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This book is dedicated to Bob Silverstein.


With his passing the world lost one of its few male feminists… and I lost not only a great literary agent but also a dear friend.
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Introduction



In the intervening years since Nice Girls Don’t Get the Corner Office was first published, the United States elected its first African American president, the world was introduced to the concept of social networking, the Arab Spring deposed male rulers from nearly two dozen countries, and baby boomers began their mass exodus from the world of work. Despite these changes of a huge magnitude, progress for women has remained relatively flat. There’s no denying that there has been some movement, but it has been at glacial speed, and the numbers remain largely unchanged and bleak. As of this writing:


•  Women total 3.8 percent of Fortune 500 CEOs.


•  Worldwide, 8 percent of top executives are female.


•  Women make up 23.7 percent of US legislators.


•  There are twenty women heads of state worldwide.


•  Women account for 20.3 percent of elected parliamentarians around the globe (kudos to Nordic countries with 40 percent women!).


•  Globally, the differences in earnings between men and women vary, with Japan and Korea seeing the largest disparity of 28 percent and 39 percent, respectively (Hungary is the lowest with only a 4 percent difference in earnings between men and women).


•  On average in the United States, Caucasian women earn 77 percent of what men earn for doing the same jobs, but African American women earn only 69 cents on the dollar and Latinas only 58 cents on the dollar.


•  Within just one year of completing college, women are earning 8 percent less than the men with whom they graduated, and by mid-career that number increases to more than 20 percent.




Frankly, I wish I didn’t have to write an updated and revised tenth-anniversary edition of this book. It’s not that I have better things to do or that I don’t want to spend the time on it. It’s that I wish there was no need for it because in the decade since it was first published, women have made more progress at work, in politics, and at home. Whereas in many instances women have broken through the glass ceiling, there remains a glass tree house—that place where the upper tier of senior executives and directors of companies reside. Although there are notable exceptions (Marissa Mayer, Christine Lagarde, Sheryl Sandberg, Indra Nooyi, and Meg Whitman among them), the vast majority of women are left peering in from the outside. This happens despite the fact that data from the research organization Catalyst and consulting firm McKinsey & Co., Inc., reveal that having more women in leadership roles is correlated with stronger financial returns.





If you’re not persuaded by the numbers and instead believe that society embraces the concept of equality for women, let me dissuade you of this notion by sharing just a few of the comments I’ve heard from women just like you around the world. These are women who read the first edition of this book and then wrote to me or who came up to speak with me after one of my Nice Girls Don’t Get the Corner Office presentations.


•  Janice from Colorado said that despite the fact that she instills in her four-year-old daughter the notion that she is equal to anyone else, and dresses her in sneakers and overalls so that she can run and climb on the playground, her child came home from preschool and announced, “Mommy, my teacher said you should dress me more like a girl.”


•  Ingrid from Copenhagen was surprised when her boss told her he was promoting her, because there were several men in the company with more tenure. He told her the change would take place within a month or so. In the interim, Ingrid learned she was pregnant and shared this with her boss. When the promotion seemed to be lagging, she asked him what was happening. The boss feigned surprise, pretended the conversation about the promotion never took place, and suggested she must have misunderstood him.


•  Rosa from Miami is an attorney working for an immigration law firm. Her boss continually makes demeaning remarks to the women in the office about their appearance. If he doesn’t like a certain hairstyle, he’ll say, “Did you lose your comb?” Or if he thinks a woman’s skirt is too short, he’ll remark, “Did your grandmother run out of yarn before she finished making that?”


•  Fiona from Sydney changed her major in college to engineering. Her mother’s response upon hearing this was “Oh great. Now you’ll never get married.”


•  Allison, from a small town in West Virginia, had to send her letter to me via US mail because her emotionally abusive husband reads all her e-mails. She wanted to know what she should do about the fact that she wants to go back to work now that her children are grown so that she can gain some financial independence, but her source of primary emotional support, her mother, told her, “Just don’t make any waves. You’re lucky to have a husband making a good living who provides for you.”


•  Farah is an Iranian Jewish physician who dreads going to Friday-night dinner with her parents because all they want to know is when will she give up this crazy idea of being a professional woman and get married and have babies.




There’s one more reason why I’m writing this book: The workplace has changed in the past ten years. The biggest economic decline since the Great Depression has caused it to become increasingly competitive, social networking wasn’t even a blip on the radar screen a decade ago but is now a must-do, work-life integration is an even greater challenge as women in need of the income work more hours, and educated women are entering the workforce at higher percentages than ever before. Given these new issues, I want to provide additional coaching tips for how you can get and keep the job you want.





These statistics, comments, social changes, and the women themselves make me realize my work is far from over. In the last decade I have been fortunate to travel around the world talking about women’s issues. I have learned that women from native villages in Alaska share common challenges with women from South Africa. Despite what we are telling our daughters (and sons) at home about the capabilities of women, we cannot protect them from the external messages that continue to minimize the roles of women in society. And, perhaps most important, I learned that the advice provided in this book has made a difference in the lives of readers.


