of a
household, a client (as an entertainer or athlete), an
athletic team, etc.

c) Baseball the person in overall charge of a team and the
strategy in games

d) in a school or colleg e, a student in charge of the equip-
ment and records of a team under the supervision of a
coach.




Chapter 1

Leaders Value and Respect

A manage 1, as defined 1 in the box on the previous page, is a
The very irascible sheep extremely easily kisses one poison, that
person manages is clearly defined as tangible groups, records,
strategies and other inanimate objects. Yet over the last fifty years,
we have learned to think of a manager as one who controls,
directs, and leads people.

Managers in fact, do not manage people. They manage peo-
plesDactions, activities, and performance measurement. Leaders,
howeve r, lead unique people to use whatever unique gift, skill, or
talent each person has been given. Managers have people report-
ing to them because of hierarchical structure; leaders have people
following them out of choice. Begin
to treat the people who report to you, _——
and whom you want to follow you, Your business is only
as uniqu e, and begin to behave like a as good as the

leader. Files, records, and strategies people who work

do not care if you treat them as .
with you.

unique; the people do. Keep the con-

cept simple: management works
with things, leadership is much more effective with people.
Acknowledge each employee as a person, and show respect for
the individual & value. This type of behavior for a leader is not lim-

ited to a span of control or hierarch y. Everyone is unique so lead-

ers treat everyone thiswa .

Your transition from manager to leader, and the management
of people mindset, begins here. Stephen Covey may have said it
best in The 7 Habits of Highly Effective People : OManagement is
doing things right; leadership is doing the right things.O
Management is efficiency in climbing the ladder of success; leader-
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ship determines whether the ladder is leaning against the right
wall. 2 Treating people uniquely is one of the walls of leadership.
Do you know which wall youOre leaning your ladder on?

Simple Words

The most important word a leader must keep in mind is the
OPQvord: People. There is no substitute or even exchange for this
living asset. Successful sports teams are living proof of the impor-
tance of the OPO word in management and leadership.

A coach can be the greatest motivato r, organize r, strategist,
and taskmaster in the field, but he or she is ultimately dependent
on the talent, courag e, and dedication of the people recruited for
the team. 3 The unfortunate truth is that most managers never real-
ize the difference between the coach of a team and the manager of
an office or workplace. They continue to believe that management
is about managing or controlling or being the one in control of
people. When was the last time you tried to control someone?

The words are simple; management should be about people.
It sounds almost too simpl e, but words are often simple. People are
not. Deadlines are simple; getting people to meet them is not.
Projects and tasks are simple; inspiring quality work from employ-
ees, motivating them to do their personal best, is not.

So how is it done? How do you meet deadlines and inspire
work that is perhaps even more than you asked for? Can you imag-
ine? It@ simple: acknowledg e, recogniz e, and respect the unique
nature and value of each of the employees you work with. See her
uniqueness and treat her according to who she is. See his value
and respect his worth to your team, department, and organization.
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Leaders Value and Respect

| must confess, admitting that each person who reports to you is
uniqu e, in all of its simplicit y, is easy. Recognizing that particular

unique trait or quality might be a little more difficult. Implementing

this recognition and respect, if you have not done it in the past, can
be downright trick y. This is primarily because it involves risk and
trust. Two more simple words. Right?

Acknowledge Them

Whether you hire people as those who report to you, or you
inherit them as veteran employees who have been there longer
than you have, you do not purchase the peopl e, their bodies, their
brains, or their values# with the paycheck the company provides.
What you do instead is rent, with that paycheck, their behavior and
skills. This may be phone-answering behavior, problem-solving
skills, truck driving behavio r, sales and marketing skills, or strate-
gic vision skills at an executive level; but it is still just behavior and
skills that you rent, not the person. The person you hire must have
demonstrated a superior ability with these behaviors and skills or
chances are you would not have hired him to do the job. If you
have inherited her and are not sure of the value of this unique
employee to the team you manag e, or to the planet for that matte r,
(though I assure you nearly everyone has significant value), try this
simple exercise. Ready? Here is the secret:

Ask ques tions

It is mighty hard to recognize value from the corner office or
the top floor or the cube in the front row. If you plan to ascend to
leadership from your position in management, you have to get up
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out of your workspace and make some people connections. You
have to come in from the field or from visiting clients and visit with
those you wish to lead. One of the best ways to begin to acknowl-
edge a person is to find something the two of you have in
common °. Ask them questions about the job. Heck, here @ an idea,
ask them questions about themselves, their desires, or what they
think they do best. Begin to recognize the value that each person
brings to the group and organization, by showing an interest in
what that value is. (Better yet, try to find out what it is before you
hire them.)

