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      NOTE


      As you will notice throughout the book, I have written poems to illustrate specific concepts. They reflect either my own experiences

         or those shared with me by friends and colleagues.

      


   

      INTRODUCTION


      The new boss: challenge or anxiety, excitement or fear, competence or failure—which will it be? What will make the difference?

         Supervisors are only as good as the workers who work for them, so to be the best supervisor a worker ever had and the best

         supervisor a plant, office, or institution ever hired or promoted, we need to understand the workers’ needs as well as the

         organization’s goals. How do we know what workers need and want, how much to expect from them, how hard to push, or what rewards

         to give, especially if those workers are different from most people we have known? How do we supervise anyone? This book addresses

         the questions, worries, and issues of the newly hired supervisor, as well as of the supervisor who has been at it for a while

         and who wants to do an even better job. Many of the issues discussed apply to managers as well.

      


      As a professor of management at the University of New Hampshire, I was asked by the then director of training, Bev Parker,

         to design and lead a series of workshops for the supervisors working on campus—the electricians, plumbers, grounds personnel,

         security guards, food service people, contractors, maintenance workers, audiovisual people, and all the administrators connected

         with the running of a university. We started a series of eight three-hour workshops, held once a week, dealing with the broad

         topic of supervision. The first series was so successful that we kept offering them, one after another, for several years.

         In order to train graduate students to lead these seminars, I devised a booklet to help them learn the methods I was using,

         including lectures, discussions, experiential exercises, simulations, and role plays.

      


      At the same time, I was asked by several corporations to give courses for supervisors, and again I devised teaching methods

         to accomplish my objectives. As I worked in a variety of settings, I came to realize that whether I was dealing with blue-collar

         workers, engineers in high-tech organizations, or service employees, the problems of supervising others were very similar.

         This book is an outgrowth of those experiences.

      


      It also grew out of discussions I had with my students, who came from the Far East, the Near East, or just the East Coast—students

         whose parents spoke only Spanish or Vietnamese, whose different values gave them problems in their places of work. Because

         I teach both undergraduates and MBA’s, usually during evening classes, most of my students work full-time, have families,

         and go to school. Some complain about their bosses, others about their workers. As I travel throughout the United States on

         lecture tours speaking to “displaced homemakers” and police chiefs, women in engineering and Rotarians, the Junior League

         and executives of corporations, I get many questions about “how to deal with that other person different from me, whom I just

         don’t understand.”

      


      As more and more women and minority populations are entering the work force, they remain concentrated in lower-level positions,

         supervised by people who may not understand them. There are differences among people because of cultural heritage—race, sex,

         age, education, nationality, and religion. If you’re just out of college, what do you know about older people or blue-collar

         workers? If you’re an older person, how well do you understand today’s youth? If you’re black, do you understand the Mexican-Americans?

         If you’re Asian, do you understand the American Indians? If you’re a man, do you understand women? If you’re a woman, do you

         understand other women?

      


      It is impossible to avoid stereotyping people. For example, I fit into several categories and have many reactions that are

         typical for my gender: female; for my age: 58; for my education: an M.S.W. at age 40 and a Ph.D. at age 50; for my family

         background: born in Paris, France, a child of Russian immigrants; for my current work: teacher, lecturer, consultant, writer

         of management books, as well as poetry. I am also a mother and grandmother. Just knowing these things about me will give you

         clues as to how you might relate to me and what to expect from me.

      


      Stereotyping is useful in the early phases of relationships. It becomes prejudice when individual differences are not acknowledged.

         The challenge is to be able to use generalizations yet recognize when they don’t fit particular persons. This book is written

         to help you do that by providing opportunities to use the generalizations in order to understand individuals.

      


      Because we all bring our differences and our distinctions to work, it is important for the supervisor to be sensitive to the

         issues of a work force that is already 20 percent nonwhite and over 40 percent female, 95 percent of whom are concentrated

         in the lower-level jobs. This is the population that needs to be valued and understood, on one hand, and taught to fit in,

         on the other.

      


      The research for this book came from a variety of fields: counseling, psychology, sociology, anthropology, international management,

         business, industry, and nonprofit organizations.

      


      I believe in doing serious research, but I also believe that research should be made available to the people who are the subjects

         of such work so that they can also become its users. The contents of this book are based on studies by other people as well

         as on my own research and observations. I wrote this book because I believe that there is nothing quite like it and that most

         people are usually not given enough training to become good bosses and handle their responsibilities effectively.

      


      A supervisor can be demanding and compassionate, caring and in control. This book is for those of you who are on the first

         rungs of the ladder, with a close-up view of the places just below and a more distant view of the top. It begins with the

         news of a promotion and the initial reactions to it; it continues from the first day of the new position to the first week.

