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SUCCESS SPEAKS

FOR ITSELF . . .

Critical Praise for D. A. Benton

and

Lions Don’t Need to Roar . . .
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“Good impressions can take work. . . . Benton’s style is not to tell people what to do, but to help them figure out a better way.”

—Seattle Times
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“In Lions Don’t Need to Roar, Debra has identified some of the more subtle but critical success factors essential for a person to rise to the top in today’s business world. Her chapters on the importance of listening, asking questions (vs. always having the answers) and ‘Life at the Top’ are particularly insightful.”

—John D. Bowlin, president,

Oscar Mayer Foods Corporation

[image: ]

“Highly readable . . . for people with talent to match their ambitions.”

—Working Woman
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“If you’ve got the right stuff for a business career, Debra Benton can tell you how to make the powers-that-be take notice. Her books give you the people skills to achieve your goals.”

—Bob Berkowitz, author of

What Men Won’t Tell You But Women Need to Know,

host of CNBC, “Real Personal”
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“Her work is aimed at giving people control over their destiny.”

—New York Times
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“A working person’s Miss Manners, Ann Landers and Dale Carnegie, all-in-one . . . she offers guidelines and techniques for achieving ‘executive presence,’ that magical aura that marks a person as someone to be reckoned with. . . . Useful for those looking to polish their picture of success. For those needing and willing to attempt a behavioral transformation, the book is a how-to manual.”

—Colorado Business Magazine
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“Debra Benton is a leader in presence and bearing.”

—Barrons
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“Benton was 100% on target about our needs, and that directly affected the bottom line. Everyone in my company needs this . . . it’s like breakfast.”

—Dave Powelson, president, Tri-R
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“Explores the nuances of everything from how to shake hands to asking for a favor.”

—San Jose Mercury News
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“Sophisticated . . . contains a lot of specific advice from known success stories.”

—Fort Worth Star-Telegram
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“A primer on how to strike a personal chord with others, using such techniques as anecdotes and humor and how to develop bonds.”

—St. Louis Post-Dispatch
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“Apply these savvy ideas to your business and watch your company move ahead.”

—Entrepreneur
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“Required reading for anyone eyeing the executive suite. . . . All about how to develop and communicate competence. Benton has earned the right to advise us through her experience and research.”

—Soundview Speed Reviews
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First, I would like to thank my family, especially my parents, Teresa and Fred Benton, for helping me maintain a sense of humor throughout this project.

Second, I am most appreciative of Pat Straley, who provided constant constructive critique and who really made the computer work in producing several “final” versions.

Third, my editor at Warner Books, Fredda Isaacson, and my agent, Michael Cohn, who along with Susan Meltsner gave the book its “professional presence.”
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The Basis for Business Success—Be Yourself

• Roger’s career was at a standstill. He had been passed over for a half dozen promotions in the last two years.

“I don’t understand it,” he said. “I come into the office early and stay late. I make all my deadlines, even if I have to work nights and weekends to do it. You’ll never catch me huddled in the hallways shooting the breeze with my colleagues or see me grandstanding at staff meetings. I’m paid to do a job and I do it. I do it well. I’m smarter and more productive than half the guys who started at the same time I did. So why are they heading departments and up for vice-presidencies while I’m stuck in limbo, doing the same things at the same level I’ve been at for the past few years?”

 

• Mark, an ambitious young editor, found himself in a similar situation. However, he had begun to figure out why he wasn’t zooming up the corporate ladder as planned. “I know my stuff,” he said. “I’m good at what I do. But I’m a washout at office politics. Every time I turn around I’m either saying something I shouldn’t or kicking myself for keeping my mouth shut when I should have spoken up. Making small talk with authors and agents at cocktail parties isn’t my strong suit either. I break into a cold sweat just thinking about it, and even when I tell myself, ‘Get out there and make a good impression. Go up to that guy and introduce yourself. He won’t bite your head off,’ I can’t bring myself to do it. I just freeze up in social situations—and it shows. My boss has mentioned it more than once. She keeps telling me to loosen up, that I’ll never get ahead in business unless I learn to make the right impression and get along with people in any situation.”

 

• Karen, a bright, capable, lifelong overachiever, received a similar message from her boss—right before he fired her. “You work hard,” he explained. “You’re honest and smart and competent, but you’re aloof and seem determined to do everything all by yourself. We work as a team here, and you’re not a team player. You don’t relate well to people. You have no people skills.”

Karen was shocked. Devastated. And, once her boss’s words sank in, she was confused. “Why hadn’t hard work or productivity—and not something as intangible as ‘relating to people’—been the deciding factor?” she wanted to know. She couldn’t believe that “people skills” really mattered that much.

 

• The head of a large architectural firm knew that they did. He had this to say about an employee whose job was in jeopardy, despite his wonderfully innovative ideas and award-winning designs: “Jerry’s probably the most talented architect working here, but he has no tact. No finesse. No feel for the human side of the business. His abrasive ‘I know what I know and everyone else doesn’t’ attitude has cost us one lucrative contract already, and we can’t afford another fiasco like that. If he can’t learn to deal with his colleagues and clients more appropriately, we’ll have to let him go.”

 

As a consultant and lecturer hired by small businesses and huge corporations worldwide, I have advised, observed, and trained thousands of people like Roger, Mark, Karen, and Jerry—hard-working, smart, honest men and women who were getting nowhere, getting into trouble, and even getting fired because they: “had poor chemistry,” “couldn’t develop rapport,” “had no impact,” “were sharp but didn’t step up to the plate and take control of the power that could be theirs,” “lacked people skills.”

