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Dictators, perverts, temperamental or volatile characters, etc. the authors paint the portraits of tyrannical leaders and then formulate proposals about how to reconsider the individual so he can fulfill his potential.


This work gives managers the keys to success so they can reinvent the relationships at work and develop a culture of caring.




“By brilliantly clarifying the concept of caring and illustrating it with multiple perspectives, the authors successfully develop a masterful and pragmatic synthesis of a vital area of focus for managerial development.”


PHILIPPE GABILLIET, PROFESSOR AT ESCP EUROPE


“This book demonstrates that caring is at the heart of management in the 21st century. The route to follow is demanding, but gratifying, and above all, effective.”


ERIC ALBERT, PSYCHIATRIST AND BUSINESS CONSULTANT


“Placing caring at the heart of an organization makes work a humanistic reality. This book is filled with advice and illustrated with examples. It will guide you to economic and social success.”


EMMANUEL JAFFELIN, PHILOSOPHER
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Preface


The philosophy guiding my professional engagement, civic commitment and personal life is to “make life better.”


We live in a world of withdrawal, loss of faith in institutions and profound economic changes. Can we turn things around; the things around us and especially those in our professional environment? We spend so much time at work. What can we do so our relational life, our life full of exchanges continues to thrive in a company?


I believe there are many ways to experience this intensity at work and my career has shown me that one can make the world better by striving to ensure that in their job employees are more harmonious and open to others and amongst themselves.


I am convinced that what we experience in a company is not disconnected from what’s happening in the rest of society. If you treat people well and promote the common good, these “kind” behaviors will have a knock-on effect elsewhere.


The idea that I promote around me extensively, and that I engage my teams in, is that of creating together a Great Place to Win. I am convinced, and I have had the opportunity to demonstrate in my different professional experiences, that when everyone feels emotionally connected with the company, has the opportunity everyday to do what he can do best, and feels respected, empowered and developed, we achieve the best performances. The Great Place to Win begins with our employees. Then it positively “contaminates” our customers, our consumers, our partners and all of the communities around us.


The manager’s role is key in this approach. A manager makes the difference by clarifying expectations, making sure each of his employees has the resources to succeed, showing respect and a caring attitude, encouraging personal development and favoring cooperation around a shared vision.


Nevertheless, there are many questions: how can we ensure that managers’ reflex is to support and recognize their teams and to reject dominating attitudes? How can we ensure that everyone’s desire to balance his professional and personal life is respected in his company’s culture?


When my daughter was born, I undoubtedly became a better “manager.” My work remained essential but I wanted to be present in the evenings for her. She taught me to get to the essential and to reconcile what isn’t negotiable with my professional passion.


I believe that caring is an attitude that cascades through an organization, from the top to the bottom and all around it. Being caring means taking a sincere interest in others and their well-being, in all circumstances. Caring doesn’t exclude strong leadership, quite the contrary. A caring leader also takes difficult decisions. Fittingly, he takes them from a perspective of caring.


It is also important to create the conditions of success, especially by forming “lean” organizations, with fewer hierarchical levels, so decisions can be taken as close as possible to customers and so everyone has a clear responsibility and feels free to act every day.


Does that verge on utopia? I don’t think so.


The book by Paul-Marie Chavanne and Olivier Truong is rare because it starts with and builds on a knowledge of the deepest motivations of the human soul (his fears, his vulnerabilities and his desires) in order to offer us a credible path forward, full of hope, to spread a culture of caring and help make the world better.


Nathalie Roos


Nathalie Roos is president of the professional products division and a member of L’Oréal’s executive committee. She has held general management positions in multinational groups and was vice president of the Alsace Region’s competitiveness and employment cluster (2010–2014). She is a mother of three.



Introduction


Has caring become a fashionable notion? If the subject seems consensual, individual behaviors in organizations are far from embodying this desired virtue: cynical, jaded, angry and capricious… some people forget the qualities of tolerance, paying attention and showing appreciation that are portrayed as being essential to strengthening team cohesion and contributing to organizational innovation and creativity.


Everywhere, images of a world marked by violence and crime turn our attention away from others. Managers are nourished on the idea that entrepreneurs and successful leaders have all the rights and that their narcissistic whims and excesses go together with their genius. Some openly advocate being nasty to succeed, like this legendary businessman in the Silicon Valley who essentially said: “Only the paranoid survive.”


WHAT IS CARING?