         It tells you how to handle your feelings, what actions you should take, what you should look out for, what important skills

         you should be acquiring, and what issues you will have to deal with as you get settled. The chapters are sequential and progress

         through your development as a new boss, whether you are managing workers, dealing with superiors, or coping with conflicts

         and stress.

      


      This book is intended for the men and women who supervise others and who want to understand their workers in order to help

         them achieve top performance and provide better work climates.

      


      Good bosses make better workers. If I can help you become a more effective boss, this book will have been worth writing.


      Supervision is both a skill and an art. The skills can be taught—and this book teaches—but the art must be felt as you read

         through the pages. The art is reflected in an attitude toward people and toward work. People matter and work matters, and

         all we can do is to be aware of both and be the best boss anyone has ever had.

      


   

      PART I
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      GETTING STARTED
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      YOU’VE JUST BEEN PROMOTED


      Congratulations! You walk out of your boss’s office. Your palms are sweaty, you feel cold, you’re flushed, your head is pounding,

         your mouth is dry, your stomach feels queasy, your head is spinning, you’re excited, happy, and scared out of your wits. What

         happened?


      You’ve just been promoted!


      You’re going to be a boss! Who? Yes, you!


      You got a handshake, a pat on the back, and a “We know you can make it.” You go someplace to collect your wits to see what

         it feels like to be a “boss.”


      Don’t panic—first things first. Whom do you tell, when and how?


      If you did not discuss this with your supervisor, go back into his or her office and ask how this news is to be made known.

         It is best that your supervisor make the announcement to the people who will be reporting to you, as well as to your new peers—the

         other supervisors. Too often, there are misunderstandings as to who reports to whom. Insist on this being made very clear

         to all concerned so that the legitimacy of your authority is not challenged. Emphasize that many potential problems will be

         avoided if your authority is clear to everyone. Drop into people’s offices informally, talk over coffee breaks, and make the

         news known to your peers. If your boss for some reason is unable or unwilling to announce it, arrange a meeting yourself and

         formally make the announcement to your subordinates. You may want to take that opportunity to talk about what the promotion means

         to you and to the people around you. This will be the last time that you’ll be “one of them.” That evening, after you have

         told your spouse or called your parents and friends, you’ll have to begin preparing for your first day as boss. In the best

         of circumstances, you will have enough time to examine your objectives, to read this book, to get additional training, and

         to seek guidance from others who have “been there.” If tomorrow is the day you start, what should you be thinking about on

         your first day as boss? How will you begin? You’ll walk in and do what? Say what? To whom? Much will depend on how you were

         promoted: from the ranks as an old-timer, from the ranks as a new worker, from another department, or from outside the company.

         It depends on the four scenarios.


      How You Got There


      Let us look at these scenarios, because each one will make you feel differently about your promotion, and you will therefore

         act differently and will need different strategies.


      Scenario 1


      You have been at your job for what seems to be forever and finally, finally you have been given added responsibilities—you

         believe that “It’s about time!” and somehow can’t quite enjoy it because it’s past due. The company took too long in recognizing

         your merits, and there is pleasure mixed with some bitterness at having been passed over so many times, at not yet being where

         you feel you ought to be, considering your age or the time you have been with the company.


      You don’t smile at the congratulations, you don’t thank your boss, and you get down to the business of managing without a

         transition. After all, you’ve been there long enough to know the ropes. Mistake! Even though you know everything there is to know about your organization, your department, and your workers, today everything

         is different. You will now be perceived differently, you will be talked to differently, and your former colleagues will wait

         to see if you will change. Yes, you will change. If you do not, you will not be doing your job. Your relationships based on years of friendship and years of sharing

         daily events will not be the same. You are now in a position of power, and you can affect the lives of others. Some of those

         others will be political opportunists. They’ll stay on your good side, and they’ll try to use the friendship to their advantage.

         You’ll get requests like the following:


      “You don’t mind if I take Friday off, do you?”


      “You’re going to report that after what we used to do?”


      “Oh, come on, let me leave a little earlier; what’s with the new boss stuff?”


      “What’s the matter with you? You’ve turned into a drill sergeant or something.”


      It will be difficult to establish your role because you can no longer indulge in old patterns of behavior: sharing secrets

         or gossiping about your supervisors, punching out for one another, or taking longer lunches with former peers who are now

         your workers, because you will then be seen as playing favorites.