If you are capable, efficient, dedicated, and diligent but not advancing in your chosen field or as rapidly as you had hoped, chances are that you have become bogged down for those same reasons. Even if hard work, long hours, and technical expertise are enabling you to hold your own right now, unless you are proficient in the human side of business as well, you could be in for a rude awakening in the future. As Roger, Mark, Karen, Jerry, and countless others have done, at some point in your career, you will find out that competence alone does not lead to professional success.

To get to the top, stay there, and be truly successful in the business world, you need: presence as well as performance; emotional strength and the ability to get along with many different types of people as well as skill and intellect; and courage, luck, and the ability to communicate effectively as well as hard work.

This book is about those attitudes and abilities. It shows you how to develop them and how to use them to make your professional life as satisfying and successful as it possibly can be. It also leads you along the path others have taken on their way to the top.


LEARN FROM THE BEST

Like most of my clients, I was raised on the Protestant work ethic. I heard the usual adages about little strokes felling great oaks and early birds catching the worm, and I had no qualms about putting my “shoulder to the wheel and nose to the grindstone” or trying again if at first I didn’t succeed. By putting those principles into practice, I racked up a list of accomplishments before entering the business world and sincerely believed that as long as I continued to work hard, I would continue to achieve my goals. But instead of my being as successful in business as I had been at other endeavors, I found my potentially brilliant career grinding to a halt just two years after it began.

Like Karen, I got fired because I didn’t relate well to people—and I too was stunned. Before that fateful day, no one had even mentioned the importance of people skills to me. No course I had ever taken included the human side of business on its syllabus. That lack of knowledge cost me my job. I was bound and determined not to let it happen again.

After going through outplacement and discovering a great deal about the real world, job hunting, career planning, and myself, I persuaded my outplacement counselor to teach me the business; and then “hung out a shingle” for myself as Benton Management Resources. I began sharing with other people who had lost their jobs the insights that I’d gained after losing mine. I also started interviewing successful businesspeople—nearly two thousand of them over a ten-year period. I looked for patterns in their experiences that would help me teach other success-seekers how to think, act, and relate.

By using what I learned in my own life, I gained a reputation in the world of business. My work expanded to include lectures and training seminars as well as private consultations with executives, politicians, and media personalities who wanted to enhance their personal presence (or as they put it in Europe, have more “charisma”). I also was able to extend my “research” into the higher echelons. I sought out the best—the men and women who had climbed up the slippery ladder of success in their field and now sat on the top rung.

I interviewed and studied more than a hundred chiefs—chief executive officers (CEOs), chief operations officers (COOs), and the big chiefs (company presidents). As you will see from the quotes that appear throughout this book and the list of acknowledgments, I spoke with leaders in the media, professional sports, government, nonprofit organizations, manufacturing, cable TV, advertising, finance, and other fields. I observed these top people in formal business situations: at board meetings, in the midst of international negotiations, before and after speeches, during media interviews and in executive offices. I also spent time with them in informal settings: on boats, in private jets, on golf courses, at sporting events, and at office Christmas parties. In some instances, I even met and spoke with their secretaries, children, spouses, ex-spouses, and other “right-hand people” to gain their perspective of Mr./Ms. Big.

I listened, watched, remembered, and learned that top people are not magical, blessed or dramatically different from you or me. They simply have skills and outlooks that the rest of us may not have—but can get. We all have the capacity to make it to the top of our fields and stay there. What we often lack are the tools and techniques to convert our potential into productivity, effectiveness, and success. Over the years, I have taught thousands of people what those tools and techniques are and how to use them. I have written this book to teach those same things to you.


TOP PEOPLE

“Are forward thinkers, strategic planners and motivators who guide and encourage people toward optimum performance.”

—THOMAS NEFF

President, Spencer Stuart

 

“Create a path for themselves in their company, one that stretches four to five years into the future. They have stature. They aren’t afraid to make decisions. They got to the top by being flexible, unflappable, rolling with the punches, understanding change, reacting quickly to change, being willing to make mistakes and communicating both as a giver and a listener.”

—JOHN CALLEN, JR.

Chairman, and CEO, Ward Howell International

 

“Can function with many styles and in many environments. They have the ability and sensibility to listen. But the number-one factor that sets them apart from the pack is an aura of energy and actual energy. All high-powered executives have that.”

—BILL MORIN

Chairman, Drake, Beam, Morin Inc.


SUCCESSFUL PEOPLE HAVE ENERGY


	
Physical energy to meet the physical requirements of the job. With it, they give 100 percent to the task at hand, persevere, demonstrate loyalty, and show the enthusiasm that puts them first in line for promotions.

	
Intellectual energy, which enables them to understand every nuance of a job and become proficient at it. Intellectual energy makes it possible to perform brilliantly some of the time and competently the rest.

	
Emotional energy, which they use to understand themselves as well as understand and interact with others. With it, they control the effect they have on people; know just how to connect with and relate to various individuals in various situations; and make a positive impression, no matter where they are or what they’re doing.



While all three levels of energy are required for career success, emotional energy is by far the most important, and it can be developed, cultivated, and fine-tuned. The purpose of this book is to show you how to do that—because emotional energy and the people skills that go with it are what will get you to the top and keep you there.


PEOPLE SKILLS ENTAIL CERTAIN QUALITIES


Subtlety

When Admiral Elmo R. Zumwalt, Jr., retired chief of operations, United States Navy, assumed command of a ship that had the voice radio call name SAPWORTH, he immediately changed it to HELLCATS and saw morale improve even before the name change went into effect.


Appreciation

When I accompanied John “J” Madden, president and CEO of John Madden Company, into the health club he owned, I watched him greet a maintenance man, chef, front desk manager, and three members by name and saw all of their faces light up in response to the recognition they’d received.