Caring is more than being kind and paying attention to others. Caring goes well beyond that. It is a form of constant intent so everyone can be fulfilled, take initiatives, find a path to discover his destiny, develop his potential and achieve “self-realization.”


Like love, caring is experienced more through its demonstrations than through its inherent nature. Just like love, it reveals itself when it is absent: the lack of caring says something about caring, just as the lack of love says something about love. Caring about someone involves first of all taking an interest in him and taking care of him.


By extension, in a more psychological understanding of this notion, caring refers to the attitude of seeking the well-being of someone else, with the aim of enabling him to grow by relying on his qualities and helping him to surpass his limits.


Finally, it is easier to speak about caring attitudes than about caring itself. A caring attitude towards someone is an attitude that intentionally favors the positive over the negative and a person’s potential over his inherent shortcomings, all with the greatest respect for the person (and first of all his independence).


“A caring attitude towards someone is an attitude that intentionally favors the positive over the negative and a person’s potential over his inherent shortcomings.


However, a caring attitude does not necessarily mean being conciliatory or even tolerant. Too much conciliation and tolerance leads to a form of indifference, which is the opposite of caring.


Caring is naturally a notion that we relate to the field of pure interpersonal relations. Along this line, caring is left up to each individual’s incidental goodwill and temperament: fortunate are those who interact with caring individuals, and too bad for the others.


AND WHAT ABOUT CARING IN ORGANIZATIONS?


In this world of the ultracompetitive, globalized corporation, can one “Dare to care”? Isn’t this just wishful thinking expressed by a few idealists detached from the operational realities of the world? Actually, it is just the opposite. Many surveys show that teams only desire more caring in the organization. A study from the University of Warwick1 shows that the productivity of a happy team increases 12%.


Human and social sciences show us that caring behavior can create an environment that is conducive to individual motivation and engagement and, in the end, to collaboration in small groups. However, this same research still struggles to demonstrate that caring behavior is a source of value creation for organizations for the simple and good reason that an organization’s performance is the result of a multitude of causal factors that can’t be reduced to just the dimension of leadership, human relations or the consideration of people.


And yet, on the contrary, nothing proves that caring behavior is incompatible with performance. Quite the contrary, an observation of small teams shows that the sense of safety, social cohesion, reciprocal protection, happiness and experimentation leads the teams to develop a strong engagement to their work. And employees’ engagement is one of the best keys to performance. Without it, individuals turn away from their tasks, exerting the least effort to do them. And the company fails to realize the treasures of creativity and potential innovation.


IS THERE A COLLECTIVE DIMENSION TO CARING?


The role of leaders and managers is clearly central. And yet, beyond the individual behaviors, are there barriers to implementing concrete organizations capable of promoting caring behavior? To ask this question is to question whether there can be a collective dimension to caring behavior.


In other words, is there room for a culture of caring in the organization? This question was the basic idea driving the reflection that we wanted to pursue in this book. There is no simple answer to this question, which concerns both the philosophy of human relations, the values that inspire them and the very concrete organizational methods and managerial practices of organizations.


Our reflection was guided by pragmatism and an observation of reality. This doesn’t result in a theoretical model of behavior or organization that ensures there is a culture of caring.


But throughout the book we suggest or show signs, benchmarks and criteria that refer to situations that many readers may likely find themselves in.


Our greatest hope is that all of these signs will help the reader to reflect, to reconsider his experience and to consider that he too can contribute to the emergence of more harmony in labor relations.


This book is above all a means of raising awareness: we can all exemplify “a caring attitude” and thereby participate, even modestly, in bringing about a better world.


 


1.OSWALD Andrew J., PROTO Eugenio, SGROI Daniel, Happiness and Productivity, University of Warwick, 2012.



CARING DAY IN DAY OUT: THE IMPOSSIBLE EQUATION?





Part I


At the Heart of the Human Phenomenon, the Power of Fears and the Force of Desire


Peoples’ hearts and minds are filled with fears and desires. The first step in developing caring is understanding what motivates us in the depths of our heart. Fear develops a suspicious attitude, which encourages a climate of antipathy and leads to the primary focus being on self-preservation.


The mechanisms to overcome one’s fears are complex and intimate. Overcoming one’s own fear of being abandoned and eaten is the prerequisite for any manager who wants to inspire. Then he can, fully aware of these mechanisms, allay his employees’ fears.


In the same vein, taming one’s need to be liked and to be recognized as unique is the first step towards better self-control. This knowledge of one’s personal motivators is the key step that allows a manager to satisfy his team members’ needs for esteem and recognition, a necessary condition for motivation and engagement.


