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Introduction



For the past thirty years, I’ve been on a quest to discover tactics and techniques that cut through the business world’s bullsh*t and help you get things done more quickly and easily than you ever thought possible.


As a journalist I’ve interviewed hundreds of executives, ranging from living legends to unknown entrepreneurs struggling with their initial start-ups, as well as dozens of sales and marketing gurus. As an engineer and marketer I’ve participated in the growth of a wildly productive organization and observed—firsthand and up close—as two huge companies disintegrated under the weight of their own collective stupidity.


For the past seven years I’ve had daily conversations about surviving and thriving in the corporate world with the millions of readers of my blog, which has appeared on BNET and the CBS News website, and is currently on Inc.com.


Business Without the Bullsh*t is the result of that quest.


This is not a book of theory. It’s a collection of practical approaches to the real-life situations that take place every day inside just about every company.


There is, however, an underlying philosophy about business and bullsh*t that underpins this entire book. You can use this book without knowing that philosophy, but for readers who appreciate context, here goes:



EVERYONE IS A FREELANCER


In the past, most businesspeople worked for a specific company and often expected to work for that company for decades. Some firms even touted a policy of “lifetime” employment.


In those days there was an implicit contract between employer and employee. The employer offered job security and in return the employee was loyal. Employers looked askance at a prospective employee who hopped from job to job.


At the very bottom of the corporate totem pole were freelancers and consultants, the losers who couldn’t land a real job and were thus reduced to constantly selling and reselling their services.


That world is gone forever. Rather than offering job security, companies now move jobs wherever they can be done more cheaply. Similarly, those who stick with one employer for too long now seem out of touch or lacking in initiative.


Today everyone is a freelancer. Even if you’ve got a salaried position with benefits, perks, paid vacations, and a fancy title, you’re still a freelancer. If you aren’t constantly selling and reselling your services, you’ll be unemployed faster than you can say pink slip.


This means that, above all else, you must not just keep your options open but actively and constantly develop new job opportunities. As a freelancer, your goal must always be to land your next job, hopefully one that’s more fun and pays better than the one you’ve already got.


YOU ARE YOUR BOSS


Inherent in the obsolete notion of job security is a management hierarchy: you work for a boss, who works for a bigger boss, who works for the CEO, who works for the board of directors, which works for the investors.


While that structure still exists in the corporate world, when you’re a freelancer, it no longer makes sense to think of yourself as “being managed” by somebody else. A boss is more like a client or customer, which means you must manage the relationship.


Similarly, the old concepts of what it means to be the boss are increasingly meaningless. Your employees—the ones who are smart and therefore “get” that they’re freelancers—aren’t going to fall in line just because you’ve got a job title.


That’s just the start. As a freelancer you must be capable of managing not just upward and downward, but sideways as well. You must influence and convince your coworkers to help you achieve your goals, usually by helping them achieve theirs.


Finally, and most important, you must learn to manage inwardly, controlling your thoughts, habits, and actions so they serve your greater purpose.


YOU MUST SELL YOURSELF


Because you’re now a freelancer and your own boss, you’re also a salesperson, whether you want to be one or not.


If you can’t (or won’t) sell yourself, your services, and your ideas, you might as well give up now. If you’re not unemployed already, you will be soon. And you’ll probably stay that way.


Despite this, a surprising number of people are reluctant to learn how to sell, probably because popular culture views the process of selling with a combination of disdain, distrust, and disgust.


In nearly every movie, play, and television show in which they appear as characters, salespeople are depicted as slick-talking con men or pitiful sad sacks. This prejudice against selling extends into academia, where only a handful of colleges teach Sales in their business schools.


The truth is that selling is, and always has been, the soul of business. Companies that can’t sell their products go bankrupt. Even nonprofits and government agencies depend entirely on somebody’s ability to sell the usefulness of whatever service those organizations provide.


If you want true career security, learn to sell.


CLARITY CREATES POWER


Since you’re going to be managing other people (upward, downward, and sideways) and selling your value to them daily, your most important management and selling skill is the ability to make yourself understood.