The mistakes described in each chapter are real, as are the accompanying examples (although the identities have been altered to maintain confidentiality). Many come from more than two decades of interacting with women and men as an executive coach. The coaching tips that follow each mistake work. I know this because my clients and readers have told me that when they follow them, they get the promotions they want, the confidence they need, and the respect they deserve. I measure my own effectiveness through their success stories and am delighted whenever an unsolicited e-mail appears in my in-box, or letters from as far as the Ukraine arrive at my office, telling me, “Your book made a difference in my life.”


But you should know from the outset—this book isn’t for everyone. Many women have found ways to overcome the stereotypes they learned in childhood and act in empowered ways most of the time (it’s nearly impossible to act empowered all the time). Whether it’s by honing your own unique style of communication and behavior or adopting and modifying more stereotypically masculine behaviors, you may be one of those women who is satisfied with the degree of professional success you’ve achieved. If that’s the case, then you may find some additional tips in this book to help you further develop your unique style or to use with coaching and mentoring others. To you I say, “You go, girl!” Other women may find they’ve tried to do the same, only to be criticized by men and women alike for their strident or atypical behaviors. If you fall into this category, this book will seem the antithesis of all you’ve worked toward and, therefore, will be difficult for you to relate to. Not to worry, though. There are plenty of other books out there written just for you.


How do you know if this book will help you? Simple. First read through the following list of twelve characteristics and check those that you can honestly say are typical of you most of the time:


_____ I make decisions without being overly concerned with what others will say.


_____ I have created a unique personal brand that distinguishes me from others.


_____ I use social networking cautiously and appropriately.


_____ I negotiate effectively for what I want or need.


_____ I exhibit the courage to speak to the unspoken.


_____ I leverage workplace relationships to my advantage.


_____ Others describe me as articulate and persuasive.


_____ When it comes to playing workplace politics, I’m definitely in the game.


_____ My middle name is self-confident.


_____ I market myself effectively.


_____ I compete to win.


_____ I actively advocate for other women.




If you’ve checked all twelve items, it’s time for you to write your own book. On the other hand, if you checked zero through only eight items, this book was written for you. Keep in mind that the corner office is simply a metaphor for achieving the career success you want. You may not aspire to be a senior executive, but you might want a promotion, more pay, or other perks. Not only are the characteristics above critical for success (for women and men), but I have also found that they are the development areas most frequently addressed in coaching engagements with women. The majority of women I coach don’t have to work on all twelve areas (although I’ve known a few who do), but rather identify two or three as requiring development if they are to achieve their career goals.





From the therapy room to the conference room, for more than twenty-five years I have listened to women tell stories of how they were overlooked for promotions and placated when they expressed their ideas. I have observed women in hundreds of meetings. The thread common to those who were ignored was how they acted in and reacted to their situations. I could hear and see the ways in which they unknowingly undermined their credibility and sabotaged their own careers. No one had to do it for them.


I was trained at the University of Southern California as an existential clinician. The title sounds fancy, but all it really means is that it’s the therapist’s job to illuminate for the client the array of choices available. No matter what hand life deals us, we are ultimately left with the dilemma of how we choose to respond. That is where our control lies. It doesn’t lie in the hand that’s already been dealt. It doesn’t lie in trying to change others—that’s an illusion. It lies in the actions we choose to take in response to our particular situations. And when it comes to being women in the workplace, we can choose to behave in ways consistent with what others want and expect or we can choose another course—empowerment.


I am fully aware that there are those who say the term empowerment is outdated and overdone. I strongly disagree. The people who think it’s overdone are those who possess the most power. Easy for them to say! They don’t really want anyone to have the same power and influence that they enjoy, and so they downplay empowerment’s importance in the employment and social arenas. It’s a classic case of the desire to maintain the status quo. Those who have power don’t really want to share it, so they minimize the need for others to share it. Without embarrassment or apology I say, This book is about empowerment.


Unlike other books that help you identify potential areas for development or point out critical success factors, this book doesn’t stop there. Raising awareness is only the first step. Next, you need concrete suggestions for behavioral change that are proven to be effective in moving women forward in their careers. Behaviors that were appropriate in girlhood, but not in womanhood, may be contributing to your career’s stagnating, plateauing, or even derailing from its career path. Success comes not from acting more like a man, as some might lead you to believe, but by acting more like a woman instead of a girl. Even if you select only 10 percent of the hundreds of coaching tips provided in this book and incorporate them into your skill set, your investment will pay off.


How to Get the Most from This Book


The book contains 133 typical mistakes women make at work due to their socialization. Keep in mind, most women don’t make all 133 mistakes—but they do make more than one. I’ve found through my practice and experience that the more mistakes you make, the less likely you are to achieve your full career potential. I suggest you begin by completing the self-assessment in chapter 1. It will help you identify the self-defeating behaviors in which you most often engage.


