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Introduction


The most common problem that employees in every working environment have is with their boss. Having a good working relationship with the boss is crucial to enjoying a positive and fulfilling work life, and those people who have problems or difficulties getting on with their boss can suffer in a wide range of ways: they might be allocated the least popular tasks; might have their ideas ignored and their creativity squashed; be sidelined or be passed over for promotion. Psychologically, they can suffer acute or chronic stress, poor self-esteem and severe anxiety, as they struggle to cope with the day-to-day traumas that can arise from a poor relationship with their boss.


Yet all this can be avoided, in many cases, by simply learning the skills to successfully ‘manage’ your boss. Most of us think that it is the other way around – that the boss manages us – but the astute employee knows that it works both ways. The employee should not be the passive recipient of the managing process. Instead, they should work hard to establish common goals, mutually beneficial ways of working and a deep understanding of what makes their boss tick, so as to best meet their expectations. If you understand how your boss operates, the inner working of their brain and their personality, you are far better able to meet their needs as an employee. And an employee who meets the needs and expectations of their boss will be a popular employee indeed!


This book guides you through the process of managing your boss so as to ensure that you are ideally placed to become their favourite employee. We start on Sunday by looking at the psychological make-up of leaders – these are the qualities that your boss, by virtue of being in a leadership position, is likely to have. From this general starting point, on Monday we then look more specifically at analysing – using diagnostic quizzes – the make-up of your boss in terms of their leadership and thinking style.


On Tuesday we take a different approach by examining the psychological contract that you have with your boss; this is the unwritten set of expectations that you may not even realize that you have, but which is vital to the success of the partnership. Once that is established, we can then look at how best to impress your boss on Wednesday, using body language and emotion management.


Once these basics are established, we can then, on Thursday, look at specific ways in which you might want to manage your boss; such as asking for a rise, seeking promotion or complaining about workload. Of course, sometimes you need to manage your boss because, quite frankly, they are the boss from hell, and on Friday we start to look at various ‘hell’-type scenarios, examining ways in which even these bosses can be managed.


Finally, on Saturday, any issues not yet covered are discussed in the form of the most common problems about bosses that employees have approached me about over the years.


At the end of the book you will find a new ‘7 × 7’ section which provides a potted summary of some of the key ideas in this book together with inspiring quotes, resources and facts.
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The first stage to managing your boss has to be understanding them and starting to figure out what sort of person they might be. If you can appreciate and understand your boss, you will be far better equipped to manage them – it takes the guesswork away! Before we start looking at specific ways of diagnosing your own boss on Monday, we look today at the general characteristics that managers tend to have.


Researchers have uncovered quite a lot about the qualities of leaders – from the skills that a leader is likely to have to examining the things that tend to motivate your typical boss. This chapter, then, starts by looking at how your boss is likely to spend their day in terms of, for example, planning or communication activities, and what skills they are likely to employ (such as time-management, motivational skills or people skills).


We then start to look at more psychological aspects of the make-up of a boss, in terms of their attitudes towards their employees (‘carrot and stick’ versus ‘co-operate and trust’) and their own motivations at work – such as their need for achievement or power or even just the need to be liked.


Issues covered today include:


•  Discovering what your boss does all day


•  What skills does your boss have?


•  Your boss’s attitude towards you


•  What motivates your boss?





What does your boss do?


Most managers or leaders take on a huge variety of tasks, and supervising you might be just a small part of their wide-ranging remit. An average manager will spend about a third of their time and effort on traditional management activities such as planning or decision-making, a third on communication activities (including paperwork), and the rest on human resource management activities such as motivating or training staff and on networking activities.


Knowing how your boss is likely to spend their time allows you a valuable insight into their mind, since you will have a better idea of the sort of concerns that may preoccupy them. This is important, since many people seem unable to see much beyond their own view of their boss in which the boss only performs tasks that are relevant to them as individuals. Yet only a tiny percentage of the work your boss does is likely to directly impact on you, which means that any tasks you perform for them or any requests you make will need to slot somehow into the broader world of your boss’s remit.


This is worth bearing in mind on Tuesday, Wednesday and Thursday in particular when we will look at ways to work more smartly with your boss.