In the past, being obtuse carried some business value. While engineers and scientists were expected to communicate with precision, businesspeople often found it useful to blur issues. “You can’t pin Jell-O to the wall,” as the saying went.


Today, however, we live and work in a world of massive information overload. According to McKinsey, the average corporate worker sends and receives over a hundred e-mails daily, an activity that consumes nearly a third of every workday.


To make matters worse, the inexorable juggernauts of globalization and computerization have made the business of business more complex. As a result, whatever value once resided in bureaucratic double-talk has long departed.


In an information-rich world, the real challenge is to simplify what’s complex, without being simplistic. Whoever does this well commands vast power over those who otherwise would be drowning in the endless sea of information.



PEOPLE TRUMP TECHNOLOGY


For decades high-tech firms have touted the absurd notion that technology, by itself, solves problems. Technology only increases the speed with which humans perform selected activities, an increase that may either solve problems or create new ones.


For example, when first introduced into corporations, e-mail was supposed to improve productivity. Where it had once taken an hour to type and distribute a memo, one could now, with e-mail, do the same task in mere minutes.


Unfortunately, while some people used the convenience of e-mail to reduce the time spent writing memos, others used the same convenience to increase the number of memos they send, contributing to information overload.


While we may be technologically more sophisticated, the human behaviors in the modern corporation—building alliances, recruiting mentors, selling ideas, and so forth—are identical to those found in every period of history.


Thus, while it’s valuable to understand how to use today’s technology, an ability to create value emerges from understanding other people, discovering what motivates them, and learning how to satisfy their individual needs.


Because of this, my book focuses on human beings and human behaviors rather than on technology. While I discuss techniques for social media and e-mail, for instance, the emphasis is on using such technologies to influence other people.


COURAGE IS CRUCIAL


As you read this book, you may sometimes find it difficult to imagine yourself following some of the advice or attempting to replicate the sample conversations. Such feelings are a signal that you must follow the advice.


For example, suppose you’re frightened by the idea of interrupting a yelling boss, insisting that he treat you professionally, and then walking out if he refuses to comply. Your fear shows a predisposition to be a victim.


Since that’s true, the only way you can prevent yourself from actually becoming a victim is to take actions that make you uncomfortable even when you are simply reading about them. And that takes courage.


Courage is not the same as being fearless. Only fools are fearless. Courage means taking risks to get what you want. Courage means facing the reality that if you stand up for yourself, you might lose your job.


In this book I explain how to lay the groundwork to ensure that you not only don’t lose your job but are constantly positioned for a better one. But all the advice in the world is useless unless you can summon the courage to follow it.


BELIEFS DRIVE RESULTS


In the previous paragraphs I attempt to redefine, or at least ask you to question, common beliefs about the workplace, your role in it, and the nature of your work relationships.


I’m doing this because beliefs determine whether or not you’ll be, or can be, successful in business. To be successful you must differentiate between facts, which are pieces of reality, and beliefs, which are only your interpretation of what that reality means.


Your beliefs, not the facts, determine how well (or badly) you’ll perform in any given situation. To illustrate this point, suppose the economy is growing very slowly. The economy is a fact. Your beliefs come into play when you decide what that fact means to you.


For example, one person might interpret a slow economy as meaning that “it will be nearly impossible for me to find a job.” That’s a belief. Another person might interpret a slow economy as meaning that “companies need my help more than ever.” That’s also a belief.


The same exact fact can thus generate two opposing beliefs. Which is “true”? It doesn’t matter. What does matter is that the person who’s convinced finding a job will be nearly impossible is far less likely to find one, or interview well for it, than the person who’s convinced she’s needed now more than ever.


The business world is full of challenges. Sometimes the game is rigged. Sometimes people do weird things. Sometimes deals go sour. Sometimes your plans don’t pan out.


So what? Stuff happens. However, you’re far more likely to pick yourself up, try again, and ultimately succeed if you adopt beliefs that help you remain optimistic, enthusiastic, and positive.