After you’ve completed the self-assessment, you can go directly to those specific behaviors that get in your way most often. After each mistake, you will find tips for counteracting the mistake. As I said earlier, these are the same tips I give to my own clients when they come for coaching, so I know they work. But like a diet, they work only if you commit to them fully and apply them consistently.


At the bottom of each page of coaching tips you’ll find an Action Item box. Put a check mark on the page of tips that you commit to using as a way of overcoming self-defeating behavior. Once you’ve finished the book, take these checked items and complete the personal development plan contained in the last chapter. Don’t make it more complex than it needs to be. Choose just one behavior a week and focus on it. What you will find is that by focusing on the behavior, you’ll become increasingly aware of when and how you sabotage yourself. The next step is to replace the self-defeating behavior with more effective action. You can do it. It’s your choice. All it takes is acting more like the woman you are capable of becoming than like the girl you were taught to be. There’s an A.A. Milne quote I’ve always enjoyed that I’d like you to keep in mind as you read this book: “There is something you must always remember. You are braver than you believe, stronger than you seem, and smarter than you think.”















Chapter 1



Getting Started


Here’s your first coaching tip: Don’t begin reading this book until you’ve learned how to use it to your advantage. You’ll only end up thinking everything applies to you in equal proportions when in fact you’re probably doing better than you think. I’m always surprised when a woman tells me, “I make every mistake you list in the book!” You know how we women can be—more critical of ourselves than necessary and reluctant to take credit where it’s due. When I coach women, I often tell them that changing behavior is much easier if they can understand where it comes from and what purpose it serves. All behavior serves a purpose—take a few minutes now to understand what purpose yours serves.


From the outset I want you to know and, even more important, believe that the mistakes impeding you from reaching your career goals or potential don’t happen because you’re stupid or incompetent (although others might want to make you think so). You are simply acting in ways consistent with your socialization or in response to cultural expectations. Beyond girlhood, no one ever tells us that acting differently is an option—and so we don’t. Whether it’s because we are explicitly discouraged from doing so, because social messages inform our behavior, or because we are unaware of the alternatives, we often fail to develop a repertoire of woman-appropriate behaviors.


Why do smart, capable women act in ways detrimental to their career mobility (not to mention mental health)? During my career, working with literally thousands of professional men and women and comparing their behaviors, I found the answer to that question through inquiry and study: From early childhood, girls are taught that their well-being and ultimate success are contingent upon acting in certain stereotypical ways, such as being polite, soft-spoken, compliant, and relationship-oriented. Throughout their lifetimes, this is reinforced through media, family, and social messages. It’s not that women consciously act in self-sabotaging ways; they simply act in ways consistent with their learning experiences.


Even women who proclaim to have gotten “the right” messages in childhood from parents who encouraged them to achieve their full potential by becoming anything they want to be find that when they enter the real world, all bets are off. This is particularly true for many African American women who grew up with strong mothers (something I address in Mistake 3). Whether by example or encouragement, if a woman exhibits confidence and courage on a par with a man, she is often accused of being that dreaded “b-word.”


Attempts to act counter to social stereotypes are frequently met with ridicule, disapproval, and scorn. Whether it was Mom’s message—“Boys don’t like girls who are too loud”—or, in response to an angry outburst, a spouse’s message—“What’s the matter? Is it that time of the month?”—women are continually bombarded with negative reinforcement for acting in any manner contrary to what they were taught in girlhood. As a result, they learn that acting like a “nice girl” is less painful than assuming behaviors more appropriate for adult women (and totally acceptable for boys and adult men). In short, women wind up acting like little girls, even after they’re grown up.


Now, is this to say gender bias no longer exists in the workplace? Not at all. The statistics at the beginning of this introduction speak for themselves. Additionally, women are more likely to be overlooked for developmental assignments and promotions to senior levels of an organization. Research shows that on performance evaluation ratings, women consistently score less favorably than men. These are the realities. But after all these years I continue to go to the place of “So what?” We can rationalize, defend, and bemoan these facts, or we can acknowledge that these are the realities within which we must work. Rationalizing, defending, and bemoaning won’t get us where we want to be. They become excuses for staying where we are.


Although there are plenty of mistakes made by both men and women that hold them back, there are a unique set of mistakes made predominantly by women. Whether I’m working in Jakarta, Oslo, Prague, Frankfurt, Trinidad, or Houston, I’m amazed to watch women across cultures make the same mistakes at work. They may be more exaggerated in Hong Kong than in Los Angeles, but they’re variations on the same theme. And I know these are mistakes because once women address them and begin to act differently, their career paths take wonderful turns they never thought possible.


So why do women stay in the place of girlhood long after it’s productive for them? One reason is because we’ve been taught that acting like a nice girl—even when we’re grown up—isn’t such a bad thing. Girls get taken care of in ways boys don’t. Girls aren’t expected to fend for or take care of themselves—others do that for them. Sugar and spice and everything nice—that’s what little girls are made of. Who doesn’t want to be everything nice? People like girls. Men want to protect you. Cuddly or sweet, tall or tan, girls don’t ask for much. They’re nice to be around and they’re nice to have around—sort of like pets.