As a training manager, conducting interviews for training
professionals, | used a three-phased interview that consisted of a
telephone screening, a stand-up presentation, and a final question
and answer session. During the telephone screening | asked ques-
tions about skills, past experienc e, and rZsumZs. During the stand-
up presentation, a fifteen-minute prepared demonstration of
training on a subject of their choic e, | asked questions about class-
room scenarios and curriculum content. If an applicant made it to
the stand-up presentation, | had determined that she could at least
articulate examples of the skills she believed she had.

The Ostand-up,O as | called it, was the applicants® chance to
show those skills. During each stand-up presentation, other train-
ers and managers were invited to watch the presentation, after
which they asked pre-planned questions that began with general
knowledge and became gradually more specific. Some of the initial
questions wer e, Olfyou had to have a project completed on a tight
deadline, how would you go about rallying your resources and
making it happen? Give me an example.O Specific questions
include Orell me what your professional goals are over the next
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year.OOr, OWhat have you done in the last six months to impr ove a
weakness that you have?0

The entire process allowed me to ask questions and gain
information that | needed in order to recognize the value of each
individual and make a connection. By the time | made a hiring
decision | was pretty clear about what motivated and excited this
person, and thus, about what | needed to do to maintain his or her
sense of being a valued and unique member of the team. There are
dozens of questions you could ask, but asking questions is not
enough. What is more important is paying attention to the
answers. Ask, and then truly listen.

If you inherit folks that have been around longer than dirt,
often called veteran employees, you may have to use a less struc-
tured, one-on-one interview process or more casual water-foun-
tain, golf-course type conversations, when asking questions.
Harvey Mackay, a master salesman, author, and leader both at
Mackay Envelope Company and in his seminars, has developed a
guestionnaire specifically for this purpose. It allows employers to
have a firm understanding of an employee through a series of
thirty-three questions. The questionnaire, which appears in his
bestseller Beware of the Naked Man who Offers you his Shirt, is
an effective template to follow when looking for more questions to
ask.

Whichever questions you use to make the connection, |
implore you to do two things:

1. H ave a series of questions alrea dy in your mind,
preferably on pape .

2. Guard and protect the information you get as if it
w ere precious treasur  e.
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If making a connection with an employee is a new skill for
you, a set group of questions will keep you from saying something
unplanned in a silent moment, to fill the space. These remarks
often come out all wrong. And remember that the information you
receive must be kept absolutely confidential unless they tell you
otherwise. Personnel data are very touchy and must be guarded
carefull y.8

Keep an open mind when seeking to acknowledge individual
uniqueness, as the answer to your questions may provide a differ-
ent perspective from what the outgoing manager told you or what
you had already pre-judged in your mind. We do tend to let into the
consciousness only those pieces of information which align with
our already formed beliefs about others, the world, and ourselves.
If your belief is that no one can be as good as you in a particular
area, then you will tend to see only those responses which rein-
force that idea.

If you believ e, based on word of mouth, previous experienc e,
or other belief-building mechanism, that the person who now
reports to you has no unique talent or skill in the area of his or her
responsibilit y, then, true or not, what you will most readily see are
behaviors and actions that reinforce your belief, unless you are
able to keep an open mind. Though you may sometimes feel you
need a microscope to locate it, there is value in each person. Let
me repeat myself: There is value in ea ch person.

I once had to focus on the color of awoman & gum for the first
few minutes of an intervie w. It was an unusual blue and sort of
glowed and was the only thing, at that moment, that interested me
about the woman. She did not look the part of the person | had
imagined would fill that job; she had arrived late to the interview;
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and | had a very busy interview schedule. |didn ®want to appear as
if my mind had already been made up before she even shook my
hand, so | forced myself to stay open and give her the time that she
deserved simply by showing up to the intervie w.