This does not mean being blind to reality or looking at the world through Pollyanna glasses. It simply means choosing beliefs that let you interpret reality in a way that helps you achieve the results you want.


BUSINESS IS SIMPLE


Conventional wisdom is that business is complicated and its principles difficult to master. However, while every industry and every profession requires specific expertise, the business of business tends to be rather simple.


Unfortunately, the livelihood of hundreds of thousands of management consultants, industry analysts, and corporate trainers depends on keeping things complex—because, after all, once you realize that business is simple, why would you hire them?


Beyond your own area of expertise, all you need to be truly successful in the business world is a handful of secrets and shortcuts. There’s no mystery to being successful. It is truly within your grasp.


And that’s what this book is all about. I’ve gathered together the most effective techniques and tactics that I’ve discovered in my lifelong quest. And I’ve made them as simple and easy to understand as I possibly could.


HOW TO READ THIS BOOK


Business Without the Bullsh*t isn’t intended to be read from cover to cover, as you might read a novel or a traditional business book. Instead, it contains lists of advice and step-by-step plans to handle specific situations.


You can therefore turn to any chapter (or secret, as I call them) and immediately apply the techniques. Each chapter also includes a “shortcut”—a quick reminder that encapsulates the secret at a glance.


While each secret can be learned and applied separately, I’ve grouped them so related secrets are presented together. For example, “How to Land a Job Interview” is followed immediately by “How to Ace a Job Interview.”


Overall, each group or part of the book covers a different facet of your business life, so you can read and use that part when it’s most useful to the current stage of your career.


I start by explaining how to manage your boss because, based on the comments I receive from my blog readers, that’s the most pressing need. I then expand outward to managing coworkers and employees, and then inward to managing yourself and your own career.


The first four parts thus provide what you need to know to get the most out of everyone you work with, including yourself.


The fifth part presents tools you’ll need to achieve clarity and sell your ideas and the value of your services. The sixth and seventh parts handle special situations that might otherwise throw you off track.


One final thing. Much of the wisdom in this book emerged from comments and e-mails sent to me by the readers of my blog. I’d therefore be remiss if I didn’t offer to give back. If you e-mail me with a question or a comment (gj@geoffreyjames.com), I’ll absolutely answer as best I can.


This book is for you.


















	
PART I


	How to Manage Your Boss







It would be nice to imagine that the success of your career rests upon your competence at doing your job, but that’s less than half the picture. Raises, promotions, and other perks depend directly on how well you can manage your boss.


If he or she doesn’t warm to you—or worse, doesn’t remember that you exist—you’ll never land the plum assignments you need to get ahead. And if your boss dislikes you, you’re in for a difficult time until you find another position or get another boss.


The key to managing a boss is not to envision that boss as an overseer or as a commanding officer. That’s not appropriate because the relationship between boss and employee is symbiotic: to be successful, each of you needs the other.


Think of your boss as providing a service that helps you get your job done. Your boss secures the resources you need, makes decisions when there’s disagreement, works interdepartmental issues, and secures money to get you a raise.


This part of the book provides you with everything you really need to know about managing upward:




[image: image] “The Twelve Types of Bosses” describes the generic varieties of boss, their typical management styles, and a general idea of how to manage them so they do what you’d prefer.


[image: image] “How to Keep Any Boss Happy” explains what bosses—regardless of type—expect from you as an individual. There are eight rules here, but the eighth is by far the most important.


[image: image] “How to Get the Best from Your Boss” contains a step-by-step plan to make certain the boss knows all the things you’re doing right, while you also build personal rapport so the boss keeps your best interests in mind.


[image: image] “How to Use Your Performance Review” shows the best way to turn your regular performance review into an opportunity to create career momentum and lay the groundwork for a future raise or promotion.


[image: image] “How to Ask for a Raise” builds on the concepts in the previous secret so you can approach the challenge of asking for money in such a way that it feels both natural and inevitable to the boss that you should be paid more than you’re currently being paid.