Being a girl is certainly easier than being a woman. Girls don’t have to take responsibility for their destiny. Their choices are limited by a narrowly defined scope of expectations. And here’s another reason why we continue to exhibit the behaviors learned in childhood even when at some level we know they’re holding us back: We can’t see beyond the boundaries that have traditionally circumscribed the parameters of our influence. It’s dangerous to go out-of-bounds. When you do, you get accused of trying to act like a man or being “bitchy.” All in all, it’s easier to behave in socially acceptable ways.


This might also be a good time to dispel the myth that overcoming the nice girl syndrome means you have to be mean and nasty. It’s the question I am asked most often in interviews. Some women have even told me they didn’t buy the book because they assumed from the title that it must contain suggestions for how to be more like a man. Nothing could be further from the truth. If I’ve said it once, I’ve said it literally five hundred times in the last ten years: Nice is necessary for success; it’s simply not sufficient. If you overrely on being nice to the exclusion of developing complementary behaviors, you’ll never achieve your adult goals. This book will help you to expand your tool kit so that you have a wider variety of responses on which to draw.


When we live lives circumscribed by the expectations of others, we live limited lives. What does it really mean to live our lives as girls rather than women? It means we choose behaviors consistent with those that are expected of us rather than those that move us toward fulfillment and self-actualization. Rather than live consciously, we live reactively. Although we mature physically, we never really mature emotionally. And while this may allow us momentary relief from real-world dilemmas, it never allows us to be fully in control of our destinies.


Missed opportunities for career-furthering assignments or promotions arise from acting like the nice little girl you were taught to be in childhood: being reluctant to showcase your capabilities, feeling hesitant to speak in meetings, and working so hard that you forget to build the relationships necessary for long-term success. I’ve observed these behaviors magnified in workshops at which men and women are the participants. My work in corporations has allowed me to facilitate both workshops for only women and leadership development programs for mixed groups within the same company. Even women whom I’ve seen act assertively in a group of other women become more passive, compliant, and reticent to speak in a mixed group. When men are around, we dumb down or try to become invisible so as not to incur their wrath.


The Case of Susan


Let me give you an example of a woman with whom I worked who wondered why she wasn’t reaching her full potential. Susan was a procurement manager for a Fortune 100 oil company. She’d been with this firm for more than twelve years when she expressed frustration over not moving as far or as fast as male colleagues who’d commenced employment at the same time she did. Although Susan thought there might be gender bias at play, she never considered how she contributed to her own career plateauing. Before Susan and I met one-on-one in a coaching session, I had the opportunity to observe her in meetings with her peers.


At the first meeting I noticed this attractive woman with long blond hair, a diminutive figure, and deep blue eyes. Being from Texas, she spoke with a delicate Southern accent and had an alluring way of cocking her head and smiling as she listened to others. She was a pleasure to have in the room, but she reminded me of a cheerleader—attractive, vivacious, warm, and supportive. As others spoke, she nodded her head and smiled. When she did speak, she used equivocating phrases like “Perhaps we should consider…”; “Maybe it’s because…”; and “What if we…” Because of these behaviors no one would ever accuse Susan of being offensive, but neither would they consider her executive material.


After several more meetings at which I observed her behavior vis-à-vis her peers, Susan and I met privately to explore her career aspirations. Based on her looks, demeanor, and what I had heard her say in meetings, I assumed she was perhaps thirty to thirty-five years old. I was floored when she told me she was forty-seven, with nearly twenty years’ experience in the area of procurement. I had no clue she had that kind of history and experience—and if I didn’t, no one else did either. Without realizing it, Susan was acting in ways consistent with her socialization. She had received so much positive reinforcement for these behaviors that she’d come to believe they were the only ways she could act and still be successful. Susan bought into the stereotype of being a nice girl.


Truth be told, the behaviors she exhibited in meetings did contribute to her early career success. The problem was that they would not contribute to reaching future goals and aspirations. Her managers, peers, and direct reports acknowledged she was a delight to work with, but they didn’t seriously consider her for more senior positions or high-visibility projects. Susan acted like a girl and, accordingly, was treated like one. Although she knew she had to do some things differently if she were to have any chance of reaching her potential, she didn’t have a clue what those things would be.


I eventually came to learn Susan was the youngest of four children and the only girl in the family. She was the apple of Daddy’s eye and protected by her brothers. She learned early on that being a girl was a good thing. She used it to her advantage. And as Susan grew up, she continued to rely on the stereotypically feminine behaviors that resulted in getting her needs met. She was the student teachers loved having in class, the classmate with whom everyone wanted to be friends, and the cheerleader everyone admired. Susan had no reference for alternative ways of acting that would bring her closer to her dream of being promoted to a vice presidential position.