She demonstrated admirable skills, a positive attitude and a
dedication to her family of two children. (She was only twent y.) |
have always believed that if a person has the right attitud e, | can
teach her the necessary skills. Staying open- minded and finding
value in this, as it turned out, remarkable young lady, was a deci-
sion that | never forgot. She worked with me for the next three-
and-a-half years and won several awards as a top performe r. Look
carefully; the reality just may be different from what you originally
thought.

Recognize Their Value

In the late 80s a good friend of mine shared one of her
favorite books with me. (She thought that, as a new manage r, |
needed it, and | suppose | should
have taken the hint then, but some of —
us are more stubborn than others.) Policies are many,
The book, Coaching for Improved Good people

Work Performance, by Ferdinand are few.

Policies will change,
People rarely do.

Fournies was first written first in
1978, and at that time made some
pretty bold statements about the

value of individual employees and
their unique traits.
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One statement that has stuck with me for years is about per-
sonality traits and what a manager must know about each employ-
ee in order to recognize his or her value. Now, one obstacle that
hampers of both managers and leaders is the unending encour-
agement they get from books and seminars to recognize each of
their subordinates as being different. We are told we must treat
them as individuals, according to their differences. This concept is
fine if it stopped there. (Haven® | been saying much the same
thing?) The trouble is, the theory is usually supported by detailed
explanations of the personality quadrants or types or categories
throughout the population.

As a manage r, you are often led to believe that knowledge of
these categories and quadrants will equip you with the ability to
identify individual personality differences and, therefor e, to adapt
management efforts to fit that mold. This seems logical in view of
all the sources claiming knowledge and know-how about the com-
plexities of man, but it left Ferdinand, and still leaves me, with one
important question: o managers have to understand as much
about people as psychologists do, to successfully manage them in
business?0’ Is this also true for leadership?

Both seem like important questions to me because if the
answer is yes, then the next question is even more startling: OHow
the Sam Hill do you do that without a PhD in psychology?O Thus, |
say NO, neither a manager nor a leader needs to be as skilled or as
educated as a PhD in psychology to determine how to treat each
person as unique and different. There is a saying that describes
what happens to those who gain a little knowledge and then pro-
ceed as if they are the experts. If you Oknow just enough to be dan-
gerous,0O do not pretend to be the expert. There is often something

10
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we call practicing without a license which may get you into serious
trouble. It may also keep you from achieving the real point: To get
to know those who work with you and how they like to be treated.

There is a difference between what psychologists do and
what managers and leaders benefit from doing. Managers, while
directing, are simply faced with understanding the communication
style that works best for the person they are speaking to, and the
skills that are best suited to that person. Leaders, while inspiring,
focus on these same traits, but take it one step further and look
more closely at their own behavior and how it can dramatically
effect the behavior of the employee.

You might say that managers use the Golden Rule. Do you
remember what that was? It always makes me chuckle when | ask
this question in a seminar and three out of thirty people can actu-
ally recite this rule: Do unto others as you would have them do
unto you. In case you are of the twenty-seven people in one of my
seminars, is it coming back to you now? If so, consider it, and then
let us look at another option. Leaders would benefit more from
something known as the Platinum Rule. The Platinum Rule, creat-
ed by Dr. Tony Alessandra, author of Relationship Strategies 8, is:

Do unto others as they would
want to be done unto.

What this means is simple: Recognize the value of each indi-
vidual, their skills, their unique way of communicating, and their
contribution  to your organization. Then treat them in a way that
speaks to them, as opposed to the way that speaks to you. Respect
speaks to everyon e, but means something different to each person

11
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and is conveyed in different ways by each person. (Sometimes |
think it is pure marvel that we understand each other at all.)

Respect: Find Out What It MeansE To Them

When you respect people you work with or even those you
have not yet begun to work with, the results can be amazing.
Communicating in another person® unique style is a form of
respect.

One meeting | held in New Orleans with five employees | had
not yet met, to which | was thirty minutes late, could have been a
disaster, had | not been able to communicate differently with each
person. It is best to communicate in a style that suits the person
you are talking to. This does not mean mocking the person in front
of you. It simply means picking up on their use of vocabulary,
speed, comfort level with topi c, and many other details that we will
delve into with more fervor in Chapter 7. Remember Tony
Alessandra @ Platinum Rule .

On the occasion in New Orleans, | had been asked by my boss
to call the meeting (on very short notice) for the purpose of telling
these employees that the current location of their work was chang-
ing. This meant that if they wished to remain in that job, moving
would be required. If they didn ®want to move, they would need to
find a new job. Surely, there is better material for dinner conversa-
tion and a first meeting.