[image: image] “How to Handle Unreasonable Requests” helps you negotiate those uncomfortable situations that arise when your boss demands more of you than you can possibly deliver, or asks you to do something that would damage your career.


[image: image] “How to Cope with a Bully” provides a step-by-step approach for defusing bosses who act inappropriately and unprofessionally. Hopefully this won’t happen to you often, but knowing what to do is a good skill to have.

















SECRET 1



The Twelve Types of Bosses


During your career you’ll need to work with and for a variety of different bosses. To do this effectively, you need to know approximately where each boss is “coming from” in terms of management style.


Over the years I’ve gotten to know and work with dozens of bosses (and heard complaints about thousands more), and it’s become clear to me that there are twelve types, each of which must be handled in a slightly different way.


This secret serves as a field guide to understanding the types of bosses that you’ll encounter and the overall strategy you’ll need to manage each one. Later in this section, I’ll provide you more detailed tactics to work within those strategies.


1. THE VISIONARY


Visionaries are more concerned with the future than with what’s going on here and now. They manage by creating (or trying to create) a reality-distortion field that makes people believe the visionary and his team can accomplish the impossible.


Many visionary bosses view the late Steve Jobs as a role model, and that’s the problem. Like Jobs, visionary bosses can be intolerant, overly critical, and unfair, and sometimes throw tantrums when they don’t get their way.


Not surprisingly, visionaries are most commonly found inside high-tech and biotech firms. When they migrate into traditional industries, they usually end up returning to their original spawning ground.


If you’re working for a visionary, be willing to drink the Kool-Aid, work ridiculously long hours, and listen to endless variations of “this product is going to change the WORLD.” If that’s your cup of tea, this type of boss can be a lot of fun, tantrums and all.


2. THE CLIMBER


Climbers are all about getting themselves promoted. As a general rule they’re interested in you as an employee only insofar as you can help or hinder their ascent to the corner office.


Climbers are master politicians. They never have colleagues; only competitors. They spend endless time and effort figuring out how to win status, claim credit, and build alliances.


With climbers you must be clear in your own mind that loyalty is simply not part of the relationship, and that you’ll be discarded faster than a month-old mackerel the second you make the climber look bad.


With that proviso, if you’re working for a climber, do what you can to make him look good and (most important) be the person who has his back when his fellow climbers try to stab it.


3. THE BUREAUCRAT


Bureaucrats believe that their position and importance lie in an ability to make everything run by the book. They are resistant to change because they see the current situation (which is the one that put them in power) as the best of all possible worlds.


In the olden days, bureaucrats used to love endless pages of paperwork. Today they love endless screens of online forms. They also love meetings, especially those that review and discuss the activities of others.


Bureaucrats thrive inside what they like to call “large enterprises.” They falter in small firms because the lack of a crowd makes it too obvious that they aren’t really doing very much.


Bureaucrats are predictable and easy to please. Document everything in detail and limit all your activities to what’s been done in the past, even if it no longer works. Warning: a bureaucrat boss can grind your creativity into dust.


4. THE PROPELLERHEAD


When engineers get into the management chain, they bring a technology-oriented worldview with them. This is not necessarily a bad thing, but it does mean you’ll be judged almost entirely on your technical competence.


The propellerhead boss prefers employees who are experts in some technical field—the more obscure the better. They consider all nontechnical types (like MBA holders) equally stupid and useless.


Don’t take offense if a propellerhead boss communicates with you primarily through e-mail, even if that boss has an office two cubicles away. Propellerheads tend to avoid people issues.


The easiest way to get on the good side of a propellerhead is to become fluent in nerdy pop culture references. If possible, illustrate your business point by quoting lines from Star Trek or Star Wars.


5. THE FOGEY


These bosses have been around since the days when “secretaries” (whoever they were) used “typewriters” (whatever they were). Fogeys are simultaneously wise in the ways of the world and clueless about what’s actually going on.