We’re All Girls at Heart


Although Susan is an extreme example of how being a girl can pay huge dividends, most of us have some Susan in us. We behave in ways consistent with the roles we were socialized to play, thereby never completely moving from girlhood to womanhood. As nurturers, supporters, or helpmates, we are more invested in seeing others get their needs met than in ensuring that our needs are acknowledged. And there’s another catch. When we do try to break out of those roles and act in more mature, self-actualizing ways, we are often met with subtle—and not-so-subtle—resistance designed to keep us in a girl role. Comments like “You’re so cute when you’re angry,” “What’s the matter? Are you on the rag?” or “Why can’t you be satisfied with where you are?” are designed to keep us in the role of a girl.


When others question our femininity or the validity of our feelings, our typical response is to back off rather than make waves. We question the veracity of our experience. If it’s fight or flight, we often flee. Every time we do, we take a step back into girlhood and question our self-worth. In this way we collude with others to remain girls rather than become women. And here is where we must begin to accept responsibility for not getting our needs met or never reaching our full potential. Eleanor Roosevelt was right when she said, “No one can make you feel inferior without your consent.” Stop consenting. Stop colluding. Stop being that nice little girl you were taught to be in childhood!


Self-Assessment


Now it’s time to assess where you need the most work. The inventory on the next few pages is designed to help you identify the specific behaviors that may impede your career movement. You’ll find there are areas you’ve already worked to address and that no longer present obstacles to you. If you’re like most women, you’ll also find a few areas that still require your attention. Take time now to complete the inventory. When you’re finished, there are some guidelines for how to apply your score to what you read. You may not even need to read the entire book. Imagine that! Your first lesson in working smarter, not harder.


 


NICE GIRLS SELF-ASSESSMENT


 


Using the scale provided, indicate the degree to which each statement is true of you. Be honest—this is a tool to help you move from nice girl to winning woman.



	1 = Rarely true or I’m not sure

	2 = Sometimes true

	3 = Usually true

	4 = Almost always true








	1.

	_____

	 I can tell you the unwritten rules for success in my company.






	2.

	_____

	I prepare in advance for social events by creating a list of possible topics to discuss.






	3.

	_____

	I’m comfortable questioning those in authority when their expectations or requests don’t make sense.






	4.

	_____

	My elevator speech rolls off the tip of my tongue.






	5.

	_____

	My communications are crisp, clear, and concise.






	6.

	_____

	My hair and makeup augment my verbal messages for maximum credibility.






	7.

	_____

	I do not express negative opinions about others in online public forums.






	8.

	_____

	I engage in social networking via Facebook and/or LinkedIn.






	9.

	_____

	The need to be liked does not preclude me from saying things others might not like to hear.






	10.

	_____

	When given an assignment with too little time or too few resources to complete it, I negotiate for what I need to make it more reasonable to accomplish.






	11.

	_____

	When asked what I do, I describe my work in terms of achievements and the way in which I add value to my company.






	12.

	_____

	I present my ideas as statements rather than couching them as questions.






	13.

	_____

	My nonverbal communications enhance my verbal ones.






	14.

	_____

	When someone hurts my feelings, I let it go and move on.






	15.

	_____

	I use office politics to my advantage.






	16.

	_____

	I rarely bring food to the office to share with others.






	17.

	_____

	My focus is more on adding value than on doing my job.






	18.

	_____

	I seek high-profile assignments that will stretch my skills and let others see what I’m capable of.






	19.

	_____

	It’s unusual for me to apologize.






	20.

	_____

	I dress for success.






	21.

	_____

	I believe I’m as smart if not smarter than the next person.






	22.

	_____

	I capitalize on the professional relationships I make.






	23.

	_____

	I don’t multitask as a steady diet.






	24.

	_____

	I’m an effective negotiator.






	25.

	_____

	There’s nothing on my social media sites that I wouldn’t want a prospective employer to see.






	26.

	_____

	I speak slowly and clearly.






	27.

	_____

	I don’t engage in public grooming such as applying makeup, fixing my hair, et cetera.






	28.

	_____

	I am powerful.






	29.

	_____

	I have one or more mentors who I know will advocate for me when opportunities arise for which I am qualified.






	30.

	_____

	When I’m bullied, I let the other person know how I feel about it.






	31.

	_____

	I devote time each week to building and maintaining my network.






	32.

	_____

	I effectively toot my own horn.






	33.

	_____

	Others describe me as articulate.






	34.

	_____

	I have no obvious tattoos or multiple piercings.






	35.

	_____

	I speak early and often in meetings.






	36.

	_____

	I actively seek to understand the needs of others so that I can better serve them.






	37.

	_____

	My office decor underscores my professionalism.






	38.

	_____

	I don’t aim for perfection.






	39.

	_____

	I regularly solicit feedback that will help me build my personal brand.






	40.

	_____

	I vary my communication style to influence others to accept my ideas and proposals.






	41.

	_____

	When seated at a conference table, I put my hands on the table and lean in.






	42.

	_____

	When others act inappropriately toward me, I address it directly with them rather than hold it in or complain to friends.