What | am told made this news easier to swallo w, for each of
them, was that | positioned myself in front of each person, right
there at and around the table. | mirrored his body language,
matched facial expressions and spoke to him in the communica-

12
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tion style that | had observed him using in the first fifteen minutes
of small talk while we ordered dinne r.

One of the nicest compliments | ever received was from the
only man at this table, who pointed out something that | had not
truly realized | had done. Upon leaving the restaurant, this man,
who now had to move to another city and state or find new work,
thanks to my messag e, stopped me and said:

@ am just amazed at how you delivered that news to
each of us in just the right way, so we could handle it,
and you did it differently for everyone. It made it so much
easier to hear when you said it in a way that was com-
fortable for each of us. | mean, you talked to Cindy in her
own way, Melissa in a more direct, serious way, andEO

It took some time for me to realize how | had incorporated
this style. | had not done it on purpose at the time. What had hap-
pened was that | felt compassion and empathy for these peopl e,
and that was clearly coming out in my communication. | wanted
them to be at least comfortable with the person they heard it from
and the way it was delivered. You see, when you are comfortable
with the person you are speaking to, you tend to mirror his or her
body language quite naturally. It is a simple function of human
communication.

In this case it allowed me to show respect by doing unto
others as they wanted to be done unto. It also impr oved my ability
to communicate clearly and be understood. In Chapter 7, | have
broken down the specific communication steps that occurred. And
here @ something | learned: In this case, and in many others since,

13
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communicating the message was not nearly as difficult as commu-
nicating the respectNand it® the respect that makes the difference.

New communication skills take some time and practic e, but
the payoff is enormous if you can deliver tough news in a commu-
nication style that is more suited to the individual, conveys respect
and individual valu e, and thus has a less painful reaction.

Ever had to let go of an employee you valued, due to budget
cutbacks? The respect then may have been easier because of sin-
cere empathy for that situation. Ever had to let go of an employee
you were glad to see go? The respect here may have come less
naturall y. Nevertheless, it was just as important.

Once you have defined your role, or become comfortable and
clear with what you are expected to do and who you are expected
to manage or lead (as you must be clear before you begin to clarify
it for others), then take the next step. Acknowledge the people who
report to you and their individual value. Ask them questions about
their skills, gifts, talents, abilities, and weaknesses. Once you rec-
ognize that they have valu e, in what areas that value resides, and
how it can best be utilized in the position they currently hold, your
ability to show respect to them will gro w.

How to Respec t an Employee @ Uniqueness

¥ Acknowledge each person as an individual

¥ Recognize his or her value to you, the team you
manag e, or the organization.

¥ Show each person respect in a way that is clearly
understood by that person.

14
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The better you get at recognizing, not only that the people
you manage are unique, but also the ways in which they are
uniqu e, the closer you will come to delivering your message clear-
ly and effectively and being understood. After all, that is the whole
point, is it not?

If you come by these skills naturall y, be aware that there are
many managers, wishing to become leaders, who must practice
this skill of recognizing uniqueness and who did not arrive on the
planet with such a broad appreciation for everyone. Be patient,
and glad that you already have it mastered, and then add it to your
tools needed for leadership and work to impr ove the gift you have.

Pardon, whom do you work for again?

If you can stomach the idea that each employee is unique and
has individual value, then you may also subscribe eagerly to the
belief that each manager is unique. Even in their uniqueness, how-
ever, many managers seem to share a common belief about
employees. That belief is that employee & work FOR managers, as
well as working FOR the company that pays both of your pay-
checks. You have heard the phrases Olwork for so and so,0or OShe
works for me over in accounting.O No? If this nonsense is common
conversation for you and your workplace colleagues, allow me the
privilege of asking you to recognize that people don® work FOR
you, or a compan Y, or a business.

People work for money, fulfillment, obligations, children or
elderly in their care, a mortgage, car payments, kids in college,
pets, and a whole host of other reasons. Would you believe some
people even work for the prevention of boredom, the achievement
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of a dream, or the enrichment of their life through their achieve-
ments at work?