Fogeys who are close to retirement are often quite jovial and easy-going; those who must continue to work because they can’t afford to retire can be meaner than dyspeptic weasels.


Working for a fogey requires the patience to listen to the same “war stories” multiple times. Don’t assume the duffer is a doofus, though. Fogeys can be surprisingly shrewd, especially when it comes to political infighting.


Fogeys are mostly looking for two things: respect from the young’uns, and reassurance that they’re still relevant. They make great mentors, because they tend to be generous with their advice and time.


6. THE WHIPPERSNAPPER


The flip side of the fogey is the barely-out-of-college go-getter who’s assigned to manage a group of seasoned employees. Whippersnappers are energetic, enthusiastic, and secretly afraid that nobody is taking them seriously.


Because that insecurity is so huge, follow two essential rules when working for whippersnappers: (1) respond positively to the energy they bring to their job; and (2) never, ever remind them of their relative inexperience.


Needless to say, you may end up wasting time repairing problems generated by the whippersnapper’s inexperience. That’s fine, but remember to be enthusiastic about it! However, depending on your level of tolerance for the whippersnapper’s learning curve, you may want to consider finding work elsewhere.


7. THE SOCIAL DIRECTOR


Social directors see management as a community-building process. They consider the personal interactions that happen in the workplace as important as (and sometimes more important than) the actual work itself.


Social directors always try to manage by consensus. They call a LOT of meetings and spend a LOT of time letting people air their opinions and ideas. They shy away from making decisions that might leave a team member “disappointed.”


Working for a social director requires you to constantly build alliances and garner supporters. If you want a decision to be made, you’ll need to get everybody on the team to back it publicly.


A word of warning: when it comes to handling their own emotions, social directors can be pressure cookers. They either let off steam through a series of hissy fits, or they suddenly explode. If it’s the latter, try to be elsewhere when it happens.


8. THE DICTATOR


This is the classic “It’s my way or the highway” boss. While most people find this management style grating, working for a dictator has some advantages. They make decisions quickly and efficiently, without over-analyzing everything.


Another advantage of working for a dictator is knowing exactly where you stand. Why should your boss bother to stab you in the back when it’s more convenient to stab you in the front?


Unfortunately, dictators tend to be impervious to outside opinion and brittle when it comes to change. When they fail (and they always fail eventually), it’s on a truly epic scale.


The tricks to working for a dictator are (1) follow orders, (2) follow orders, and (3) be ready to jump to another job when you see the dictator driving your company (or your division) over the cliff.



9. THE SALES STAR


Selling is part of every job, and every boss should be able to sell his or her ideas up and down the management chain. The problem with this type of boss is that selling is the only thing he or she does well.


These bosses are usually created when top sales professionals are promoted into management. This happens with fair frequency, despite the fact that managing people requires a different skill set than selling to customers.


Sales star bosses tend to be self-motivated, aggressive, and good at building relationships, understanding needs, and generating workable solutions. That’s because they’re salespeople.


Therefore, the way to deal with sales stars is to encourage them to sell! Bring them into situations where a deal must be closed, or terms negotiated. They’d really rather be getting their hands dirty (as it were) than managing people anyway.


10. THE HATCHET MAN


Hatchet men (or women) are brought into an organization to fire people as quickly as possible, usually to make the company more attractive to investors or position it for an acquisition.


By the very nature of the job, such bosses aren’t likely to be filled with the proverbial milk of human kindness. Still, being human, they can’t resist euphemisms that cast their actions in a positive light (e.g., corporate triage and ventilating the firm).


There are only two roles available for people who work for a hatchet man: henchman and victim. Ultimately the favored role, that of henchman, is temporary: they often get canned too.


The best way to deal with a hatchet man is to be long gone by the time he arrives. This requires attention to the writing on the wall. For example, the moment you see the words private equity investment on an internal memo, your new job is finding a new job. (See “Secret 39. What to Do If There’s a Layoff.”)


11. THE LOST LAMB


Sometimes people who have no management talent end up in a position of authority. This generally happens when a manager leaves suddenly and top management needs somebody to hold the fort while it finds a replacement.