      You are not the person you were yesterday; you are a boss, and being a boss is a role. A role is a prescription for behavior,

         and you now have a new prescription. As soon as you step into your new job, you’re in the role of a supervisor. This does

         not mean being phony. You bring who you are to the role of supervisor. You may not want to accept this: “Why do I need to

         change? Why do I have to give up the easy sociability?” If you don’t revise your social behavior, you will have an impossible

         task when you need to refuse favors or have to reprimand, discipline, demote, or even fire people who are friends. It does

         not mean that you are not a friend but that you’re a boss first. If you choose to remain “equal,” you may be liked but not

         respected. If you choose to accept your dominant position, you may lose the pleasant camaraderie but will earn respect if

         you are a fair boss.


      It is not an easy choice, but it must be made at the start. Your workers will be watching you closely to see what you do.

         Don’t count on their making it easy for you; it is to their advantage to keep you at their level. There are exceptions: Where

         group work is effective without formal leadership or when workers can begin their jobs on their own and can control their

         own results, the supervisor may still be accountable to higher-ups but may be more of a team member than a leader.


      So thank your boss and accept the congratulations. You are now part of the management team, and your support will come from

         them.


      Let’s look at an example. Nora had been on the assembly line for many years. She liked her job, the income it produced, and

         especially the friends she had there. Families would get together for picnics, couples went bowling, and the women baby-sat

         for each other. Company policy had been to promote from within, and even though she had seniority, managers in the plant had

         always been men. Nora was finally promoted. Of course, she was pleased; her boss assured her she would have no trouble because

         she knew the operation and the people so well. Nora’s friends congratulated her, saying that finally “one of us made it.”

         But was she still “one of them”? Nora received more invitations to come by for coffee and dessert in one week than she had

         in the previous six months, and Nancy, her closest friend, had already asked to be switched to another part of the line. What

         should she do?


      If Nora is smart, she’ll tell Nancy she can’t play favorites, explaining that she would be seen as unfair by the others; and

         that if the opportunity arises where the switch will make sense, she’ll remember her request. Nora is in for a difficult time

         when she’ll have to make some tough choices between remaining a friend or being a fair boss. The change of role from worker

         to supervisor may be the most difficult adjustment in the workplace.


      Scenario 2


      You have recently been hired, haven’t learned all you need to know about your job, and have already been promoted. Is it because

         you worked hard, because you are smart, or because of affirmative action? Did the company need to fill a slot or fulfill a

         quota? You don’t feel prepared and are scared. The assumption many people make is that they’re not ready, not “good enough,”

         or that they’ll be “found out.” This assumption is made more often by women than by men. (Research indicates that college

         men with a C + average think they can do graduate work, but college women with a B + average think they cannot.1)


      I talked with a group of young women recently, all Ph.D. candidates, about their career plans. Each wanted to know what additional

         courses she ought to take, what seminars she should attend, what workshops would be useful, what books she should read. In

         other words, what other preparation should she have that she hadn’t as yet acquired? Not one woman felt that she was ready.

         When I pointed this out to them, they recognized that their fears were based on not being willing to accept responsibilities.

         As long as you call yourself a learner, you don’t hold yourself accountable for the mistakes you make. It takes courage to

         be willing to make mistakes. Most errors are reparable. The first few mistakes are part of training. It is only the fearful

         who do nothing and who don’t make mistakes. You probably have higher expectations of yourself than anyone else has. What you

         don’t know, you will learn on the job. Remember, if you do something wrong, you are not the mistake, and the mistake is only a mistake.


      You have two points of view to consider: how you perceive yourself and how others perceive you. If you think of yourself as

         inadequate, not ready, too young, too new, too junior, you will project this image by the way you stand, sit, talk, and even

         dress. You can come across either as a “helpless young thing who doesn’t know” or as a person who accepts responsibilities

         and who can ask for the needed information to perform effectively or can seek the necessary training.


      Remember what it’s like to be in charge of younger children? You know the score, and they don’t. You are responsible for what

         happens. Get in touch with that “in charge” feeling and carry it to work with you. Don’t wait until you think you’ve asked

         all the questions, mastered all the techniques, and done all the research. Begin having authority from Day One. First impressions

         last. In some organizations, if you give the impression that you are a learner, you will always be remembered as a learner

         and will have a hard time transcending that image. This brings us to a second problem: how others perceive you. When I have

         former students who become colleagues, I have a very hard time thinking of them as peers. They always remain “former students”

         as opposed to equals. I may admire their work and respect them as professionals, but I manifest parental pride in their achievements.

         Our children never catch up with us even if they overtake us.


      Sometimes it is so difficult to stop being regarded as a learner that the only alternative is to leave the place of your beginnings

         and move somewhere else so that you can start out as a professional person.