Qualities of a boss


[image: image]


In order to perform effectively in each of the above areas, your boss will need to draw upon a wide range of skills, including:


•  the ability to allocate tasks appropriately among staff members


•  the ability to project authority and to take responsibility


•  excellent time-management and organizational skills


•  ability to act on own initiative and be self-motivated


•  skill in fostering team spirit


•  motivational skills


•  ‘people’ skills such as empathy


•  communication skills so that they can relate and talk to people at different levels both senior and subordinate to themselves


•  the ability to delegate.


These skills are ones that a boss can learn throughout their career, but many depend on an underlying psychological make-up. Not everyone aspires to be a boss and nor is everyone capable of taking on the role. Psychologists have identified several personality traits or personal qualities that constitute the ‘make-up’ of a manager and your boss is likely to have some or all of them.


Understanding the psychological make-up of your boss will allow you greater insight into what makes them tick. They should be:


•  sensitive enough to ‘read’ people and situations: they should be able to notice when people are unhappy at work or ready for more challenges, or when events might mean changes are needed in the workplace


•  analytical and good at problem solving: many people turn to the boss for solutions and, although some of this will depend on training and experience, much will depend on an inborn aptitude towards lateral thinking


•  decisive: even in school some children are able to make quick decisions while others are unsure of themselves and their abilities to choose a path correctly. The boss should have the self-confidence to go with any decisions they make


•  socially competent: they should be able to communicate at different levels, to listen appropriately, draw people out and behave with suitable social etiquette in a range of scenarios


•  emotionally resilient so that they have what some people call ‘bounce-ability’ – they can bounce back when knocked down and do not let this affect their confidence or decision-making abilities


•  proactive: such people do not wait for things to happen or come to them, but actively try to make things happen or initiate their own projects


•  creative: bosses are often creative people who are able to view things from various angles and come up with creative solutions or plans that stretch or go beyond previously established limits.


These qualities, then, make up the personality profile of the ideal boss. However, if your boss has all these qualities, you probably don’t need to read this book! Not all bosses will, of course, be the same, and will vary in the degree to which they possess these traits. It is likely that the ‘missing’ traits, or those that are weaker, are the reasons that problems occur between employees and the boss. In addition, a great deal of the boss’s managerial style will depend not only on personal qualities and skills, but also on their inherent attitude towards human nature and behaviour.


Your boss’s attitude towards you


In very general terms, the way bosses treat people depends on their attitude towards human nature and behaviour. There are two opposing attitudes that bosses may take:


1 ‘Carrot-and-stick’ attitude


The assumptions that a manager will make if they hold this attitude are that:


•  the average person is inherently lazy and dislikes work


•  most people need to be coerced, controlled, directed or even threatened if the organization is to achieve its goals


•  the average person avoids responsibility, lacks ambition and works only for the financial security.
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Bosses who hold these attitudes thus believe that rewards and sanctions are the only way to achieve organizational aims – thus their job is to be authoritative and directive.


2 ‘Co-operate and trust’ attitude


On the other hand, managers who hold this set of attitudes towards people make the assumption that:


•  most people are self-motivated to work and want to enjoy it


•  coercion is unnecessary if people are given tasks that meet their own objectives as well as the organization’s


•  most people can be trusted to complete tasks without continual supervision


•  people work for reasons other than financial security.


The boss that holds these attitudes thus believes that the best way of managing is to elicit co-operation from their team and create conditions that will ensure people want to work hard and achieve organizational, as well as personal, goals.


What motivates the typical boss?


Psychologists have identified five different dimensions that motivate or drive people in their lives. These motivations or needs exist in different amounts in different people so that one person may have high needs in one dimension but not in another. These needs are:


1  The need for achievement (n-Ach). People who are highly motivated by a need for achievement are concerned with accomplishments and compete strongly against others.


2  The need for affiliation (n-Aff). People who are highly motivated by a need for affiliation are concerned about establishing, maintaining or restoring close, personal, emotional relationships with others.


3  The need for power (n-Pow). People with a high n-Pow are motivated by a need to win a debate or argument, and to control or dominate others.


4  The need for autonomy (n-Aut). Adults high on the n-Aut are motivated by completing tasks without assistance from others.