Profitability

While a teenager working as a valet, Bill Daniels, chairman of Daniels Communications, doubled his tips when he said “Yes, sir (or ma’am),” to his customers rather than just “Yes.”


Style

“Two people can spot the same issue. Two people can say exactly the same thing about it. But the one who presents his idea in the proper style can help you solve the situation while someone who uses the improper style won’t solve it (or even get to finish saying how he would solve it).”

—JEFF SMULYAN

Owner, the Seattle Mariners

 

People skills can be learned and practiced until they become second nature to you. When you have emotional energy and people skills, you can:

 

• Stand out to get in—by making favorable first impressions and having a positive impact on the people around you.

 

“One strong suit will help you a lot. You need at least one outstanding quality—originality, intelligence, common sense, vision or energy—plus people skills.”

—ROBERT BARTLEY

Editor, The Wall Street Journal

 

• Fit in to get promoted—by looking as though you belong at the top and getting along with many different kinds of people.

 

“The one who makes it to the top has luck, works hard, is bright and believes in team work. Although it’s not a personality game, you have to be personable, likable, and able to get along.”

—J. RICHARD MUNRO

Cochairman and co-CEO, Time Warner Inc.

 

• Stand out and fit in at the same time—by doing what others don’t without going to extremes.

“I have a twenty-two-year-old son who started his first job six weeks ago. He currently believes it’s only substance that counts, that getting his work done is all that’s necessary. I try to tell him how much talent goes unnoticed, that he needs to attract the attention of those above him. That holds true for anyone who wants to advance. You need to do the job properly but also display an eagerness to do more. Look alert when you’re bored; if you finished the job, do your damnedest to look interested. Instead of looking like a bumbler or a slouch, look like a bright-eyed kid ready to go. Be aware of your physical presence and conduct yourself just a tad in excess of what is required.”

—GORDON PARKER

Chairman, president, and CEO, Newmont Mining Corporation
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CAN YOU MAKE THAT EQUATION WORK FOR YOU—AND STILL BE YOURSELF?

Absolutely!

“Developing into yourself is a lifelong process, but while you are going through it, you can take on behaviors that fit you. Through active observation and active listening . . . I adopted a style that became me.”

—WILLIAM WALLACE

President and CEO, Home Life Insurance Company

 

To get to the top and stay there, you may have to change the way you typically think, act, and relate to other people in certain situations. But you do NOT have to become someone you’re not. In fact, to be successful you have to be yourself. You simply have to “be yourself” more consciously, purposefully, and positively than you may have been in the past. That means:


	being aware of what you are thinking, saying, or doing at any given moment;

	consciously choosing attitudes, words, and actions that work to your benefit and avoiding those that work against you;

	adopting new behavior patterns that are consistent with who you are now and, more important, with who you want to become.




THE BOTTOM LINE

If the person you want to be is someone who is easily trusted, memorable, impressive, credible, genuine, likable, and effective from the first encounter on, then you are reading the right book. The chiefs I interviewed learned how to set themselves apart from the rest, and you can too. From this book, you’ll learn to control your actions so you can control your effect, so you can control your career and have more power and more impact, and make more money!



 

  
I

STAND OUT—THE ART OF MAKING AN IMPACT



 

 
2

Make and Maintain a Favorable First Impression

If you control your actions, you can control your effect to control your career. That statement applies to every facet of doing business, but its impact is most apparent and extremely important during your initial encounters with people. When you are meeting someone for the first time as well as during the first moments of any interaction, the first impression you make is crucial. Top people know that:

 

“I don’t get a lot of time with anyone. In the space of five or ten minutes, I must convey interest, enthusiasm, and energy.”

—ANDREW SHERWOOD

Senior partner, The Goodrich & Sherwood Company

 

“I want to have the most impact possible as quickly as possible.”

—ALEX MANDL

Chairman and CEO, Sea Land Service, Inc.

 

Successful people make effective first impressions. They stand out and fit in at the same time in order to be trusted, respected, and intriguing. “This isn’t going to be an ordinary encounter,” is the message chiefs convey, and they convey it in a matter of seconds. Although they are not always striving to be liked, they do want to be remembered favorably.


FAVORABLE FIRST IMPRESSIONS DON’T “COME NATURALLY”

• A female lawyer delivering a speech to an association meeting I attended stood at the lectern for twenty minutes reading from a script that she held in place with her left hand—and kept her right hand inside her blouse collar clutching her bra strap.

 

• I had been told that the man I’d be meeting for lunch was “an absolute genius at marketing.” He did indeed prove to be brilliant—and enthusiastic. Each time a brainstorm hit him, he excitedly shared it, gesturing broadly—with soup spoon in hand—and splattering his tie, the tablecloth, and me with Manhattan clam chowder.

 

• “I have the hardest time getting my male colleagues to take me seriously,” a woman who attended one of my seminars complained. As she stood in front of me and elaborated, she shifted her weight from one foot to the other so that her body—and her ample breasts—swayed back and forth. With her bright silk blouse also catching my eye, it was practically impossible not to notice this motion, and I suspected that it was at least partially responsible for her difficulties.

 

The people I just described were memorable, all right. But did they really want to be remembered for clutching a bra strap, splattering soup, or swaying their breasts? Of course not. What they conveyed about themselves was not what they had hoped to convey, and the impression they made was not favorable to them—because they were not in control of their actions. In fact, they weren’t even aware of them—or of their effect.

When you act without awareness, you: miss opportunities to make a positive impact; all too often make a negative one; unwittingly sabotage yourself and your chances for success.


UNFAVORABLE FIRST IMPRESSIONS DON’T “GO AWAY” EASILY

“The perception you have of people from the first usually proves to be true.”