Lost lambs have no idea what to do other than continue whatever policies and strategies were previously in place. They know they’re placeholders and dread doing anything that will be held against them once they’re pushed back into the ranks.


What these bosses want is for you to move your projects forward without bringing ANY difficult decisions to them. They are, however, easily convinced to make minor decisions in your favor simply to keep you happy.


The biggest danger with a lost lamb is that if you end up making the lamb too successful, top management may conclude that the temporary assignment should be permanent, and you’ll be saddled with the dead weight of the lost lamb for the foreseeable future.


12. THE HERO


There are indeed men and women in this world whose personalities and characters make them well suited to manage other people. They’re the fabled “natural leaders,” and they’re as rare as diamonds in dunghills.


Heroes prefer to coach others than to do things themselves. They have a knack for figuring out exactly what their employees need in order to do a superlative job and then how to get that for them.


Heroes always give their teams credit for the wins but take personal responsibility for the losses. They believe that “the buck stops here,” not that “sh*t rolls downhill.”


There are two problems with working for a hero. The first is that the hero will probably get promoted or be recruited to work elsewhere. The second is that once you’ve worked for a hero, it ruins your ability to work for a bozo.




SHORTCUT


THE TWELVE TYPES OF BOSSES




[image: image] VISIONARIES are inspiring assholes, so drink the Kool-Aid.


[image: image] CLIMBERS want to get ahead, so expect no loyalty.


[image: image] BUREAUCRATS hate change, so document everything.


[image: image] PROPELLERHEADS love gadgets, so become an expert.


[image: image] FOGEYS want respect, so recruit them as mentors.


[image: image] WHIPPERSNAPPERS are insecure, so be enthusiastic!


[image: image] SOCIAL DIRECTORS love consensus but may explode.


[image: image] DICTATORS make fast decisions but cause disasters.


[image: image] SALES STARS would rather be selling, so let them sell.


[image: image] HATCHET MEN execute layoffs, so leave now.


[image: image] LOST LAMBS need your help but may get dependent.


[image: image] HEROES are rare, so enjoy them while it lasts.




















SECRET 2



How to Keep Any Boss Happy


Regardless of the type of boss you’re working with, they all want and need the same things. Unfortunately, bosses are not always all that good at articulating these needs, which is why I list them here—so you know what’s expected.


1. KEEP YOUR PROMISES.


Your boss wants to trust you. Really. Your boss wants to trust you to get your job done, so everyone else (including the boss) doesn’t get left in the lurch. That trust, however, is possible only if you keep your promises.


Therefore, whenever you accept an assignment, follow through religiously, even fanatically. Do what you say you’re going to do. Never over-commit, and avoid hedging your bets with vague statements like “I’ll try” and “Maybe.”


More than anything else, you want your boss to see you as reliable. When you make your word carry real weight, you lighten the load of worry upon your boss’s shoulders, making his or her job much easier.



2. NO SURPRISES, EVER.


What keeps every boss awake at night is the secret fear that employees are screwing up but aren’t saying anything about it, hoping that the disaster will go away before it becomes a train wreck.


Even if you’re afraid some bad news might upset your boss, don’t wait until the last minute to deliver it. (Note, though, as explained below, your report of a problem should always include your best attempt at a solution.)


This rule is essential when you’ve got the kind of boss who consistently “shoots the messenger” when surprised with bad news. To avoid “being shot,” give your boss constant updates on your projects before they metastasize into huge problems.


3. TAKE YOUR JOB SERIOUSLY.


Your boss doesn’t expect you to be perfect, but bosses appreciate employees who truly care about what they do and are willing to take the time to do a job well and thoroughly.


Very few things irritate bosses more than employees who affect a flippant attitude toward work. Having a sense of humor about the problems you encounter is a good thing; making snarky remarks is not.


Bosses are particularly annoyed by employees who treat work as an extension of their personal lives. I recently heard a story about an intern who thought it was appropriate to bring her boyfriend into the office to sit and talk with her as she worked. Ouch!