5  The need for activity inhibition (n-Actl). People motivated by n-Actl are driven to do things for the greater good of an organization or even society, even at the expense of their own personal desires or needs.


So, which of these needs is your boss most motivated by? Successful leaders in organizations have been found to be most likely to have:


•  High n-Pow


•  High n-Actl


•  Above average n-Ach


•  Low n-Aff


•  Low n-Aut


That is, your average boss is likely to be highly motivated by a need for power or control, by a desire to act for the greater good of the organization and by some need for personal achievement. They are less concerned with building strong relationships with subordinates (i.e. you) or working on their own.
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It is important to remember that this is the profile of the average boss and that your own boss may have a different pattern of motivations.
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Once you have a good idea of what motivates your boss, you will then be able to act in ways that concur with these motivations. For instance, if your boss is high n-Actl, they may expect the same from you and will not appreciate you appearing to put your own needs or goals before those of the organization. A boss with a high n-Aut will not appreciate unrequested input from you. And a boss low on n-Aff will not be keen to socialize with you or spend time and energy cultivating a friendship with you – so don’t make them feel uncomfortable by trying to ‘affiliate’ with them.








	Summary





	
Today we have started on our journey to achieve a deeper understanding of the sort of person that is likely to become a ‘boss’ – a manager or leader. By examining the various ways in which your boss is likely to divide their time and workload, we have begun to develop an important insight into their mind and the day-to-day concerns that are likely to occupy them. As we have seen, it is crucial to see the wider picture that your boss sees – this is a vital first step to knowing how to work in ways that meet your boss’s expectations.


We have also looked at the qualities that a typical boss is likely to have and these include being sensitive, analytical, decisive, socially competent, emotionally resilient, proactive and creative. This is not an exhaustive list and weaker bosses may not exhibit all these qualities, but being aware of any such gaps can be a good place to start understanding any difficulties that can arise. Finally, we looked at what attitudes to managing your boss might have as well as the sorts of needs that might motivate them.


Tomorrow we will look at how to carry out a more specific and in-depth analysis of your boss.










Fact-check  (answers at the back)


 1.   What does your boss spend most of their time on?






	a)   Planning, decision-making and paperwork
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	b)   Networking
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	c)   Attending meetings
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	b)   Writing reports and other documents
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 2.   Which of the following skills are important for a boss to have?






	a)   The ability to do as much as they can themselves
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	b)   The ability to keep a professional distance from employees
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	c)   The ability to delegate
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	d)   The ability to take a slow and considered approach to making decisions
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 3.   What does it mean to be ‘socially competent’?






	a)   To be able to make people Laugh
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	b)   To tell stories that illustrate ideas
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	c)   To be confident walking into a room of strangers
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	d)   To be able to listen and communicate at all levels
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 4.   A boss with a ‘carrot and stick’ attitude assumes that…






	a)   People can be trusted to do their job properly
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	b)   Most people enjoy their work
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	c)   Employees need to be closely managed
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	d)   Sanctions at work are rarely useful
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 5.   A boss with a ‘co-operate and trust’ attitude assumes that…






	a)   Employees can usually be trusted to work hard
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	b)   Most employees need constant supervision
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	c)   People work for money only
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	d)   Co-operation with staff is hard to achieve
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 6.   Authoritative bosses believe that…






	a)   Rewards and sanctions are needed to motivate staff
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	b)   Employees can be self-motivated to succeed
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	c)   Employees want to achieve organizational goals
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	d)   Staff can set their own work schedules
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 7.   People high on n-Aut…






	a)   Are highly reliant on other people
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	b)   Are motivated by power


	[image: image]







	c)   Like to complete tasks without input from other people
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	d)   Like to work with other people


	[image: image]








 8.   People motivated by n-Actl…






	a)   Are concerned only with their own success
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	b)   Are motivated by a need to please other people
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	c)   Are driven to do things for the greater good of the organization
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	d)   Are very proud of their achievements
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 9.   Successful leaders have…






	a)   Low n-Pow
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	b)   High n-Actl
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	c)   High n-Aff
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	d)   High n-Aut
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 10. If your boss is low on n-Aff, they…
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