	43.

	_____

	I don’t wait to be given what I want, need, or deserve—I ask for it.






	44.

	_____

	I’ll ask a question even if I fear it might sound stupid.






	45.

	_____

	I tend not to be hard on myself when things go wrong.






	46.

	_____

	I use meetings to market my personal brand.






	47.

	_____

	I present ideas using influential business language.






	48.

	_____

	I know how to accessorize outfits to make a statement.






	49.

	_____

	When given critical feedback, I take it in stride rather than perseverate over it.







 


SELF-ASSESSMENT SCORE SHEET


INSTRUCTIONS




1. Transfer your answers to the score sheet below.


2. Add your scores down by column for a total in each category.


3. Add your category total scores across for an overall total.








	  How You Play the Game

	How You Act

	How You Think

	How You Brand & Market Yourself

	How You Sound

	How You Look

	How You Respond






	  1.

	  2.

	  3.

	  4.

	  5.

	  6.

	  7.






	  8.

	  9.

	10.

	11.

	12.

	13.

	14.






	15.

	16.

	17.

	18.

	19.

	20.

	21.






	22.

	23.

	24.

	25.

	26.

	27.

	28.






	29.

	30.

	31.

	32.

	33.

	34.

	35.






	36.

	37.

	38.

	39.

	40.

	41.
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INTERPRETATION OF YOUR SCORES








	
Overall Score of 159–196
or


A Category Score of 22–28



	You go, girl! Your score indicates you must already have the corner office or are well on your way to getting it. To stay on track, focus on those questions where you rated yourself “1” or “2.” Also, remember to pay it forward by mentoring other women.






	
Overall Score of 110–158
or
A Category Score of 14–21



	Fine-tuning is the name of your game! Although you often engage in behaviors worthy of a winning woman, there are times when you don’t get your due because you get caught up in nice girl syndrome. First read the chapters that correspond with your lowest category scores, then go back and read the rest as a refresher course.






	

Overall Score of 49–109
or
A Category Score of 7–13



	Danger! You are falling into the trap of acting like the nice little girl you were taught to be in childhood. You frequently wonder why you’re not achieving the success you’ve worked so hard for. This book was written for you, so take out your pen and start making notations for what you commit to doing differently.







Unconscious Competence


See? I told you your behavior wasn’t as bad as you thought. To help you further understand the process of self-assessment, I want to introduce you to a model used in coaching for helping people develop new behaviors. It’s called “Unconscious Competence.” The following chart illustrates how it works.


 


UNCONSCIOUS COMPETENCE


[image: image]


 


Your challenge is to move from Box 1 to Box 4 over a period of time. You begin in Box 1—unaware that you’re even doing anything wrong, so you can’t possibly have competence in that area (low consciousness and low competence).


After taking the self-assessment and reading the mistakes described in this book, you’ll be more aware of your self-defeating behaviors, but you still won’t know what to do to change them. You’ve moved to Box 2—still low competence but now high consciousness.


By actually practicing the coaching tips presented after each mistake, you’ll move to Box 3—high consciousness and high competence. If you’ve ever learned to play a sport or a musical instrument, you’re familiar with how this works. You’ll become increasingly capable of incorporating these behaviors into your regular repertoire of skills, not even thinking about when you do them (Box 4—high competence and low consciousness). Although this is the goal, don’t be discouraged if in some cases it doesn’t come naturally. Whether it’s a golf swing or a piano piece, you know you can do it, but you may have to concentrate on doing it well. That’s Box 3.


As when you’re learning to acquire any new skill, for a while you’ll be self-conscious about how you’re acting. Finally, after a period of practice and success, you’ll incorporate these behaviors without thinking. In some areas, however, you may never quite get there. Socialization can make it difficult—no, change that to impossible—to engage in certain behaviors without having to think about it first. There’s nothing wrong with this. As long as you act consciously and purposefully, you’ll be fine.


Managing Your Anxiety


I can see by the looks on women’s faces, and from their comments, that anxiety and confusion are part of the process for becoming more confident, competent, and courageous. When the suggestion is made to embrace their power, women reject the notion for fear of being perceived as too masculine, aggressive, or uncooperative. When I ask a group of hundreds of women to raise their hands if they’re powerful, people tend to look around at one another. Then only a few hands go up. Then a few more. Rarely does every woman in the room raise her hand. Ask a group of men and women the same question, and nearly every male hand goes up immediately. It is so counter to our socialization that women prematurely dismiss the notion of being powerful. The belief that we must be for others rather than for ourselves is implanted so strongly that we are reluctant to explore the alternative.


The irony is that women act powerfully all the time, but in ways different from men. Relying on our “girlish charm” can be just as influential, but less direct and less confrontational. In other words, we wield power less directly than men. We’ve learned to be less direct so we will not be perceived as taking too much power away from men. This is at the core of our difficulties with gaining increased influence skills, negotiation capabilities, and organizational visibility.