—DAVE LINIGER

CEO, RE/MAX International

 

Whether you agree or disagree with Liniger’s opinion, the fact is that people draw conclusions about you from the moment you make your first entrance and they seldom change their minds. They size you up in an instant, and whether they decide to “write you off” or conclude that you are “okay” and worth getting to know better, they rarely question their snap judgments. It may not be fair (or what you want to hear), but if there is a choice between two comparably qualified people, the one who makes a better first impression will be chosen.

 

“Most people don’t have time actually to figure you out. So their initial perception of you is very important. If you make a bad impression, you have to get over the bad impression. If it’s good, you can go on to step two.”

—HAROLD ELLIS

Chairman of the board, CEO,

Grubb & Ellis Company

 

People form their impressions of you by looking at the outside and making assumptions about what’s on the inside. They take you at face value. It’s your responsibility to establish that value—and establish it quickly.

You have a limited time to show people “what you’re made of.” If you:


	anxiously rush into a room and hurry to your seat, scarcely acknowledging anyone or anything in your path;

	slink in like a scared puppy;

	slip in surreptitiously so that you can come and go without anyone noticing that you were there.



then you waste precious time.

If you are:


	distracted;

	rude;

	obviously unprepared;

	cold;

	inappropriately familiar;

	tripping over yourself to impress and flatter others;

	or about as responsive as a corpse.



then you are unwittingly establishing an impression that you will have to work hard to overcome. You may never get to erase it. At the very least you will have to grind your way out with competence.

The effort required to make a favorable first impression is less than the effort required to undo an unfavorable one. Even when someone you meet seems to be in too much of a hurry or seems too preoccupied to pay attention to you, your efforts to create a good first impression pay off.


NO MATTER WHAT YOU DO, CONTROL WHAT YOU ARE DOING

Although you can’t actually control other people’s feelings or their reactions to you, they base their perceptions on what they see—and you can control what you show them.

Generally speaking, you’ll want to make a first impression that is realistically favorable—neither creating expectations you can’t fulfill nor leading others to believe that you are less capable than you actually are. Being obvious and affected or relying on gimmicks (such as having oversized chairs for everyone but yourself so that they feel small in comparison to you or placing your desk on a raised platform so that you tower over anyone who enters your office) is usually inappropriate and ineffective.

There are no hard-and-fast rules governing the specific behaviors you should use to make an initial impact. The point is not to make a particular first impression or the same impression all the time, but to make the impression that fits your immediate circumstances and best suits your purpose. An initial impact that would be all wrong in one situation could be just right in another.

For instance, a defense lawyer meeting with a district attorney for the first time might deliberately decide to show up wearing an old suit with his collar unbuttoned, his shirt rumpled, and his hair unkempt. By leafing through files, hesitating before responding to questions, and generally demonstrating a laissez-faire, almost apathetic, attitude toward his client, he would create the image of himself as being a bumbler and not much of a threat to the DA. Under most circumstances, making such an impression would be unwise. However, if the defense lawyer then showed up in court impeccably dressed, immaculately groomed, and intellectually as sharp as a tack, his first impression would have been extremely effective. It would have disarmed the DA—as the defense lawyer undoubtedly intended it to.

Though you usually won’t need to be as manipulative or as deceptive as that defense lawyer when making your initial impact, you will want to:


	determine the impression you want to make in a particular situation;

	figure out what you need to do or avoid doing in order to make that impression;

	then follow through.



Controlling even small, seemingly insignificant actions can positively influence other people’s perceptions and improve your chances for success.


Nine Ways to Make and Maintain Favorable Impressions

1. Use your entire physical being to express yourself. People believe what they see. They remember what they see. And you can control what they see—the angle of your head, your facial expression, your slumped or well-postured shoulders, the fit of your suit, the position of your legs, hands, arms, or feet and much more.

Your physical presence is the foundation on which you build your credibility. So, analyze and thoughtfully plan how you will present yourself physically. Pay attention to the nuances of your physical presence during the interaction. That way, if the encounter is unsuccessful, you will recognize actions that had a negative impact, know how they held you back, and be able to change them the next time around. You will also be able to recognize what you did well and remind yourself to repeat that behavior during future interactions.

Act in a slow, controlled, purposeful manner. Whether you scratch your head, adjust your eyeglasses, straighten your tie, or search for the scrap of paper with your budget estimates on it, do it with purpose. Almost anything you do will be okay, if it is done on purpose. If you make moves too rapidly, too abruptly, or without awareness, chances are that you will sabotage yourself by looking nervous, flustered, or “quirky.”

 

2. Have a physical game plan. When Louis Mattis, chairman and CEO of Sterling Drug Inc., holds a “directive” meeting (one in which he is in command and doing the directing), he sits behind a desk in a big imposing chair facing whomever he’s meeting. There’s no doubt in anyone’s mind about who’s in charge during that sort of interaction.

“But only four of about one hundred meetings last year were conducted that way,” Mattis explained. The others were what he called “conversation” meetings in which he and the other person mulled over mutual problems, brainstormed solutions, and freely exchanged ideas. Those meetings were conducted in the sitting area of his office with all parties in relaxed, comfortable, equal positions on a sofa or settee.

In each instance, Mattis physically set the stage to accomplish a purpose he had decided upon ahead of time. And that is what it means to have a physical game plan.

In advance, determine the effect you want to have on others and use the “props”—the right attitude, the right actions, the right setting, and even the right prearranged placement of people—that are most likely to create that effect.

Do whatever will help you achieve your objective during a particular interaction. Put yourself in a dominant position or others in more favorable positions—if that positioning fits the situation. Create an atmosphere that is conducive to your purpose—whether that purpose is to get people to listen to your ideas or to talk about theirs.