4. ADVISE, THEN OBEY.


When your boss needs to make a decision, he or she depends on you to provide advice and perspective, especially in areas that are in your particular bailiwick. Indeed, providing such advice is the best way for you to ensure that the best decision is made.


When you see your boss about to make a foolish decision, it’s also your responsibility to attempt to convince him or her to make a better one. Make your best case, and express yourself clearly.


However, once your boss has made a decision, stop second-guessing and do your best to implement it—regardless of whether you think that decision was the best one possible. After all, maybe your boss knows more than you do.


5. PROVIDE SOLUTIONS, NOT COMPLAINTS.


Nothing is more irritating (or more boring) to a boss than listening to somebody kvetch about things that either they’re not willing to change or are outside the boss’s ability to change.


As a general rule, never bring up a problem unless you have a solution to propose or are asking for the boss’s advice. If the latter, take your boss’s advice without adding a “Yeah, but…” argument.


If you’re proposing a solution, your boss would far prefer that the solution be something you plan on doing, rather than something you’d like the boss to do for you. Bosses hate it when employees “upwardly delegate.”


6. COMMUNICATE CLEARLY.


Bosses have neither the time nor the inclination to wade through piles of biz-blab, jargon, and weasel words. This is true even when bosses are themselves unable to communicate without using these verbal crutches.


When dealing with your boss, speak and write in short sentences, use the fewest words possible to make a point, and make that point easily understandable. (See “Secret 29. Five Rules for Business Communication.”)


When you communicate clearly, you not only make your boss’s job easier, you make it easier for your boss to communicate what you’re doing (and why) to other powers that be, such as the CEO.


7. DO YOUR BEST WORK.


Bosses expect you to do your absolute best at whatever job you undertake. They expect you to overcome obstacles and difficulties that would prevent most people from succeeding at your job.


Fortunately, it’s very much in your own interest to excel at your job, because scuttlebutt travels so quickly. In today’s hyper-connected business world, everyone inside your company (and outside too) will eventually find out whether you do your job well.


In the same way that the quality of a product creates that product’s brand image, the quality of your work creates your reputation. More important, that reputation—immortalized on the Web—now follows you around forever.


8. MAKE YOUR BOSS SUCCESSFUL.


Regardless of what it says on your job description, your real job is to make your boss successful. It doesn’t matter what type of boss you’re working for, rest assured that there are no exceptions to this rule.





SHORTCUT


MAKING YOUR BOSS HAPPY




[image: image] DO what you say you’ll do.


[image: image] KEEP your boss in the loop.


[image: image] CARE about your quality of work.


[image: image] ACCEPT decisions when they’re made.


[image: image] SOLVE problems without whining.


[image: image] BE concise and clear.


[image: image] DO the best work you can.


[image: image] IMPORTANT: Make your boss successful.




















SECRET 3



How to Get the Best from Your Boss


Now that you know what your boss expects of you, let’s examine how to put your boss to work for you by moving your career forward and looking out for your interests. Here’s how:


1. EXPLAIN HOW YOU PREFER TO BE MANAGED.


Sometime during your first conversations with your boss (and ideally before you agree to work for that boss), explain to that boss what kind of management style works best for you, personally.


Deciding what works for you requires some self-reflection. If you’ve been in the workplace for a while, you may have been exposed to different management styles. If so, recall what management behaviors got your best work from you.


If you’re starting out in business, draw from your educational experience. Which of your teachers really inspired you and why? Which of them were difficult to learn from?


Another way to understand your preferences in this area is to ask yourself some questions:




[image: image] Do you like public praise or does it make you uncomfortable?


[image: image] Does criticism leave you with hurt feelings or do you generally shrug it off?


[image: image] Do you prefer being told what you’re doing right rather than what you’re doing wrong?




Your goal is to discover enough about yourself and what you need that you can articulate clearly how you can best be managed. If you don’t, you’ll inevitably receive whatever one-size-fits-all management style your boss finds most familiar.