      If some people think you have been promoted “too quickly,” you may be resented for quite a while: “Why you and not me?” If

         you’re a man, some people may accuse you of having “pull” or using friendships to get ahead. If you’re a woman, men who have

         been passed over will say you’ve benefited unfairly from affirmative action and will be, angry at you for taking advantage

         of a political situation. Other women who may have less merit than you may attribute your promotion to the fact that you flirted

         with your boss. They may insinuate that you “slept” your way to the top. It is often comforting for the one who has been passed

         over to believe that someone has done well not because she’s better but because of some unfair advantage she used for her

         own advancement, such as political or sexual manipulation. Seldom, if ever, will someone say, “She was more qualified than

         I and will do a better job than I could have.” So much for human nature. What is important to remember is that it is human

         nature to protect one’s ego.


      This does not mean that some people might not be genuinely pleased for you and be ready to cooperate, but others will be competitive,

         difficult to work with, and may even try to sabotage you.


      None of this should frighten you away; it is a “worst-case” scenario. If everything always went smoothly, there would be no

         need for this book.


      Sandra had been working a short time as a researcher in the chemical lab of a large drug company when her boss called her

         in and asked her if she would like to be in charge of a seven-person lab, the present supervisor of which was being transferred.

         Sandra was surprised; she had only recently received her advanced degree, but she knew her work was exceptional. She worried

         what others would say, especially the two older men who were continually denigrating her. Her boss felt that she was the most

         creative of the team, in addition to being very meticulous and committed to doing well. She would often work late into the

         night rather than stopping in the middle of an experiment. When she mentioned her worry about her acceptance by her peers,

         her boss just shrugged his shoulders. Sandra asked him to make the announcement and to be very clear about her new responsibilities.

         Sandra was right to be uncomfortable; there was much grumbling, often within earshot. She decided to sit down with the members

         of the team and discuss the various projects they were working on, her expectations, their problems, and her willingness to

         be supportive. She was able to confront the more difficult men with their feelings of having a younger female in charge. It

         was Mike, the oldest member of the team, who gave her trouble. He talked disparagingly about women in general and was barely

         polite to her. She was afraid of a confrontation but felt one was necessary. She asked him to come to her office and asked

         her secretary, in front of Mike, to hold all calls. They had the following conversation:


      SANDRA: Mike, you seem particularly unhappy with my being in charge. Is it because of something I have done, because you worry I

         won’t work out, or just because I’m a woman and you don’t believe women should be in charge? (Notice that she gives him alternative

         explanations for his behavior.)


      MIKE: Well, I just don’t understand why the boss thinks you’re so great. We never had a woman doing this kind of work, and I don’t

         know why we should start now.


      SANDRA: In other words, you’re not sure I’m going to be good, and you’re worried about the future of the lab. (She offers him a

         face-saving device.)


      MIKE: Right, you haven’t proven yourself, and there is so much at stake.


      SANDRA: I appreciate your concern, and I wish everyone cared as much as you do. I think you should trust the boss’s judgment—he

         believes I can do the job. I also hope you will give me a chance to prove myself. I want this lab to do well just as much

         as you do—so we share this, but I need your help, Mike. You’re competent, and you have a lot of experience. Suppose you tell

         me when you see any signs of problems, and we can talk about them. I know it’s hard for a lot of men to work with a woman.

         (She does not say, work for me, or for a woman, but with a woman.)


      MIKE: Well, I don’t know, we’ll see.”


      SANDRA: Will you give us both a chance to work together?


      MIKE: I guess so.


      Her efforts paid off. She became accepted because of her competence as a chemist, and even more because of her sensitivity

         in dealing with difficult issues.


      Scenario 3


      You are being promoted into another department. Although you know the organization, you may have only a vague notion of who

         your new people are or what they do or what is expected of you. You’re an old hand and a newcomer at the same time. This is

         a very treacherous situation, because your tendency will be to do things as they were done in your former place, which may

         not fit the needs of the new place. Information, as well as misinformation, about you may have preceded your entry. You, too,

         may have gathered impressions from hearsay or previous contact with the people there. Both sets of ideas may be wrong because

         whatever stories you or others have heard were relayed through someone else. Entering a new position is like getting married.

         Everything depends on how the people involved work out the specific differences among themselves; the issue is the relationship

         between you and your workers. Just as you change for the better or worse, depending on whom you’re with, so do workers behave

         differently depending on who their boss is, on who the other workers are, and on the nature of the job.


      Moving from one department to another is an opportunity to learn the norms (the unwritten rules) from scratch. Don’t assume

         you already know all about your new area. Observe who does what, how, when, with what consequences, and for whom. Find out

         what kind of boss was there before you and how he or she did things, and whether or not it was satisfactory. If the previous

         boss was very much liked and is now missed, you’ll have a harder time because you’ll be expected to fit someone else’s style,

         which can never be done. The way to deal with this situation is to be up-front and say that you have heard how wonderful the

         former boss was and that you hope to do as well, but that everyone’s style is different. On the other hand, if the former

         boss was ineffective or disliked, your subordinates may have unrealistic expectations that you can save them. Unless you help

         them to adjust their expectations to ones that are reasonable, you and they could face serious disappointment or even failure.