Chiefs seldom admit to coming up consciously with physical game plans—they just do the right thing from repeated experience. While you are gaining that experience, knowing what you are going to do and how you are going to do it will have a calming effect on you and help you feel more confident during various encounters. Even if things don’t work out as planned (and they seldom do), having a game plan is still a better place to start than trying to make a favorable impression without one.

 

3. SHOW people what you mean—with coordinated words and actions. Television networks race to be the first on the scene so their viewers can see as well as hear the news. They know that people remember best what they receive visually. As much as 85 percent of the information absorbed during any conversation is transmitted nonverbally.

To get your message across and make a favorable impression, you must not only state but also demonstrate what you mean with purposeful movement and appropriate nonverbal communication.

You sabotage yourself when you say “What a great idea” in a flat, unenthused tone or when you nervously chew your lower lip and stare at your feet while swearing that you’re looking forward to the challenge presented by a new project. Instead:


	Plan what you want to say.

	Think of ways to corroborate what you are saying, using gestures, facial expression, tone of voice, inflections, and so on.

	Then say and show what you mean, making sure to synchronize your verbal messages and your nonverbal signals.



4. Don’t respond to distractions. Not long ago I met with a man who had attended one of my seminars and was determined not to respond to distractions. He was talking while leaning back in a desk chair that tilted back and had wheels. Then he placed his hands behind his neck, and the extra weight from that action combined with his body weight caused the chair slowly, but unavoidably, to tilt farther and farther back. But he didn’t move. He continued his conversation, and when he and the chair finally fell to the floor, he said (without skipping a beat), “See, Debra, I listened to you.”

Although it’s not necessary to go to such lengths yourself, do your best to ignore distractions. Keep your eye on the ball. Don’t let the furniture, the air-conditioning fan, the sirens outside, the airplane overhead, or the wart on an interviewer’s nose break your concentration or prevent you from establishing and maintaining your physical presence. Stay on track. If you want to control your effect on others, you can’t let inanimate objects control you.

 

5. Develop by subtraction. To make and maintain favorable impressions, you do not have to adopt dozens and dozens of new behaviors. Simply relax and stop shooting yourself in the foot. Retire your sabotaging actions—the ineffective things you say or do.

Become more aware of what you are doing and the effect you have on people. Observe their reactions. If you are getting the response you want, continue. If you aren’t, change your actions.

 

6. Do the opposite of what most people do. Many of us are afraid to deviate from the norm because we mistakenly believe it will hinder us and reduce our chances for success. Yet, countless breakthroughs in business have begun when someone broke the rules.

Doing what others don’t is, in fact, the key element of an effective executive presence. It is what this entire book is about. And it does not mean wearing a yellow business suit. Your goal is to stand out while still fitting in. You have to add distinctions that highlight your individualism and make you memorable—in moderation. Extremely eccentric behavior will single you out unfavorably.

Staying within the realm of acceptable business behavior, set yourself apart from the crowd. Observe what most people do, and, instead of doing the same thing, do something else. When reasonable and appropriate, do the opposite. If others:


	hurriedly rush into someone’s office, you pause;

	select the chair closest to the door, you select the one farthest from it;

	sit around a boardroom table with their elbows on the table, hands clasped and shoulders hunched over, you sit back in your chair with relaxed, open arms;

	state claims and repeat platitudes, you ask probing questions;

	are in a group with people who sit when asking questions, you stand up to ask your question;

	act like stodgy stuffed shirts, you act human and humorous;

	stop initiating sales calls at the end of the day or during bad weather, you make them at that time.



As one financial investor put it, “the majority is usually wrong.” So, rather than blindly following other people’s lead, be just different enough within the boundaries of the situation to be remembered positively.

 

7. Be flexible. At the beginning of the business day, a former CEO who sold his company to a larger one and now acts as a consultant to the new owners asks himself, “Who am I today?” He needs to “know what costume to wear—what I want to accomplish and how I should act to accomplish that.” He is not talking about role playing but flexibility—the ability to draw upon different aspects of his personality in different situations. If he’s meeting the new CEO on the golf course, he might call upon the friendly adviser side of himself, making jokes and small talk in between suggestions given as a father might offer them to his son. If he’s going to the same golf course with the head of a rival company, he might be more guarded and cagey as he tries to pump the other person for information without being pumped himself. In another setting he might be playful or stern or practically dictatorial.

Successful people know that no matter how effective a particular style might be, they cannot rely on that same style under all circumstances. They change their style to meet their objectives, to make the impact they want to make in a particular situation. They know that rigidity works for only a limited time in limited situations and that their actions will affect one person differently than they will affect another. Even someone they know well may be receptive to a certain approach one day and repelled by it the next. If they are going to deal effectively with people over a long career, they must be flexible.

Being flexible does not mean being wishy-washy and constantly changing your position on an issue. And flexibility is not an excuse to allow yourself wild mood swings. (That can create tremendous insecurity in the people around you.) Instead it is, as one executive put it, “being chameleonlike in a positive way”—being exuberant in one setting, restrained in another, sometimes relaxed and casual, sometimes serious and formal, depending on the situation.

Because you, like all human beings, are multifaceted—and not one-dimensional—you can be flexible without “faking” or “putting on an act.” To have a positive impact, you don’t have to change your personality. You can choose one or a combination of actions from the wide range of behaviors available to you—and still be yourself.

 

8. Be willing merely to “go through the motions” for a while. Much of what it takes to make a favorable impression (and to get to and stay at the top) seems stilted or contrived when you first see it on a printed page and feels odd or uncomfortable when you first try it for yourself. Try it anyway.