The best time to communicate your preferences is during your first meeting with your boss. If you’re already working for a boss, the best time is your next one-on-one meeting. Don’t put it off! The clearer you communicate what you need, the better the relationship you’ll have, to the ultimate benefit of both you and your boss.


2. OVER-PREPARE FOR EVERY MEETING.


Most bosses live in constant fear they’ll be blindsided by incompetence. To reassure themselves, bosses often pick an aspect of an employee’s job and begin randomly asking questions about the details.


If you think this means you’re on trial when this happens to you, it’s because you are. Answer these queries with grace and aplomb and your boss will assume you’re competent. Hesitate or evade and your boss will assume all your work is slipshod.


Since you don’t know in advance which questions your boss might ask, be prepared for every contingency. Plan on about an hour of prep for every hour with your direct boss, two hours for every hour with your boss’s boss, and so forth up the management chain.



3. REMIND YOUR BOSS WHY YOU’RE VALUABLE.


Even the best bosses tend to forget things. They usually have plenty on their minds and may not even know what you’re working on, much less what a fabulous job you’re doing.


Worst case, this failure to communicate could result in you achieving goals and objectives that are no longer the boss’s priorities. If that happens, all your hard work will likely be seen as wasted efforts rather than accomplishments.


To prevent this, create a “core message” that lets the boss know what you’re doing, and work that message into every conversation, even if it’s only a hallway chat.


Examples:




[image: image] “The recruiting program I set up is putting us in touch with some very qualified candidates.”


[image: image] “We just ran my power-management module through an entire suite of accuracy and stress tests.”


[image: image] “My negotiation with Acme Corp. is taking a while, but I think I’ll be able to get the favorable terms we wanted.”





4. CULTIVATE YOUR BOSS’S PEERS.


You may think you have a one-on-one relationship with your boss, but you’re actually part of a crowd of people—from your peers to your customers to those who influence the boss’s decision-making.


When it comes to evaluating your performance, your boss listens to the opinions of others in the company. Therefore, it’s not enough to simply inform your boss what you’re doing. If you want to advance your career and your personal agenda, you must ensure that the other people spread the word.


Create a list of people who influence your boss and compose a variation of your core message for each of them.


For example, suppose you’re in a marketing group working on the development of sales channels (people who don’t work for your company but who sell your product). Your messages might be:




[image: image] For your boss (VP of marketing): “I’m developing a channel sales program that will recruit new resellers.” (This is your core message.)


[image: image] For the VP of engineering: “My channel sales program will get your products into the hands of new customers.”


[image: image] For the VP of manufacturing: “With the channel sales program I’m developing, we’ll be able to better predict how many products you’ll need to build.”


[image: image] For the VP of human resources: “The channel sales program I’m developing will let us increase revenue without hiring more people.”


[image: image] For the CFO: “With the channel sales program I’m developing, we’ll get a twenty percent higher gross margin than through direct sales.”


[image: image] For the CEO: “My boss, [name], has me working on a channel sales program that could improve our overall profitability by several percent.”




5. SHOW INTEREST IN YOUR BOSS’S CAREER.


Once you’ve convinced the boss that you’re competent, it’s time to make yourself invaluable. To do this you’ll need to deliver what your boss wants—even before your boss knows he or she wants it.


Over time, of course, you can observe and learn, but it’s smarter to get things moving more quickly by asking questions that will help you understand your boss’s way of thinking. As a side benefit, your boss may be flattered that you’re interested.


Use the Internet, the grapevine, and the boss’s admin to learn about the boss’s work history. When appropriate, find opportunities (such as during lunch or off-site meetings) to express a healthy curiosity about your boss’s experience.


Apart from the fact that most people enjoy talking about themselves, bosses find this kind of inquiry valuable because it provides them with opportunities to explain the logic of their decision-making processes.


Examples:




[image: image] “I was on the Web learning more about our industry and I noticed that you presented at [name of event]. I’m curious: what response did you get?”
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