      Whatever your situation, find out for yourself everything you need to know by talking directly to each person in your department.

         Never rely on hearsay or secondhand information. Use your newness to your advantage.


      Just as your workers will want to see the same patterns repeated (there is security in the familiar), you will have a tendency

         to manage as your former boss did; you will do the things that worked in your other department. Observe, take stock, and learn

         about your new place and new position. You should be willing to do some things their way and not only your way, or work out a compromise.


      You may be expected to know specific things you do not know, yet you do know many things that would normally take years to

         find out. In being transferred and promoted, you have the best and the worst of all possible worlds.


      Henry moved only two floors down, but what a difference in the work climate! For example, in his old department, the coffee

         break was scheduled and observed from 10:00 A.M. to 10:15 A.M.; in the new department, it was somewhere between 10:00 A.M. and 11:00 A.M. (more or less 10 to 20 minutes), and no one seemed to care either way. Henry knew that if he were to institute a rigid 15-minute

         break, he would make people angry, so he decided to see if people would take advantage of a flexible break and whether it

         would reduce productivity. He thought if the time taken off were to stretch to 30 minutes too often, he would say that 15

         minutes was all that was allowed, but that it could be taken anytime between 10:00 A.M. and 10:30 A.M., thus offering some flexibility within a more rigid time span. Henry was prepared to go along with the norms as long as

         they were not unproductive. He also had a plan ready in case he needed an alternative. As it happened, he was tested only

         once by an employee who did take a long break of 35 minutes. Henry’s preparation paid off. He spoke to the worker, reminding

         him not to take advantage of the flexibility. The offense was not repeated. Henry had set the limits not only for that one

         subordinate but for all the others who were waiting to see how he would react. (It is always a good idea to check with your

         boss to be sure he or she will back your decisions.)


      Scenario 4


      You have been newly hired as a supervisor. You have a college degree, an expertise in a specific field, and a track record,

         but you know next to nothing about the company that hired you and even less about the people you will be supervising. You

         go in on the strength of your expertise and your boss’s confidence in you. Obviously your boss saw your potential. The expectation

         is that you’ll render good service—not right away, immediately, tomorrow, but IN DUE TIME. Don’t expect perfection from yourself

         or anyone else, let the work proceed as it has been, observe, and make notes on what you see or hear. Make a list of your

         workers, and note what they do. Study their job descriptions. Do they actually do what their job descriptions say they do?

         Do they do more, less, or something entirely different? Are they productive, and do they seem content? List the patterns you

         observe. Who comes in early or leaves late? How much socialization is there? How hard do individuals work? What is the mood

         in the office? Is the work boring or challenging? Study file records on turnover rates, absenteeism, sick leaves, and complaints.

         In other words, do as an anthropologist does in an alien culture: study the ways of the natives. Little by little, you will

         begin to make sense of their culture. Establish a relationship with your employees: talk, ask questions, get a feeling for

         their weaknesses and their strengths. Don’t make quick judgments or promises. Wait for a while before you take action. What

         may seem disruptive at first may not be in the long run. New managers are always eager to show their ability and therefore

         tend to start making changes too early. Tell your workers you need time to observe and think about what you see, and only

         then do you plan to make decisions about what will continue as is and what will be changed. If you feel there is pressure

         from your supervisor for you to perform immediately, ask him or her for the time you need to be informed.


      The anthropological attitude when you enter a new job or a new position is always a helpful stance to take at the beginning,

         because it lets you be more objective. It’s harder to be as analytical if you’re promoted from the ranks because it’s also

         your culture, and it’s almost impossible to detach yourself enough from it to pretend you’re an outsider looking in.


      Steve had been an assistant buyer for some years and knew the clothing business well, but there he was, hired to manage a

         department in a large appliance discount store. There were either hectic periods when the salespeople were bustling about

         trying to serve impatient customers or quiet periods when there seemed to be little for them to do. He noticed that while

         there was work to be done during slack times, the salespeople stood around chatting and then, as soon as customers came in,

         sprang into action. He thought of changing this and assigning tasks, but he decided to wait and see. He was right. Salespeople

         were active when they needed to be and took the needed rest from the pressure when they could, managing to keep up with the

         paperwork in between, without having it rigidly scheduled. Had Steve insisted on setting specific times for the work to be

         done, he would have run into resistance. The atmosphere was friendly, people helped one another, and the salespeople needed

         to relax in between very busy times. Steve decided to keep observing and to do nothing unless he noticed that work was not

         being performed adequately.