Old habits are comfortable. Because you are used to them, the same old things feel right—even when they’re wrong. You became used to those actions by repeating them, and you can become used to new behaviors the same way. Take on a behavior that doesn’t quite fit you yet and practice it until it does. If you go through the motions physically, your attitude and emotions eventually catch up. On the other hand, if you try to wait for a new technique to feel right before accepting its merit or putting it into practice, you’ll wait forever.

 

9. Follow the four-minute rule. Although you have only seconds to make a favorable impression, that is all you need.

 

“In retail, they have what they call a ‘twelve-second factor’—that’s the time you need to capture a buyer’s attention with your product, design, package, color, and positioning. The same time limit applies to making an impression as an individual.”

—R. MICHAEL FRANZ

President and CEO, Murata Business Systems, Inc.

 

Another CEO told me, “You have approximately three seconds to establish your presence. Two seconds to size up the situation and how to approach it, then one second to correct yourself if you’re wrong.”

I happen to subscribe to the four-minute rule and advise my clients to be consciously aware of and conscientiously control their actions for at least the first four minutes of every encounter. Obviously, you’ll want to maintain a positive presence throughout the interaction, but if you tune in extrasensitively and stay on top of your behavior for those first four minutes, you will almost always be able to have the effect you want to have.

 

Successful people are constantly aware of how they are being perceived—and adjust their actions to control their effect. Once you achieve an edge by making a favorable first impression, you have to hold on to it with moment-to-moment behaviors that reinforce your initial impact and have a lasting effect:


	make sure you are competent;

	develop, hone, and use plenty of people skills;

	continue to practice and improve the techniques I describe in this chapter and other key elements of an effective executive presence that I describe throughout this book.
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Use Your Head to Express and Impress

On my way to the offices of Price Waterhouse, I noticed a man walking across the lobby toward me. Although I didn’t know him (or have any reason to believe I ever would), I made eye contact with him. As he got closer I did not look down or away. Maintaining my relaxed, slightly smiling facial expression, I focused my full attention on him and, just before we passed each other, gave him one slow, deep, purposeful nod of acknowledgment.

That man turned out to be the person I had been scheduled to see at Price Waterhouse. He was responsible for hiring in-service trainers, and I easily secured a three-day consulting assignment.

Three years later, that client still remembers our encounter and the conclusion he drew from it: if I could make such a positive impact on him with a simple, subtle action, his people could learn to affect their clients the same way. He hired me because I had quite literally used my head.

Successful people get ahead by using their heads—intellectually and physically. They:


	have relaxed/ready facial expressions;

	smile;

	keep a level head;

	occasionally and purposefully nod, rather than incessantly bob, their heads;

	make and maintain eye contact as well as use their eyes to help them communicate effectively.




USING YOUR HEAD EFFECTIVELY


Look Relaxed and Ready

Take a moment to:


	Relax your brow.

	Relax your jaw.

	Relax your feet.

	Say the word money or sex (whichever you prefer) and then leave your mouth in that position with: your lips open (apart about one-eighth of an inch); the corners of your mouth turned up slightly; and a little roundness in your cheeks.



Your face is now in what I call the “relaxed/ready” position. Like the “ready” stance you take in a sport, such as golf, tennis, volleyball, or skiing, it is the position for beginning a peak performance. You look awake, alert, alive, open, confident—and prepared for anything that comes your way.

A relaxed/ready expression is a natural expression for the human face. It is the facial expression of any infant who isn’t hungry, wet, or physically uncomfortable. Most toddlers wear it. But somewhere along the line, a good many of us have lost it. Perhaps, during our childhoods, we were told once too often, “wipe that stupid smile off your face,” “close that trap,” “you are only to speak when spoken to,” “I don’t want to hear those words out of your mouth again,” or “only idiots smile without a reason.”

In self-defense, we replaced our naturally open and receptive facial expressions with scowls, grimaces, or bland, blank, unemotional masks.

As adults, we may have mistakenly come to believe that we had to “look serious” if we wanted to:


	be taken seriously and treated professionally;

	avoid appearing overly accommodating or phony;

	hold our cards close to the chest and not give ourselves away;

	make sure we didn’t wear our hearts on our sleeves, seem high-strung, or appear irrational by showing too much emotion;

	not be judged as too light-hearted, frivolous, lazy, or lethargic to do what it takes to advance in our careers.



As a result, we adopted zombielike, stone-faced, perpetually worried or borderline-angry expressions. We may call that expression “businesslike” and think that it comes with the suits we wear, but in reality, along with our smiles and openness, we’ve wiped the personality off our faces. We look like terrorists or as though we haven’t eaten in days.

Some of us frown or scowl or wear a flat, expressionless face when we are thinking or listening intently and aren’t paying attention to the effect our facial expression has on other people. One company president was frowning a few years back while walking down the hallway at corporate headquarters. Soon afterward the company’s chief financial officer came into the president’s office and asked, “What’s the bad news? I heard in the hallway that the business is going to hell.” Apparently an office worker who had observed the president’s facial expression jumped to a conclusion, passed along her “findings,” and started a panic. There were no financial problems. But people make assumptions based on what they see, and the president looked like a deeply troubled man.

In my opinion, the only people truly justified in having totally flat, expressionless faces are prison inmates. For their own protection, they resort to a facial position with no muscle or eye movement and maintain it by developing keen peripheral vision. They are on guard against attack and not open to communication.

The rest of us and especially those of us who hope to get to and stay at the top in our fields—unless we are talking, chewing, or purposefully using our faces to convey our emotions—should maintain our relaxed/ready facial position.