Finally, in a time when the young generations are demanding meaning, a manager’s role in developing a culture of caring is to ensure that everyone can find his useful place.



Chapter 1


The Fear of Being Eaten


Magalie, in her thirties, CEO of the Group’s latest Internet start-up, has a meeting this morning with the powerful director of the Key Accounts Division, Bénédicte, a member of the Excom, whose support and help she is counting on to grow this new business. Bénédicte, a fifty-five-year-old businesswoman, looks haughtily at the young woman. Skilled in the art of negotiation and psychological destabilization, this predator only wants one thing: an error or a slip-up so she can recover the Internet jewel in her sphere. Depreciated and belittled, Magalie feels lost. Still full of illusions about the senior employees’ sense of caring towards her, her confidence dwindles with each meeting with her “mentor.” Too late unfortunately, she understands that Bénédicte only wants her to fail. So, she considers dropping everything to return to a job that is a “better” fit for her, in another company perhaps, in a context that she imagines less political.


This touching ritual repeats itself every day in millions of households where the child comes to see his parents: “fear of the wolf.” The fear of being ground up and swallowed is a fear that will still wake up many young parents. Its significance is related to the child’s oral development stage: the fear of being eaten is explained by the association the child makes with the fear of being too loved and eventually devoured just as he devours everything that pleases him by bringing it to his mouth. “In loving me too much maybe you are going to eat me…”


The phrase “we will eat them alive” is often used to galvanize one’s team, to mobilize it against the opponent. The phrase is well known by the political fat cats who groan about their opponents with their predatory smile. To outperform someone is to swallow him, reducing him to nothing by gobbling up his territory. The fear of being eaten is therefore also the desire to eat someone else, to extend one’s influence and one’s empire.


In the business world, it is not rare to see that everyone tries to protect, or even to expand his playing field. This behavior is a way of resolving childhood fears of being eaten, of no longer existing because someone else has taken over. Many managers fear that their job will be eliminated, restructured or dismantled and that they will cease to exist because they have been absorbed. They fear being let go because their entity has been merged or because their division has been acquired by a vulture fund that “feeds” on its prey.


This fear creates anything but a sense of caring. The fear of losing one’s job because a rival would have information that he could use to win territory kindles the defense mechanisms. These mechanisms are many: denial, flight, anger, regression, etc. In short, these mechanisms are sentiments that do not lead to releasing creative and positive energy. Instead, they lead to destructive tension that impacts confidence.


This primal fear results in mistrustful behavior. The consequences that we frequently see in a company are a tendency to want to be at the center of the system and at the heart of information in order to control it and make oneself essential. Then one can’t be eaten, because “without me nothing can work.” We are far from the liberated company: wanting to barricade information and become the gateway for everything constitutes fearful behavior that crystallizes tensions, demotivates employees and exasperates colleagues who only perceive self-centered and individual strategy scenarios. Like a rabbit hypnotized by a car’s headlights, fear paralyzes and inhibits people who fall prey to it and who are therefore deprived of giving their best.


“The primal fear of being eaten results in mistrustful behavior.


MANAGERS WHO ARE AFRAID OF BEING EATEN



The fear of losing territory can result in protective behaviors and generate harmful, counter-productive defensive mechanisms like excessive control and the refusal to loosen one’s grip.




Micromanagement or how to make your employee fail


Micromanagement is one of the most widespread management styles and gradually causes employees to be nothing more than mere implementers of instructions. This is what the word “micro” means: the manager immerses himself in the operating details and doesn’t leave his employees even the slightest autonomy. Micromanagers have an irrepressible need to control everything. They are convinced that their way of doing and seeing is the best.





Christian was an employee in consulting services for twenty years. Here is what he says: “In my first consulting firm, all my PowerPoint presentations and notes were systematically returned marked up in red. On several occasions, I had to start over and do the work again. The effect was catastrophic and demotivating. Past experiences had shown me that I was capable of formalizing concepts clearly and explicitly for clients. If there had been major changes or errors in what I presented, the corrections would have been beneficial for the work, but most of the time I just had the feeling that a professor was grading me and his contributions were purely subjective. In addition to losing self-confidence, I became dependent on his desires: I ended up being afraid of doing anything without asking his permission.


I really had the sense of wasting my time with a boss who did the same work as I! It was so demotivating! I ended up by no longer investing myself or doing my best because my manager was going to change everything in any case. I was frustrated and angry and I managed to make him do as much correction work as I had to do to create my own slides.”