      How You Look Makes a Difference


      Before you begin your day in your new role, think about the image you want to project. Clothes express three messages: they

         tell something about your company, about your position in the company, and about the way you feel about yourself. An advertising

         agency and a bank may want to convey very different images to the public. A clerk and an executive need to convey different

         images. For example, in your plant or shop, do the supervisors wear overalls as the workers do? In your hospital or lab, where

         everyone wears white coats, is the supervisor’s the same as the technicians’ or different? In your office, do most female

         workers wear slacks or dresses while most female managers wear suits? Do most male managers wear ties? If you’re a woman with

         no women supervisors whose clothing you can use as an example, look at the men. Are they wearing jackets? This will give you

         a clue as to how formally you will be expected to dress.


      Pay attention to what you wear; it often dictates how you act. We all alter our behavior according to our dress. I put my

         feet up or sit cross-legged in jeans, but I sit up straight in a suit. I also stand straighter when I have a jacket on, and

         my handshake is firmer. Your clothing need not be expensive, but it must be becoming and fit well. If you are a woman, avoid

         too-tight skirts or low-cut blouses. Don’t buy skirts with side slits because often more shows than is intended. Blouses can

         be feminine, but they never should be see-through. Buy skirts that let you get into a car comfortably without their riding

         to midthigh.


      Do the men and women in your place of work wear easy-to-care-for polyester, or do they dress in materials that look like cotton,

         silk, linen, or wool? Adapt your clothes to whatever seems to be the norm.


      Are the colors of your clothes muted? Do people dress conservatively? Who wears ties, and what kind? What about belt buckles?

         Shirt colors? Check to see what is commonplace. In other words, follow the examples that are there for you to observe.


      If you’re at a loss as to what to buy, you will find that most department stores now have personal shoppers who will advise

         you at no extra cost. Shoes should be simple pumps in neutral colors with comfortable heels. Many women I know have bought

         briefcases that can hold a small purse containing their personal items and whatever papers they need. If you get one, you

         will find that a side pocket is useful for papers too big to fit inside. You do not need to carry all your makeup everywhere

         you go. Have everything you will need to use in your office drawer as well as in your home, and carry only touch-up items.


      Cologne for men or perfume for women is acceptable as long as the fragrances leave with you when you go.


      Women often ask me about makeup and nail polish. You can use them, but be conservative—you don’t want to look “made-up,” nor

         do you want attention to be focused on very long, very bright red nails. You should wear your clothes and your makeup, they

         should not wear you. Eyeglasses studded with stones are not for work; neither is gaudy, noisy jewlery. If you have very long

         hair, gather it in a neat fashion. Remember, understated is considered more elegant. You can begin to be more creative in

         the way you dress only after you have been there awhile and have earned some credibility.


      How to Begin


      As a worker, you were responsible only for what you did, but as a supervisor, your job is to be responsible for what everyone

         else does. In other words, you are accountable for other people’s performance. If they don’t do well, you get the blame. If

         all goes well, you get the credit; if performance is above expectations, you may even get praise. What is performance, and

         how do you know when people are performing well? As a supervisor, you are responsible for a product or service—whether your

         subordinates make airplane parts or fill out and file insurance forms or answer phone calls. Whether your workers use their

         hands to build or type, their heads to study and to think, their voices to answer phones, or their faces to smile when greeting

         visitors, they are all doing something that can be done well or done poorly.


      What must you know and what must you do to be a good supervisor? On the first rung, most supervisors are teachers. You will

         probably have to know how to operate equipment in your area and what is expected from each employee. You also need to know

         the standards you will use to measure a job well done, whom you can depend on and who depends on you, the resources available

         to you, and what will be expected of you. When you know these things, you can decide the means by which you plan to achieve

         your goals.


      As a supervisor you will be in charge of three basic tasks: (1) what needs to be done; (2) who will do it; and (3) how it

         will be done. It will be your responsibility to make these decisions, fitting the worker to the job, helping those who need

         it, creating an atmosphere where people can be productive and enjoy their work and each other. It will be your chance to influence

         a large part of the lives of your workers so that they go home at the end of the day feeling good about themselves and the

         work they do.


      A supervisor has power. What you do and say has impact. If you’re not satisfied with one of your workers, your expression

         of that dissatisfaction may mean loss of self-esteem or loss of a job. If you are pleased, your attitude may mean a boost

         in confidence or even a pay raise. You are now in a position of influence, and you have a responsibility to be fair, honest,

         clear, direct, and supportive. Enjoy your promotion and learn to be the best boss your workers ever had.


      Understanding the Big Picture


      The big picture for you is the whole organization. What is the purpose of this organization? What are its short-term goals?