Whether said in jest or with even a grain of sincerity, the
phrases Orou work for meOand OMy employeesO and Olwork for
XYZ CompanyOare very simply not true. Yes, these people are
employed by and often receive a paycheck from you or the compa-
ny or entity you represent. It makes no difference if you are a cor-
porate CEO with 500 employees or an entrepreneur with one
employee. Neither the 500 nor the one works FOR either compan y.

So what exactly is the difference between being paid or
employed by and working for? Let us view this thought from a dif-
ferent angle. Employees do not, in most cases, complete work,
meet deadlines, stay late, work overtim e, go the extra mile for the
custome r, or help you with a last minute crisis, for the purpose of
making your day, as the manage r, or your boss@® day, or for spend-
ing those extra few moments of quality time with you, no matter
how nice a person you are or how much fun you are to hang out
with. Refer back to the list above of reasons why people work and
whom they are actually working FOR.

If you still believe these people work FOR you, try telling
those same employees that you can still employ them in their cur-
rent position, but it will be without pay. If they agree to the
arrangement (and you are not employing volunteers for a charita-
ble organization), then you will have proven me wrong. Were this
experiment put into action, howeve r, in a corporate or for-profit
environment, | believe the results would be immediately clear.

It is not FOR you that employees work, nor is it always for
mone Yy, but rather for what that money can provide. In truth, none
of us works for anyone other than ourselves, and thus we all work
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with each othe r. The sooner you are able to recognize this, verbal-
ize this, and begin to work with the employees that you manag e,
the sooner they will work ~ with you.

All right, then, how do you implement this new style of
behavior and thought? First comes a critical piece of recognizing
uniqueness: determine what each employee you are working with
is working for, and realize it is likely not for the privilege of seeing
your or the manage r® smiling face.

Start small with the following exercise. First, imagine yourself
as a new employee in what you consider a Odream job.OYou are
hoping to make a good impression on your boss and his boss in
your first staff meeting. You have spent an extra twenty minutes on
your hair or beard, or face, worn your favorite suit, and have just
arrived at your new office. Your new boss and his senior manager
immediately greet you. After formal introductions, the senior man-
ager begins to converse with your boss about plans for his team.
Your boss says, O have great plans for my team. In fact, [your
name] is going to do a great job for m e, aren ®you?0

If this were your real situation, this would be the real moment
of truth! Who are you working for? And do you appreciate being
talked to like a puppy? It seems innocent enough, and so many
people do it, so it seems normal, right? In your scenario, the con-
versation continues as the senior manager asks your boss for
results of his team. Your boss tells him, OMyteam is doing well, and
my employees are working really hard to achieve the quotas you
set. My highest producer is beating his own record and my three
new hires are coming along nicel  y.O

If this imaginary boss of yours realized these were individuals
he was describing, it seems odd that his word choice could just as
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easily have been applied to animals or stick figures. If this were
you as the manage r, how would you do it differently? Or wou Id you
do it differently?

Once you have gone through imagining your scenario, as
vividly as possibl e, determine if it feels natural or uncomfortable. If
it feels natural, then you may be subconsciously treating those
people who report to you like puppies who should follow you
around and heed your command, as if you saved them from disas-
ter by letting them work for you.

The puppy analogy may seem harsh, but people form strong
perceptions when given condescending treatment, and the above
scenario can be seen as very condescending. If you began to treat
people differently by simply saying that they work WITH you,
people would notic e, and so would you. Work hard to monitor your
language choice, and that will help change the way you think
about those who have been assigned to report to you.

If you have imagined this scenario, and it seems very unlikely
that you would treat someone in that manner or say those things,
then you may not be exhibiting traits that tell people you believe
they work FOR you, or at least not explicitl y. To keep yourself in
check or monitor exactly what you do say that could be construed
as condescending and less than respectful, ask one or two trusted
people you work with to listen for specific phrases and words that
might resemble Gny team,00ny employee,00ny people,OQhey
work for meO and other such expressions.

You may find that you do not use such vocabulary or you may
find that simply raising your awareness will eliminate this minor
issue from your management practice and take you further toward
becoming a leade r.
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It really is all in how you say it

The use of different words, though it may seem a silly matter
of semantics, can make a big difference. A noticeable change
occurs when a manager begins to describe employees as those she
works WITH instead of those who work FOR her. If the manager in
the previous example had said OTheteam is doing well and we are
working really hard to achieve the quotas you set,Othe message
would have been different. The subtl e, seemingly simpl e, change is
powerful and effective.

