




[image: image]






Dylan Jones is the Editor of GQ, the most successful upmarket men’s magazine in Britain.


‘This book is unputdownable!’ Matthew d’Ancona


‘Requisite reading for the ambitious, would-be modern gentleman. Jones’ tips will have you looking and acting the part as you scale the ladders of success.’ David Furnish


‘Do everything he says.’ Peter York




MR JONES’ RULES
FOR THE
MODERN MAN


Dylan Jones



[image: image]
www.hodder.co.uk





First published in Great Britain in 2006 by Hodder & Stoughton
An Hachette UK company


Copyright © Dylan Jones 2006


The right of Dylan Jones to be identified as the Author of the Work has been asserted by him in accordance with the Copyright, Designs and Patents Act 1988.


All rights reserved. No part of this publication may be reproduced, stored in a retrieval system, or transmitted, in any form or by any means without the prior written permission of the publisher, nor be otherwise circulated in any form of binding or cover other than that in which it is published and without a similar condition being imposed on the subsequent purchaser.


A CIP catalogue record for this title is available from the British Library


ISBN 978 1 444 75503 9


Hodder & Stoughton Ltd
338 Euston Road
London NW1 3BH


www.hodder.co.uk




For Audrey Jones




ACKNOWLEDGEMENTS


I’d first like to thank my employers at Condé Nast, Nicholas Coleridge and Jonathan Newhouse, for all their continued help and encouragement. Thanks also to Nicholas for kindly reading some passages for me, and for making some extremely valuable suggestions (although bizarrely none concerning How to Ask for a Pay Rise or How to Suck Up to Your Boss).


I’d also like to thank Richard Atkinson for originally commissioning the book, Nick Davies for guiding me through the editing and publishing of it, and my wife Sarah Walter for giving me enough time to write it. Thanks also to Michael Jones, Richard Campbell-Breeden, Tony Parsons, Sir Paul Smith, Alex Field, Jamie Bill, Alice Morgan, Pino Guido, David Livingstone, Alasdair Lane, Danielle Radojcin, Simon Kelner, Peter Wright, Gerard Greaves, Robin Derrick and Nick Foulkes, all of whom helped in some way. Some of the material here originally started life as columns in GQ, the Independent and the Mail on Sunday’s Live magazine supplement, and I’d like to thank the various section- and subeditors of those publications for their patience and diligence in improving my work. Thanks also to my PowerBook G4’s Word spell-check.


Finally, I’d like to thank Grainne Fox, Hitesh Shah, Cristina Corbalan and everyone else at Ed Victor’s agency, as well as the brilliant Ed Victor himself, a man who, had he been so inclined, could have written this book himself.




INTRODUCTION


When I began researching this book, Jamie, a trusted colleague, kept talking about this dog-eared, dust-covered book he had in his attic in Suffolk, an ancient (well, fifty years old, at least) tome that, he said, contained all there was to know about wining, dining, gambling and dealing with the opposite sex.


This was Jamie’s own personal Holy Grail, a secular scroll containing a litany of rules and regulations as to how the modern man should conduct himself. He kept taunting me, telling me that if I behaved myself, and didn’t keep pointing out his new jacket to his staff (come on – it was covered in cowhide!), and stopped leaving phoney messages for him from the managing director, he would bring it in.


And one afternoon, as I returned from lunch, there on my desk was this oblong, cloth-covered hardback, its cover so weathered, that it looked like a church bible (which, in a way, it was). As I opened it up, the stiff, brittle pages peeling away like municipal lavatory paper, it was as if a whole other world was opening up before me, a world where men all wore dinner jackets and sock garters, drank martinis with impunity and considered cigarette-holders to be a stamp of sophistication, rather than advertising the fact they might be rather light in the loafers.


But oh, how times have changed. These days, men’s social standing doesn’t live or die by their understanding of which way to pass the port after dinner (clockwise, in case you didn’t know). I’ve always been fairly suspicious of the old rules and regulations regarding how ‘us men’ are meant to behave – a feeling exemplified by a story I once heard about Claus von Bülow, who was tried in 1982 for the attempted murder of his wealthy wife Sunny (after being found guilty he was acquitted on appeal). Towards the end of a smart cocktail party in London, von Bülow spies a poorly dressed paparazzo, and promptly walks up to him to castigate him for his woeful attire.


‘You must never, ever wear a brown belt with black shoes!’ screams von Bülow.


To which the photographer replies, ‘Well, at least I didn’t murder my wife.’


While we still need to know how to tie a bow-tie (page 215), and how to make that martini (page 396), we also need to know how to win an argument, how to suck up to our boss, how to behave at a lap-dancing club, how to get the best room in a hotel, and how to look after our skin without feeling like a girl.


Today there are new international rules of cool.


And so here, in this book, is the complete modern guide to being a man, a proper etiquette guide for real men – not the sort who spend their life imagining they’re in a Cary Grant movie. My book aims to give you the best possible platform for advancing in the world; it offers the best advice for a multitude of difficult situations. After all, there’s no need to plateau just because of lack of experience.


Hopefully this book has all the experiences for you.


It is a fact that, although we are now all part of the new, shiny, all-singing, all-dancing meritocracy, there are still very definite rules about what you should and shouldn’t do. Not only that, there is also a huge list (contained herein) of new rules regarding work, gambling, style, the sex-wars and etiquette: just how do you ask for a pay rise, or read the financial pages of a newspaper, rebuff an unwanted advance, dress your age, find the G-spot, handle a celebrity or cope with failure?