         What are its long-range goals? Where is it going? Can you discern a value system, such as “Let’s have the best-trained people

         in the field” or “Let’s get this done the fastest and cheapest way” or “Let’s beat the competition or be the first” or “People’s

         problems outside of work are not our business” or “We’re a company who cares”? Even though each organization is basically

         concerned with overall productivity, the means used to get to that goal represent the company’s value system.


      I will discuss the big picture first because the tendency for a new supervisor is to remain identified with the workers. It

         is now important for you to start identifying with management. You are now part of the management team, and even though you

         may feel your support comes more from your workers than from your equals or your superiors, do not fall into the trap of settling

         in where you are most comfortable, but work at getting to know your new peers.


      It is important to understand what the organizational goals are and what means are used to obtain them in order to find out who in the organization seems to be fulfilling these expectations best—those are the people with power. For example, if your

         company wants to be in the forefront with new products, innovations will be valued; therefore, the people who are willing

         to take risks and test new ideas will do better than the conservatives who do it the way it’s always been done. If your company

         is run by older, more careful people who know a good thing when they have it and prefer to stick with it, a person with bright

         ideas on how to improve matters will not be welcome.


      Expectations will also be affected by whether the organization is in a period of growth and expansion, in a period of stability,

         or in a period of trying to survive by cutting back.


      Power flows to the people who meet the most critical organizational needs. Let’s take some examples: Procter & Gamble may

         focus most on marketing; Intel (a computer company) would want to push ahead through research and development; and Chrysler,

         which used to emphasize production, now heavily depends on its finance people. If resources are scarce, purchasing agents

         are more important to the company. If a school is in financial trouble, funding has to be developed and students have to be

         recruited.


      Right after World War II, when getting the economy back on its feet was the first priority, the people in production were most influential. Then marketing gained importance as increasing demand became the goal. When funds were short, financial experts developed influence. Today the people in power have to be good at negotiation; they need interpersonal skills to deal with conflict. According to a recent report, three job functions that are moving

         into preeminence in top management are corporate planning, human resources, and marketing.2




      Because there are always tensions in any system, you will need political understanding to survive. The balance of power is

         always changing, so you must keep reading the signs to know what is going on.


      At the beginning, try to fit the mold—it is visible if you look for it. Only much later, when you have gained credibility

         and are well established can you dare to be a maverick and try to change conditions.


      What Is at Stake


      Early on, do a stake-holder’s analysis for yourself. A stake-holder’s analysis means determining who has what at stake. Each

         unit, department, and section has a vested interest in the continuation of what it is doing. Each division tends to believe

         not only that it is more important than the others but also that it does not have enough recognition. So each wants more resources

         and more influence.


      As a new supervisor, you will need to know: (1) What is important (and for whom)? (2) Who knows it (or who has it; resources)?

         (3) Who needs it (is vulnerable)? and (4) How can you provide it?


      When you have begun to figure all this out, you are in a position of power because you have information and will know how

         to play the system. But how do you find out?


      Most organizations have an unofficial company historian—an old-timer who is happy to talk about the good old days. Listen

         carefully because history both repeats itself and swings in opposite directions. Like a pendulum, it moves away, only to return.

         Find out what you can about how the organization was started and by whom. Is there a tradition? Are people promoted from within

         or hired from the outside? Is seniority important, or does merit count more? Is complying with affirmative action a big issue?

         Have there been policies that have been discarded?


      Why should you pay attention to all this? Because you will need to know who has power today and who is most likely to have

         power tomorrow. Your own future depends on how well you can obtain and use the available resources and how well you fill the

         organizational and departmental needs.


      There are other ways to find out who has the power. Observe who calls meetings, who sets the agenda, whose agenda gets worked

         on and gets implemented, whose work gets done first, who interrupts whom, who has lunch with whom. Start looking for nonverbal

         behavioral cues, such as who seems uncomfortable with whom, who sidles up to whom, who gets upset and by what, who and what

         seem valued and rewarded, who and what goes unrecognized.


      There is a world out there for you to learn about as you perform your supervisory responsibilities. Don’t miss any opportunity

         to observe, take note, and remember. I have two mottos I live by: “You never know” and “Just in case.”


      You Never Know and Just in Case


      “You never know”


      and “just in case”


      are the two phrases


      I live by


      So I notice


      what seems insignificant


      and remember


      unimportant events


      I do some things


      not for the doing


      but for the having done


      I collect experiences


      and live through events


      which are not all


      especially pleasant


      But I do not mind


      and keep doing it still


      because just in case,


      you never know …


      something may come in handy


      What we have just been looking at is the informal organization. There is also a formal one, and you need to know how it works.