Get into the habit by practicing when you aren’t on the hot seat. While jogging, lifting weights, listening to the minister, listening to your boss, listening to your spouse, making a telephone call, or engaging in any other routine activity during the course of a day, look relaxed and ready. You’ll quickly discover that it’s the look others like to see—and the one they are most likely to respond to favorably.


Smile More

Smiles draw positive attention to you and make you (and others) feel at ease.

 

“The people attending [the leadership conference] were all self-employed salespeople who had earned enough to come to the annual convention, and they were somewhat suspicious of the new Japanese ownership. Then, the Japanese company president walked onstage, and in his imperfect English, but with heartfelt emotion, read a speech he’d written himself. He smiled. He smiled a lot.

“After the speech, he spent five hours having his picture taken with two hundred prizewinners in the sales leaders’ circle—and he smiled throughout. Those salespeople were so impressed with the guy and his friendly, approachable manner, that they were ready to carry him out on their shoulders like the star quarterback on a championship football team.”

—DAVID CHAMBERLAIN

Chairman, president, and CEO, Shaklee Corporation


CONFIDENT, SUCCESSFUL PEOPLE SMILE

Top people smile more frequently than people on any other rung of the career ladder—and not just because they make more money.

 

“Why do I smile? Because it reflects my mood and improves attitudes—mine and others.”

—JOHN BUTLER

President, Financial Programs, Inc.

 

Smiles:


	convey self-acceptance and an accepting attitude toward others;

	inspire confidence in the person who is smiling and boost the confidence of the person who sees the smile;

	spread an attitude of good cheer, making people in the smiler’s vicinity feel good about him, themselves, and their jobs.



By smiling, you can:


	intimidate and/or confuse an adversary;

	soften the blow when delivering bad news and say difficult things with the most beneficial outcome possible;

	reduce tension;

	keep your cards close to your chest (contrary to popular opinion, you do not give yourself away by smiling and can, in fact, conceal shock, confusion, fear, or information you are not yet ready to make public knowledge behind an amiable grin);

	build a reputation as a winner (especially if you smile whether you win or lose).



Smiling:


	is an instant energizer;

	makes you appear approachable, friendly, relaxed, open, and comfortable;

	shows others that you are good-natured, have a sense of humor, and enjoy life;

	improves your voice quality by relaxing your throat muscles;

	makes you look younger;

	takes fewer facial muscles than frowning;

	and more cheaply, quickly, and safely than a face-lift, produces similar results.



When shouldn’t you smile? When you’re being buried—and when you are firing or disciplining someone or when your expression would unintentionally contradict your words.

If you think that it doesn’t look “macho” to smile, you’re right. It doesn’t. But machismo won’t take you as far as smiling will. In fact, you probably don’t need to be macho at all when your goal is to be effective. You do need to smile. I can still remember the midlevel executive sent to me for counseling by his boss, who told me, “He could be a great senior executive if only he smiled more.” One glum man (who was not a chief) confided, “When I was a kid, people said I had a silly grin, so I got rid of it. I still smile on the inside, but no one knows it.”

Smiling on the inside doesn’t cut it. Neither does refusing to smile because you are self-conscious about your teeth, lips, or mouth in general. If you can’t smile, you can’t lead.

There are more than enough frowns in the business world today—and a huge deficit of smiles. In the circles in which you travel, the majority may be dead serious, pessimistic, and downtrodden. Don’t be like the majority.

Whether you are an introvert or an extrovert, when you get to be Mr. or Ms. Big, you will need to smile. So start practicing right away.


KEEP A LEVEL HEAD

In our culture, we expect businesspeople to be “level-headed”: to think clearly and rationally, and also physically to hold their heads high and face people head on. Someone who doesn’t is perceived as: laying his head on his mother’s chest for comfort; vulnerable; easy; overly attentive; begging; subservient; losing; stupid; tired.

A bowed head conveys insecurity, shyness, and defeat. You can see its effect when one person is attacking, criticizing, or otherwise “coming down” on someone else. Nine times out of ten, the person receiving the aggression bows his head. He looks like a victim, and the aggressor treats him as such. A bowed head is the body-language equivalent of having a sign on your back reading “kick me.”

A person who tilts his head to the side fares no better. You won’t see a president of the United States cocking his head to one side. A cocked head conveys confusion and simple-mindedness. (You can practically hear the “duh? . . . I don’t get it.”) You could also be perceived as being flirtatious, vulnerable, or seductive—which is why so many women photographed for “girlie” magazines are posed with their heads tilted to one side. It’s unlikely to be the effect businesspeople want to have.

Whether bowed or cocked to one side, a tilted head will always make a less favorable impression than a level one.

When your head is level, you:


	look more controlled and sure of yourself;

	look like a winner;

	improve your posture;

	appear more energetic;

	improve your voice quality;

	are in a better position to “look ’em in the eye.”



Simply holding your head level may seem trivial or insignificant. But it’s the sort of subtle behavior that can make or break someone’s confidence in you. Whether receiving good news or bad, keep a level head. It is the head position top people maintain.


Don’t Bob Incessantly. Nod Purposefully.

I’m all for letting people know that you are listening to them. By actively listening—conveying your interest and understanding and encouraging speakers to say more—you make a favorable impression as well as learn more from the person who is speaking to you. There are a number of effective ways to do that. But bobbing your head like a toy dog with a spring neck placed on the rear window of a ’57 Chevy is NOT one of them.