Each time a woman directly asserts herself, however, she is essentially saying to the men in her life (whether they are husbands, sons, bosses, or other male authority figures), “I want something from you. I want what is rightfully mine. I expect my needs to be met, too.” With each assertion we frequently feel guilty. We equate taking control back with taking something away from someone else. More than simply getting what we need, deserve, or want, we are forcing others to give back what we have been giving away for so long. The reactions we get are difficult to cope with. Others don’t really want the situation to change—they already have everything they need, so why should they change?


Resistance to change is normal. It is to be expected. Like the alcoholic in recovery who finds others colluding to bring him or her back to a place of intoxication, the girl who moves toward womanhood will find herself faced with people who want to continue to infantilize her. This is what you must keep in mind if you want to achieve your goals.


What’s a Girl to Do?


Here are some specific coaching tips—a prelude of what is to follow. Take them one at a time. Don’t try to do them all at once—you’ll only set yourself up for frustration. Choose one or two on which to work, then come back for more.


 


•  Give yourself permission to move from nice girl to adult woman. It may seem like a simple idea, but it’s one that is often resisted for all the reasons mentioned above. Have a good, long talk with yourself. Tell yourself that you are not only allowed but entitled to act in ways that move you toward goal attainment. Try the mantra “I am entitled to have my needs met, too.”


•  Visualize yourself as you want to be. If you can see it, you can be it. Picture yourself in the role to which you aspire. If it’s in the corner office, see yourself at the desk with the accoutrements that go along with it. Consider the behaviors in which you will engage to warrant this position and the ways in which you will act. Bring them into your reality.


•  Talk back to the fearful voice inside your head. This may sound crazy at first, but you must counter the old messages and replace them with new ones. If your fearful girl’s voice says, But no one will like me if I change, let your woman’s voice respond with That’s an old message. Let’s create a new, more empowered one.


•  Surround yourself with a Plexiglas shield. The Plexiglas shield is designed to allow you to see what is going on around you, but not be punctured by the negativity of others. I suggested this to a client, who later told me she thought it sounded a little crazy but decided to try it—only to find that it worked! In difficult situations she would picture herself encapsulated in a Plexiglas bubble that protected her from the disparaging remarks of others and allowed her to remain in a grounded, adult position.


•  Create the word on the street. There’s a word on the street about all of us. It’s what people say about us when we leave a room. A routine exercise we do in leadership classes is to ask participants to write a twenty-five-word statement of how they want to be described, then list the behaviors needed to get them there. You can do the same. Write down what you want others to be saying about you, then follow it up with specific actions to make it happen. In short, accept the responsibility of adulthood.


•  Recognize resistance and put a name to it. When you find others resisting your efforts to be more direct and empowered, consider first that their responses are designed to keep you in a less powerful place. Rather than acquiesce, question it. Say something like “It seems you don’t agree with what I’m saying. Let me give you the rationale for my position, and then perhaps you can tell me what it is you take issue with.” Others may be so invested in having you remain the same that they can’t engage in an objective dialogue about your needs. If this is the case, you may want to get professional help to learn how to deal with their resistance in a healthy and productive way.


•  Ask for feedback. If you’re worried that you are in some way acting inappropriately, ask a trusted friend or colleague for feedback. Avoid asking a yes or no question (such as “Did you think I was out of line?”). Try asking an open-ended question that will give you insight into how you are perceived (such as “Tell me what I did in that meeting that helped me or hindered me from achieving my goals”).


•  Don’t aim for perfection. Even I don’t engage in all the behaviors described in this book. There are some that are just so counter to my personality, I don’t even try; there are others that, no matter how hard I try, I don’t do well. As I often tell women, “I’m a recovering nice girl.” The important thing is to do a few really well and allow the rest to fall into place.


Next Steps


You’ll be on your own in just a minute. I suggest you begin by reading the two chapters that coincide with your lowest scores. This is where you need the most help. Not every mistake in those chapters will apply to you, so don’t get carried away and make every coaching tip a goal. Instead, check the box at the bottom of the pages that contain those tips you think will make the biggest difference and commit to taking action on those. Avoid the tendency to ignore the tips that seem hard. That’s probably where you can get the greatest leverage in changes to your behavior.


After you’ve read the sections that correspond with your lowest scores, go back and review the remaining mistakes. All 133 mistakes are real mistakes made by real women. They were accumulated as the result of my own work as a coach, soliciting input from men and women in companies I’ve worked with around the world, contributions made from women who attended my Nice Girls Don’t Get the Corner Office workshops and keynote presentations, and women who wrote to me after reading this book when it was first published.


As for the coaching tips, most are suggestions I’ve provided to women for years and gotten feedback confirming that even small changes have a big impact on how they are perceived. Others were provided by my colleagues, many of whom are on the consulting team at Corporate Coaching International and who are subject-matter experts in various coaching areas, including communications, strategic career planning, and work-life integration. As you read the tips, you’ll find I make reference to books or classes. The appendix provides you with two important things: a summary of these references and a personal development plan template. If you’re serious about achieving your personal and professional best, I urge you to complete the plan soon after reading the book. It will help to keep you on track and allow you to chart your own progress. Now it’s up to you. Go get your corner office!