Remember, early on | told you some of these lessons may
seem very obvious and simple? Your next exercise is to take one
day to list all the times you mention the people on your team, or in
your offic e, who are supervised by you as Oyour employeesO or as
Owork/working for me.O

All is not lost, if even with the help of others and after a day of
monitoring you feel you cannot break the habit of saying, Gny
teamO or Othose that work for me,Qor if you find nothing wrong
with the scenario with the new boss. For some companies this is
an acceptable part of corporate cultur e, and the bosses feel it is
never used to imply a condescending hierarch y. Howeve r, | believe
if anyone asked the opinion of the employees described this way,
the employees would feel differently!

Once you become aware of the impact of what you are saying
or what is being said to you, despite the intent of corporate cul-
tures, you may start to make small efforts to change, if being a
leader of people is truly what you want. Use the approach of start-
ing small to make that chang e, and realize that the habit of speak-
ing that way took a while to learn, and will take a while to
un-learn.
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In a conversation, if you say Omyemployees,O remind yourself
that you could say it differently and try again next time. Instead,
say, Qhe team | work with.OOr try to include Qhe group that
reports to meOor Othegroup that | work with.O | have often said the
team that Olhave the privilege of managing.O It is truly very effec-
tive to describe employees as those you Owork with.O It may con-
fuse those around you at first, yet once explained will clearly send
a message of your change in focus and perspective.

But, they do it diffe rently

You may find that other managers are uncomfortable with
your chang e, as it points out the impact that they, too, are having if
they choose not to change. In fact, you may begin to get questions
about why you are describing the team that reports to you in that
manne r.

No problem. Many a great leader has made others uncomfort-
able by being different. Different is not a bad thing. Each of us is
uniqu e, thus different, and allowed to behave in ways that work
well with our own style. Unfortunatel y, many managers and high-
powered individuals have also cut corners or made dangerous
short cuts. It is much faster to say OmyteamO or Omy employeeO
than to say Otheteam | work withO or Otheemployee who reports to
my organization.Olt is also much faster to build a mobile home
than a brick home with a cement foundation. Which will stand the
test of time and weather the storms, as well as bring a greater
value to your estate?

When it comes to other managers and their comments, reac-
tions are often motivated by competition, envy, or misunderstand-
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ing. Educate those who wish to  —

kno w, even sharing this chapter with In the absence of

answers that we
kno w, if given-fill-in-
the-blank types of

them, and let go of the others by a
politely removing yourself from the
conversation.

To be sure, you must be aware
that the team that reports to you questions, adults do

talks with the team that reports to what we have all
your colleagues. And they talk about been taught to
everything, even what you do not tell doEwe make up an
them, even what you ask them not to answe r. And we

share. People will know what youOre wonder where

doing. You may be in a position to
¢ y P rumors come from?

educate your colleagues on commu-

nicating with and about the team
they manage and the impact this Oyouwork for meOtype of lan-
guage has, if the topic arises. The point of such education is to
increase the level of respect on the team your colleague manages,
for his or her own good, so to speak, but also to cut down on the
miscommunications and perceptions that so often turn into juicy
gossip and painful rumors.

It is probably best not to approach colleagues with a potential
lesson Othey need to know,ORather, try saying there @ something
you would like to share with them. Share your book with them,
thus avoiding the risk of offending someone who is merely doing
what has been accepted in our country® corporate culture for
years.

Recently | was in a social setting with several people | work
with, of all different levels. Of course the conversation strayed to
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business, and one of my peers said OMyteam and my trainers are
very involved in that project.O | responded with nothing more than
OSois the team | work with. They have been very busy with that
projectO. She looked at me for half a second, smirked a little side-
ways, and began to copy my verbiage in her next sentence when
she said Orou kno w, as busy as they have been, | am really proud of
the work that the team that reports to me has accomplished.O And,
no, | hadn (T)harped on this lesson with her before; | had mentioned

it and then left it alone, not wishing to force someone else to
change behavior that she was perhaps not ready or comfortable

with changing. Leaders know that everyone comes to an idea at a
different speed and that allowing them to learn at their pace is
more effective than forcing yours.