The situation described is a lose-lose situation. If a manager’s work involves relying on the skills of his employees and ensuring that their actions amplify his actions, the manager has every interest in clearing the way for them and not controlling everything. For some managers, this is a substantial exercise in reappraising their behavior.


The other advantage of “giving some slack” and “making concessions” is to allow one’s employees to improve their production and work. Managers should welcome this rather than feeling threatened in their sphere.


MANAGERS WHO ARE FEARED



In a study by Lyubomirsky, King, and Diener1 about the consequences of positive psychological moods on success in work, happy employees increase their productivity 31%, their sales 37% and triple their creativity.


Conversely, fear inhibits and paralyzes the people who pay the price. Who can imagine enjoying working when the primary need of safety (needs at the bottom of the Maslow pyramid, see page 25) is not satisfied? Who can enjoy facing a boss who shouts, who terrorizes and who feeds on the fear that he arouses as a manifestation of his power? In toxic environments, it is difficult to create.


Sumantra Ghoshal2, of the London Business School, in his speech at the 2010 World Economic Forum, titled The Smell of the Place, asserts that it is easier for him to be innovative and creative on a university campus in the middle of the Fontainebleau forest in France, where he is a professor at INSEAD, than in the polluted and stifling heat of Mumbai, India. He refers less to the nonwork conditions than to the quality of the human relations in the organization. An employee who is under constant managerial pressure will very likely be less creative than an employee who has established a relationship built on trust with his manager.


How can a manager dominate his own fear that stops him from developing caring behavior and interferes with his team’s performance? If Bruce Wayne, committed to justice, became Batman in Gotham City, it was to confront his fear of bats by transforming them into important forces driving action. Knowing how to overcome one’s fears is one of the most complex lessons to learn for any human being: overcoming one’s stress, overcoming one’s anxieties and overcoming one’s fear are real challenges for all of us.


“Knowing how to overcome one’s fears is one of the most complex lessons to learn for any human being.


Francine works at the checkout of a store. Régine, her boss, is extremely suspicious of her employees. She is always afraid that they do their job poorly and are dishonest. For each check cashed, Régine checks that the “payable to” line has been filled in. Which could, in absolute terms, be a sign of meticulousness. Except that she also looks at the video surveillance films. She asks everyone about his or her time of arrival and of departure. She often wrongly accuses her employees when some products have disappeared. A climate of suspicion reigns. Her employees have the impression that she always suspects wrongdoing. Whatever they do, the boss will always control everything. They sense her mistrust. Francine, the longest-serving on the team, though fundamentally honest, asks herself what’s the point of striving to do her best since in any case her boss seems to systematically find pretexts to make trouble. Double-checking, asking embarrassing questions and inquisitioning to subvert the teams have become her ways of doing business. Everyone is afraid of doing something wrong…


We see that the more an individual is dominated by his fears, the more he will tend to isolate himself and in the end, make his team’s life more difficult. Through imitation, every employee acts by identifying with his manager. If caring behaviors can be contagious, managers’ spiteful behaviors are also undeniably contagious because bad behavior always ends up overwhelming good behavior. Fear creates a practice of suspicion. And suspicion favors a climate of ill will.


 


1.LYUBOMIRSKY Sonja, KING Laura, DIENER Ed, “The Benefits of Frequent Positive Affect: Does Happiness Lead to Success?” Psychological Bulletin, American Psychological Association, vol. 131, no. 6, 2005, pp. 803–55.


2.SUMANTRA Ghoshal, The Smell of the Place, [speech at the World Economic Forum], 2010.



Chapter 2


The Fear of Being Abandoned


Grégoire spent his entire career in the company. Yet today he is no longer a member of the management committee. His new boss has decided that Grégoire would not keep his team or his personal office. After anger, denial and incomprehension, Grégoire understands that his scope of responsibilities is gradually withering away. His boss only offers him a few useless tasks. After having been at the top of the company for a long time, in the spotlight and with power, he now has the feeling that he has lost everything. He gradually enters into a phase of acceptance and resignation. Grégoire has the sense that the company he gave so much to has betrayed him. He doesn’t understand this injustice and grumbles about the values proclaimed by the company. He remembers his timetable when meetings followed one after another, when his email inbox was overloaded with requests, reports to read and requests from his staff and colleagues, with more than fifty emails daily. Now he misses this effervescence that constantly plunged him in the midst of the action. Some of his fellow workmates who joined the company with him also fear being “sidelined” and abandoned. In the canteen, he often dines alone by choice, but also because his former colleagues are less available. These colleagues take little time to show the consideration that meant so much to him.