Chapter 2



How You Play the Game


A friend and I were discussing the Olympics soon after the closing ceremony. I remarked that I loved seeing people achieving the goals they had strived for their entire lives and performing at the top of their games. She, on the other hand, said she didn’t like how competitive it was, with constant reminders of how many medals each country had won. “It’s the Olympics!” I blurted out in disbelief. “They’re supposed to be competitive.”


A few days later I was playing online Scrabble and my opponent got two bingos in a row (a bingo is when you use all your letters to get bonus points), which is somewhat unusual at my level of play. The person typed, “I’m sorry.” I immediately typed back, “May I ask if you’re a man or a woman?” The reply didn’t surprise me; of course it was a woman. I’ve never had a man apologize for legitimately gaining an advantage.


Many women—especially those who grew up in the 1960s and 1970s—never had the opportunity to participate in competitive sports. Until relatively recently, few of us served in the armed forces, attended military academies, or participated in other activities that required us to play to win. As a result, we don’t know how to play the game, let alone play within bounds but at the edge (which will be explored further a little later in this chapter), and play to win without feeling apologetic or guilty. Worse yet, many women view the whole idea of the game of business as something unpleasant, dirty, and to be avoided at all costs.


Let’s start with the most important lesson: Business is a game, and you can win it. As a matter of fact, women are born to win this game. I spend half of my time working with men, teaching them to be more like women. Of course, I don’t put it quite that way, or I would be out of business. I coined the term feminization of leadership to describe the ways in which today’s workforce responds more positively to stereotypically feminine behaviors than to masculine ones. I talk to men about the importance of things like listening, collaborating, motivating, and seeing the human side of their staff. These factors contribute to what’s known as EQ (emotional quotient), and EQ is the sine qua non for workplace success. On top of that, it’s been shown that women exceed men in four out of five EQ factors, including self-awareness, self-regulation, empathy, and social skills. Women and men are equal on the fifth factor, self-motivation. Whether women do these things because they’ve been taught the behaviors and have had a lot of practice at them or because they come naturally really doesn’t matter. To win the game of business, you need to capitalize on your high EQ.


The areas in which women often aren’t quite as skilled as men include knowing where the imaginary boundaries of the workplace playing field are, getting into the game, and understanding the unspoken rules for winning the game. Of all the coaching tips in this book, the following are the most difficult for women to incorporate into their corporate skill set. Many of the suggestions are counter to everything we learned growing up. Resist the urge to skip the hard stuff. If you don’t play, you can’t win.





 


Mistake 1


Pretending It Isn’t a Game


The workplace is exactly that—a game. It has rules, boundaries, strategies, winners, and losers. Women tend to approach work more like an event (picnic, concert, fund-raiser), where everyone comes together for the day to play together nicely. In our desire to create win-win situations, we unknowingly create win-lose ones—where we’re the losers. Playing the game of business doesn’t mean you’re out to cause others to fail, but it is competitive. It means you are aware of the rules and develop strategies for making them work to your advantage.


An interesting scenario played out that underscores this uniquely feminine phenomenon. The women’s softball teams of Western Oregon University and Central Washington University were competing toward the end of the season, when a senior who had never hit a home run during her college career came up to bat and smacked it over the fence. As she was running toward first base, she tore a ligament in her leg and could no longer run. Knowing her situation, and not wanting to deprive her of one last chance for a homer, players from the opposing team carried her around the field to touch each base, allowing her to have officially hit a home run. When was the last time you heard this happen in any sport where men were playing? To the contrary. As a male Nestlé executive said to me, “When a man’s friend wins, a little piece of him dies.”


Although I think it was a nice thing to do—and maybe even the right thing to do under the circumstances—women also need to understand when playing to win is more important than being nice and putting the needs of others first. The ability to differentiate when collaboration that will yield maximum results is needed from when going flat out to win should be employed moves you from nice girl to winning woman.


Barbara is a workplace example of someone who didn’t understand the game. She worked as a director of marketing in the banking industry for many years. She reached the point in her career where she was so successful that she was sought after for senior positions by a number of companies. She selected one, in the specialty chemicals business, where she entered as a vice president. When she was referred to me for coaching, she could not understand why she was foundering. Everything that had worked for her in banking failed her in her new position. Her polite, laid-back way of managing and interacting with others was now seen as weak and indecisive. Not understanding that this was a new ball game, Barbara played the new game by the old rules—and found herself facing the possibility of failure for the first time in her career. In a more competitive business, or when working for someone who values competition, you’ve got to play to win, or you’ll soon find yourself on the bench.


Not only is business a game, but the rules of the game change from organization to organization and from department to department within an organization. What works with one boss may not work with the next one. Keeping your eye on the ball is essential when it comes to winning the game of business.
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