         Most organizations are divided into departments. This division may be by function, such as production, marketing, finance,

         or personnel—each with a manager who reports to an overall manager. It also may be by product or service, such as food, laundry,

         equipment maintenance, cleaning, or products A, B, and C. Another division may also be by location, such as regions, cities,

         or the south wing on the third floor. Most divisions are mixed—you may be supervising a department that manufactures a particular

         product under a plant manager who reports to a regional manager, who reports to the production manager, who reports to the

         company executive.


      Try to find an organizational chart, as shown opposite, and write yourself in.


      As you look at this chart, it will become clear who your colleagues are, who the other supervisors are, from whom you will

         get your information, and to whom you will give it. Plant C manager is your boss and a critical person for you to get to know,

         but you might also want to get to know others if, for example, what you produce must rely on specifications drawn elsewhere

         or if your product goes to another department for completion. You will need good rapport with the people who feed you information

         as well as the people down the line from you.


      You’re a cog on a wheel, and you must be familiar with the other cogs to make sense of where the wheel is going. What you

         will need to do is to establish relationships with the people who are significant to your operation. Talk to them in their

         offices. Ask them to go out for a beer or a cup of coffee. Seeking information in order to perform better is a legitimate

         and valued quest.


      You will also want to pay attention to what types of people seem to be in decision-making positions. Are there any women,

         blacks, or ethnic minorities in administrative positions? What is the highest rank a minority has reached? If you are a minority

         person, this survey will tell you a lot about what advancement opportunities there are, who your support system might be,

         and how you may be viewed if you’re assertive or ambitious.


      Understanding the Little Picture


      The little picture you must look at is composed of your workers. It should be detailed, and you should keep filling in the

         missing pieces with small brush strokes as you learn them. Who is a grouch? Who can be trusted? Who works fast? Who is sloppy?

         Who has family problems?


      [image: art]


      Where You Fit


      Be actively assertive and seek out other people at your level or above, even though you may not feel particularly welcome.

         This is your new peer group, and you cannot work in isolation. Ask to join them; don’t wait to be invited. If they’re a tight-knit

         group, you will have trouble getting in. As a new person, you may even be suspect. Can you be trusted? Will you report what

         you overhear? Will you be loyal and protective? There is always a period in which a new supervisor is in limbo. You have lost

         your old peer group and have not as yet been accepted by a new one. This is a lonely time, perhaps scary, and you may wonder,

         “Who needs this?” Don’t let yourself be overwhelmed. Stick around, become familiar to your peers, do them some favors, study

         what a good group member must do, and eventually you’ll be accepted.


      It is easiest to ask questions at the beginning. If you wait too long, people will wonder why you’ve suddenly become interested.

         As a newly hired or promoted person, you’re expected to want to get on board as fast as possible. As you learn the details

         of what you need to do on a daily basis, keep your eyes and ears open to the total picture to pick up any information you

         ought to know about.


      You can share what you learn with your workers so that they will feel part of the organization and will understand how their

         work fits into the scheme of things.


      People are more motivated to work if they see how what they do individually or as a small group results in something tangible.

         Even tightening screws or filling out forms all day seems more worthwhile if you know why you are doing it. Surprisingly,

         under certain circumstances some workers prefer routine, monotonous, simple jobs but still want to feel that they are a part

         of a larger organization.


      What you will need to know next are the specific expectations the organization has for your department. Your immediate supervisor

         is the one to tap for this information.


      It is surprising how often managers do not tell their supervisors exactly what the output expectations are. You should be

         fully aware of how much work is to be accomplished, what the standards of quality are, and the amount of time allotted for

         that piece of work. Insist on enough time to discuss this fully with your boss so that you are satisfied with the answers.


      You cannot meet objectives set by others if you don’t know what they are. If your workers perform well, they make you look

         good; if you perform well, your manager gets the credit. A supervisor is always caught between management demands and workers’

         needs. You will always be pulled between these two forces. One of your main responsibilities is to represent your workers

         to management and to explain management requests to your workers. A supervisor often acts as a buffer between the demands

         from upper management and the capabilities of the workers.


      The Supervisor


      I’m in charge of him


      but she’s in charge of me


      She is in charge of him


      but only through me.


      I tell her his needs


      I tell him her wants


      He needs to work less


      She wants him to work more.


      And I’m in the middle.


      Exercise


      This is the first of a series of exercises that you will find at the end of each chapter. The purpose of these exercises is

         to increase your awareness of the issues discussed and to help you become more effective as a boss. Do you have a colleague,

         a friend, a family member you can share your answers with? If not, take a few minutes to jot down some impressions. Even though

         most people don’t like answering questions, these are for your own benefit, so I urge you to answer them.
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