In the oil business, the arm of an oil rig that bobs up and down is called a dickie bird. People engaged in a friendly conversation sometimes end up looking like them—and it is not a positive, in-control, or useful way to look. Head bobbers invariably appear overly anxious or too eager to please. To avoid that fate and still show attentiveness and understanding, try:


	an occasional, slow, deep, purposeful nod (it’s surprisingly difficult to do and will take some practice before you feel comfortable with it);

	verbal “nod” (with a level head and without bobbing, utter affirming sounds such as “mmhm,” “uh-huh,” or “ah ha”);

	squinting or raising one or both eyebrows for a second or two, again with your head level.




MAKE EYE CONTACT AND USE “EYE” COMMUNICATION

Top people look others in the eye. Their direct gaze can send a very attentive, supportive “I’m listening to every word” message. Or it can resemble two leveled pistols boring in on a victim. Or it can fall anywhere on the spectrum between those two extremes.

Eyes can make people feel comfortable . . .

 

“Top people emote and connect with their facial expressions. You can see the twinkle, the energy in their eyes.”

—PETE CARPENTER

President, CSX Distribution Services

 

. . . or uncomfortable. “When I’m dealing with difficult bureaucrats, I just look them in the eye and wiggle my eyebrows,” says Bob Graves, founder of the National Marrow Donor Program, who has big, bushy eyebrows that make this technique especially effective.

Chiefs control where they look, and they don’t avoid eye contact. The higher up the ladder someone goes, the longer he will maintain eye contact. When he encounters people of lesser rank, they invariably break eye contact before he does. I’ve walked down a hallway with many a Ms. or Mr. Big and watched one person after another avert his or her eyes. Clearly, if you want to stand out when you meet a chief (or anyone else you hope to impress), you can’t nervously lower your gaze as other people do. Maintain eye contact.

Successful people seem to listen with their eyes as well as their ears. Explaining how his father, Art Linkletter, was able to interview children successfully for the popular television series “House Party,” Jack Linkletter said, “Before he spoke to the child, Dad would totally lock into eye contact with that child. Sometimes that meant reaching up to a child’s chin and gently turning his head toward him. But, by making that eye contact, he let the kids know, ‘Hey, I’m talking to you and you’re talking to me.’ ”

That approach works just as well with grown-ups. Effective eye contact and communication helps you:


	look more alert, attentive and alive;

	concentrate on what’s being said to you;

	appear unafraid;

	convey to others that they are important and that you are listening to them;

	look confident.



Here are five options for communicating effectively with your eyes:


	Look at someone’s entire face, rather than only boring into his eyes.

	Watch people’s lips while they’re speaking; “reading” lips helps you hear what they are saying.

	Focus first on one of the speaker’s eyes and then on the other eye. It can make you, as the listener, look particularly attentive.

	Break some of the tension that often results from uninterrupted eye contact by purposefully averting your eyes to jot down a note or periodically looking over the other person’s shoulder instead of right at him.

	Practice maintaining eye contact until you can hold someone’s gaze a second longer than formality requires. That extra second gives you an aura of confidence and says, “I can take the heat.”



Whether you smile or keep a level head, use a relaxed/ready expression or effective eye communication; controlling small actions prepares you to take control and maintain it when you tackle big issues.

Once you get used to using your head and begin to see its positive effect, you’ll wonder how you got along without this simple way to make a positive impression. But don’t “beat yourself up” over the ineffective things you have done or the effective things you have failed to do in the past. It’s okay to have been wrong. What’s unforgivable is to stay wrong.
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Making an Entrance—The Pause That Impresses

When a successful person enters a room, you know it. He or she makes an entrance. Not a flamboyant, look-at-me-I’m-special type of entrance, but one that says, “I’m here. I’m ready. I know who I am and I know what I’m doing. No matter what happens, I can handle it.”


TOP PEOPLE GET NOTICED—IMMEDIATELY

Watch chiefs and you’ll see men and women who walk into a room and quickly take stock—sizing up the situation, noticing the people around them, and getting a sense of the general mood or what might be on people’s minds. They move directly and deliberately toward the person to whom they wish to speak and frequently make a comment before they even shake hands.

With a combination of attitude and actions, top people emanate an aura of self-confidence and benign control when they make entrances. They are in control of themselves, the situation, and their effect on others.

Of course, most chiefs hold meetings in their offices or boardrooms and don’t have to have others watch them make an entrance. Instead they enter the room first and watch everyone else come in. However, when they do have to walk into territory that is not their own, successful people are apt to enter and pause.

The president and CEO of a Fortune 500 company was scheduled to speak before a large gathering. After an impressive list of his accomplishments had been read, he was introduced. He stood up, climbed four steps onto the stage, walked the full length of the stage, stopped at the podium, adjusted his eyeglasses, removed his notes from his suit pocket, arranged them on the lectern, and looked at the audience. Then he looked back down at his notes and finally, more than two minutes after his name was announced, began to speak.

“Kill or be killed,” he said when I asked him why he had deliberately delayed for so long. He had taken control of his audience by making an entrance that included a planned, purposeful pause.

A pause that impresses is not necessarily a long pause. In some instances, it lasts no more than a split second. It is not a pause of hesitation or indecisiveness—leaving you standing in a doorway looking lost or confused. But it is a purposeful, strategic, physical, or conversational “break in the action.”

 

“Yesterday, the vice-president for manufacturing came into my office to discuss a personnel issue, and I missed half of what he was saying because I was still thinking about the serious budget problem that came up in my previous meeting. That wouldn’t have happened if he had caught my attention and switched my focus before bringing up his issue. Some sort of pause would have done that.

“I pause to give people a chance to respond to my entrance and get on my wavelength. I just can’t take it for granted that they’re fully listening to me, and I can’t assume that they’re concentrating on the same thing I’m concentrating on. So I pause and usually bring up a transitional topic, something diversional like the weekend football game or the weather or anything else that gets us on common ground.”
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