A FEAR INHERITED FROM CHILDHOOD



Little Constance is two years old. Her father drops her off every morning at the nursery while her mother takes care of her brothers. Often, she looks at her father and breaks into tears. Yet there is Christiane, her favorite nanny, who reassures her and tells her that her father loves her and that he would never abandon her, but nothing makes a difference, nothing dries her tears.


Everyone has gone through situations that they experienced as effective abandonment: an overworked mother, a father working abroad, a sick grandfather who is less present for Sunday meetings, etc. In short, this more or less pronounced feeling of having been set aside has repeated itself since childhood. Many tactical plans are implemented to overcome this fear: attract attention, try to be noticed, etc. This is nothing abnormal, except that the fear of being abandoned is reactivated easily.


“The fear of being abandoned is reactivated easily.


Unfortunately, some people have known situations where this fear has taken excessive proportions (actual abandonment, undesired child, etc.). Then pronounced narcissistic fragilities appear that push individuals to seek constant emotional nourishment to offset their childhood wounds. Dysfunctional behaviors can grow in this breeding ground: excessive jealousy of someone else that could capture the attention, the inability to integrate in a group, meekly accepting disrespectful attitudes towards oneself to maintain one’s position in the team. Everything will be done to avoid replaying the abandonment scenario.


Fear provokes the main concern of self-preservation. It creates the feeling of vulnerability or insecurity. It leads to various behaviors like fearful flight, “defensive” aggression, the acquisition of dissuasive or threatening means and powers or even attachment to a protector. These behavioral survival strategies against the fear of abandonment all flow from the same feeling of vulnerability or insecurity. They all pursue the same objective: move towards an ideal of safety and security.




Schutz’s need of inclusion


William Schutz is an American psychologist, famous for his theory of interpersonal relations.1 He distinguishes three needs that cause humans to establish relations with others: the need for inclusion or the basic personal need for contact with others, the need for control, and the need for affection. All three types of needs would exist in everyone, but their relative importance would be different from one person to another.


The need for inclusion is the need that pushes us to get involved with a group, to try to be part of a group of people and to be a recognized member of a group. It would be the first need to emerge and the most essential to a healthy life.





WHAT HAPPENS WHEN ONE IS ABANDONED?


Jules doesn’t get along with his manager anymore. He is fed up with the rush requests that are imprecise and poorly structured. He is aware that his manager has not mastered his sphere of activity and even calls him incompetent in public. The situation grows more acrimonious and the manager decides to reduce Jules’ scope of action and entrust his key assignments to an employee he has more confidence in. Jules wonders if he should have expressed his dissatisfaction so openly. Meanwhile, he will no longer be in charge of the big convention next month that he has been preparing for over the past few months with his partners. He has to transfer the project’s history to his colleague and put him in contact with his long-standing contacts.


Abandonment as such is embodied by being deprived of a project one cared about, by being put in an office away from the group or by an infinite number of events that can be interpreted as signs of abandonment. Rightly or wrongly, a manager could forget to show signs of attention that are sometimes so important for his employee that they could be interpreted as signs of abandonment: a forgotten thank you, a missing hello or a verbal blunder. There are limitless opportunities, which are enough for some employees to vindicate their fear of being abandoned.


Life reminds us that a manager whose work no longer warrants his boss’ personal interest begins to doubt his own value and interest. There are many consequences, because the entire team under him, if he still has one, enters into the same psychological process.


Magalie, (see chapter 1, page 23) after having feared losing her scope of action, finds herself abandoned and forced to look for another job in the Group. “We’ll help you,” she is told in a suave tone. Consumed by the sense of being the victim of petty maneuvers at the highest levels, she knows that she has very little time to find a job, otherwise the ax will fall and she will be asked to leave. Abandoned to her fate, she has to find within herself the necessary psychological resources to overcome what she perceives as a profound betrayal.


According to a BVA survey carried out in June 2014 on engagement to their work, only 15% of employees say they are engaged in France, while 35% are actively disengaged and go to work with the intention of demotivating their colleagues. Unhappiness at work, as the researcher David Graeber of the London School of Economics underlines, continues to grow as certain unnecessary “jobs” proliferate. Having the sense of occupying an unnecessary job is the corollary of the sense of abandonment at work.
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