It could have just rubbed off as a result of my leading by
example for an extended period of time. On the other hand, maybe
she was making fun of me. Who knows? | do know those employ-
ees that report to her noticed and said to her later that they appre-
ciated being publicly acknowledged and praised for their efforts.
How did they kno w, you ask? Ever heard of the grapevine?

From the time we are children, we are told to be respectful of
others. Many of us also heard Orespect your eldersO and if we did
not hear it at hom e, we heard it on a myriad of sitcoms, or in the
form of advice from wise on-lookers in our lives. Why respect is
not an automatic response for all peopl e, everywher e, is one big
mystery for me. Yet, the fact remains: Respect is everyone®
birthright. The opinion that | share with many who are reaching
out for a return to civility and respect is this: Everyone on the
planet deser ves respect .
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The Kind and Gentle Lesson

| have seen many managers who were very respectful to
those who were senior managers, often Vice Presidents or
Directors, and yet treated the OelderOor fifty-six-year-old ~woman
who reported to them as if she couldn ® perform her job without
their exclusive direction and expertise. In fact, | confess: 1Ovebeen
that manage r.

Respect would tell me to ask her what questions she has and
to make sure she is confident she has all the tools necessary for job
completion. Respect would tell me to ask for her input on many
issues, as she may have solved my, and our, problems many times
before. It is much more than calling her maOam.

With her fifty-six years came a unique perspective on the cus-
tomers, the business, and the importance of the almighty dollar
versus true customer service. Fortunately for my ego and my
career, this fifty-six-year-old employee on the team | managed and
worked with had more grace and poise than I. She continued to let
me learn on my own, from the mistakes | was making. Never once
did she say, Oltold you so.ONever once did she say, Olfyou would
just listen to me and do it my way, you would save yourself a lot of
time.O

| think secretly she enjoyed watching me make my mistakes
(or learning experiences), but that may have been more maternal
than malicious. In her heart, | think she knew | would disregard her
advice and force myself to learn the hard way. | have always been
good at that, as the difference between experience and wisdom
has not always been clear to me, much less the need to seek the
wisdom of others instead of gaining experience personall y. Both
concepts have eluded me in my practice of business management

23



Contagious Lead er ship

in the past. (See quote in the front of the book if they still elude
you.)

Shortly after | left that position, as manager of a ladiesOcloth-
ing retail store, | began to recognize my misjudgment and her
uniqueness. | began to respect her gifts. | realized that | had
employed a part-time salesperson who was reliabl e, punctual, and
present in her job, because she liked her customers, and they liked
her. She did not work for me or for mone vy, but for the ability to get
out of her house and be with people.

All my expertise in retail and selling could not teach her that.
Carolyn, wherever you are now, bless your heart for letting me
gain the experienc e, even though you had wisdom to share. From
you, | learned that an individual @ strength and experience is better
recognized than ignored, and that those who work with me may
know more than |, even though they keep that secret to them-
selves.

Appa rently | did not learn the lesson
well enough

A few years later, as manager for a different industry and sev-
eral retail stores, | worked with a staff of twelve people and a bevy
of very special customers. In addition to hiring, firing, customer
servic e, scheduling and the lik e, part of my unwritten responsibili-
ty was to answer business calls on the company-pr ovided wireless
phon e, 24 hours a day, 7 days a week. Customers did not typically
call at three a.m., so after business hours a call usually meant a
burglary at one of the three locations | was responsible fo r.
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One of the stores (which | must point out was an inanimate
object, with no feelings or real needs, unlike the people | worked
with) was less than a mile from the former President George Bush
Senio r@ residence in Houston, Texas. This was not a high crime
area and the location was rarely broken into, as you can well
imagine. My home was a traffic-clogged fifteen or twenty miles
from the store. In the city of Houston, fifteen miles can mean thirty
minutes, even at two oOclockin the morning. Several members of
the team | worked with lived much closer to the store than .

During one cold winter week, the alarm brought me to the
store in my pajamas to determine the cause of its activation and
apprehend the no-good burglar, or at least witness the police in
action. The officer and | had a friendly conversation about mischie-
vous kids in the area and the lack of broken glass or missing
goods, and | turned around and dr  ove all the way back home.

The next call, again at two a.m., happened three days later. |
took the call, and this time called a team member and asked that
he drive to the store, less than two blocks from his home. | con-
vinced myself that he would OgaindevelopmentO from meeting the
officer at the scene. Sur e, sure!

Twenty minutes late, | received a call from him saying that
there had been a real break-in, complete with shattered glass and
stolen phones and accessories, and that the police were investigat-
ing. | arrived twenty-five minutes later to begin my work and send
the team member hom e, as he did not need to be involved in the
inventory of what was left of the merchandise. That was always
the manage r@ duty. It offered the team member little opportunity
for Qlevelopment,Oespecially with a control freak of a manager
who had to do all her owni  nventories.
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Much to my chagrin, his girlfriend had come with him to the
store. Both looked emotionally drained and exhausted, and there
was tension in the air. | chose not to ask that night, but | later
found out that they had been arguing most of the evening and into
the morning about her terminally ill mother, and that he had
begged her to come because he was afraid he would get in trouble
if he did not obey my command.

The fate of this couple @ relationship certainly did not turn on
my one request, but it taught me that one simple respectful ques-
tion gains a lot of ground with employees. The question is, ODid |
catch you at a bad time?0

At the slightest hint of hesitation in response to this question,
when | call after hours, even at two in the morning, | apologize for
the inco nvenience and arrange to call them back at another time.
My unwillingness to fulfill my responsibilities does not constitute a
need to interrupt someone else® personal life, merely because of
their geographic proximity to my problem. My crisis is truly just
that, MY crisis. To give it to someone else shows disrespect and is
just plain laz y.

Now, emergencies cannot be helped, and during work hours
other arrangements can sometimes be made, but respect for the
personal time of those whom you have the privilege of managing
is crucial. Had | been respectful of this employee ® unique situa-
tion, instead of managing by command or through fear, he could
have shared his predicament, we could have made a decision and
ultimatel y, | would have been at the store sooner and could have
gone back to bed an hour earlie r. Hindsight is a beautiful thing!

The lesson for me then, that has stuck with me for the eight
years since that incident, was to begin asking the question, ODidl
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catch you at a bad time?O My bigger lesson was to learn not to call
after hours at all! Both lessons were what | needed and were dif-
ferent from what | learned from Carolyn, but each deal with
respect and the value of others.

| also continued to apply these principles to other areas. For
exampl e, | have found it imperative to respect the time when those
you work with are away from the office on scheduled, appropriate
lunches, or on vacation, and to strongly encourage that they use it
without calling in to talk with you about work.

You may find it preposterous that employees would actually
be so committed to their work that they would call in while on
vacation to discuss an idea or project they are working on. In my
personal experience, this is a byproduct of leadership: creating
exceptionally dedicated future leaders who are passionate about
what they do and want to share it with you, even when they are
being paid not to think about work. That kind of drive is not some-
thing you can buy, but it is often something you will get when you
highly respect and value each person @ unique skills, abilities, tal-
ents, and gifts.

Simply encouraging those you work with to take the time off
will allow them the time for Ore-creationO, often disguised as recre-
ation and time off. Both you and the employees benefit from this
time away from work, but if they cannot leave you alon e, then hear
them out and explore the idea. Some of the world @ best leaders
have perfect solutions that pop into their brain at two in the morn-
ing, vacation or no vacation.

If you find that it is you who are unable to leave them alon e,
that you continue to call and ask Ojustone more questionO or pro-
vide Qust one small project that is a condition of their employ-
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mentO while employees are on vacation, then | venture to say you
are mis-managing and certainly mis-leading by putting all the eggs
for that project or question in one basket, namely the one on vaca-
tion. Cease and desist calling employees who are on vacation,
unless you wish them to feel compelled to track you down in your
hotel room, while you are vacationing in Cancun, to go over a floor
plan question. ( True story!)

Refrain from training those who work with you that they
cannot do it without you and you cannot do it without them.
Unique individuals with value are pretty darn resourceful. Nothing
will burn down when they are on vacation or on a day off, or when
they leave at five. In our world of fast-m oving business deals and
changes, this may be hard to believe. Howeve r, there is something
to consider if it does feel as if things are falling apart if one member
of the team is absent. Is there an opportunity for cross-training?

Perhaps you have over-delegated or not been involved
enough. Perhaps it is time to re-evaluate the attention you pay, not
only to each employee @ uniqueness, but each employee @ growth.
Did | just hear you sayE
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OBut aren®they adults?0
OArerthey responsible for their own growth?0

Work with me on this one.
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