If I’m honest, I could have done with a bit of guidance myself when I was younger, could have done with a helping hand, a concerned word in my shell-like. Like many young men, I embodied the dictionary definition of gauche: I didn’t know what to say, what to do, or what to wear. Even in my early twenties I’d be in an alien social situation and just … sort of have to wing it. Sometimes I got by – charm helps a lot in these situations – and sometimes I sank, deep, deep into the murky, glutinous depths of visible, very public embarrassment.


Once, when I was about 22 or 23, and had just started working in the magazine industry, I was taken to Caviar Caspia, the tremendously smart Mayfair restaurant that Princess Diana used to go to. I was new in my job, and was being taken to lunch by the MD of a French luxury goods company, who was all suited and booted in what I assumed to be top-dollar Savile Row. We both ordered gravadlax (smoked salmon to me), and as he waited for me to start eating (the man was nothing if not polite), I carefully took the gauze off the half lemon that had kindly been left on my plate, so I could squeeze the juice over my fish. Having never seen anyone do this before, I naturally thought this was the right thing to do. Until, of course, I saw my host simply squeeze his lemon through the gauze, making me feel like a jumped-up interloper (which I was, and most probably still am). You could say that if he’d been truly polite my host would have copied me, but then as he no doubt knew everyone else in the restaurant, he wasn’t going to embarrass himself by acting like a rube. That was my job.


So I felt like a fool. But I didn’t die, and no legs were broken, and I lived to fight another day.


Around the same time, I was invited to lunch at L’Escargot in Soho by the head of a fantastically important PR agency. At the time – 1984-ish – this was the coolest restaurant in London, and I was almost giddy with excitement. Although not so giddy that I bothered to dress properly. I turned up – what was I thinking! – in a ridiculously trendy black nylon MA-1 flying jacket, the sort worn by American fighter pilots, the sort that used to go down very well at two o’clock in the morning in nauseatingly fashionable nightclubs in Camden, but looked more than ridiculous in the world’s smartest eaterie in the middle of the day.


I learned my lesson, though, and the very next day went and bought two suits in Katharine Hamnett. Never again was I going to feel like a boy when I wanted to feel like a man.


Trust me, there will always be the right and the wrong way to conduct yourself in public (and in bed), and this book shows you how. If you look carefully, you’ll notice that success in life is determined by small, tell-tale signs, just as it ever was, the sort of sociological and sartorial give-aways that still separate the men from the boys. If society has changed at all in the last few decades it’s in the way in which style has replaced class as a signifier of success, while the new pagan gods are more likely to be a flash car or a designer raincoat rather than a private banking account or a golf club membership. And because men are now as sophisticated as women in their shopping habits, and as we’ve learned to consume in the way our wives and girlfriends have been doing for years, we are now susceptible to the same kind of mistakes. And you don’t have to wear a belt made from bailer twine to tell everyone you’re from the wrong side of the fence; all you need do is wear square-toed shoes, diamanté cufflinks, a fat footballer’s tie or a four-button suit.


It pays to be a hungry observer of the world around you, as it will always stand you in good stead. And as you don’t want to be overwhelmed by the sheer muchness of the world, you sometimes need a guide.


Hopefully this book is that guide – a compendium of cool, a cathedral of gentlemanliness, and a considerable mass of information leavened by a large dose of personal prejudice.


Enjoy it, please.




WORK
&
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HOW TO SUCK UP
TO YOUR BOSS


‘The Chairman thinks, and I agree
with him …’


One of my all-time favourite cartoons appeared, predictably, in the New Yorker. The caption reads, ‘Rudolph the brownnosed reindeer’, and it features a generic New York saloon bar, in which Father Christmas and his trusty steed are quietly having a drink. As Santa quietly sips from his tumbler, Rudolph leans over and says, ‘By the way, nice choice of coat, Santa, really nice …’


Is Rudolph being a sycophant? Perhaps a little, but what he’s really doing is what we all need to do every now and then, he’s Managing Upwards. There are very few people in business who don’t have someone to report to (even the chairmen of plcs have shareholders), so we all need to learn how to do this. Whenever an employee has a problem with their immediate superior I tell them that one of the ‘skill sets’ they need as an executive (or indeed anyone who runs their own department) is the ability to manage up as well as down. To be able to read their boss’s moods and steer his decisions. I don’t see it as sucking up, but more as making the relationship function as smoothly as possible. So this chapter should really be called How to Handle Your Boss.


1 If you can’t manage upwards, then I tend to think it’s probably your fault, not the fault of your manager (who, incidentally, hasn’t complained about you).


2 Praise your boss. I’ve said it before but I’ll say it again: everyone has an ego, especially the person you work for. So tell him how good you thought he was at clinching the deal/dealing with a client/coming up with a particular solution.


3 You should find out how he likes to do everything and then make sure things happen that way. It’s not underhand, nor expedient, nor is it Machiavellian, just good business practice.


4 I once overheard a Hollywood studio bigwig say that he hated it when one of his staff came into his office for a meeting/chat/whatever and didn’t bring a pen and notepad, and ever since then I’ve felt the same. What, are you so gifted you’re going to remember everything I ask you to do?


5 Never outshine the master. Never contradict your boss in public (although contradict him whenever you like in private – as long as he’s present!), or show him up in front of people.


6 He wants solutions, not problems. This doesn’t mean that you should keep problems from him, but ideally you should also go armed with a solution or two (or three).


7 Never hide things from him. If there’s a problem, talk about it immediately (unless you’re going to be clever enough to get rid of said problem without him knowing).


8 Give him the opportunity to say yes or no to something, rather than him having to come up with a litany of solutions (i.e. you should do the legwork).


9 Never let your boss make a mistake. If he needs more facts in order to make a decision, do the homework for him. If he has a weak presentation, beef it up. Good bosses train you to take their place so that when they get promoted you can progress.


10 Don’t sulk and don’t be surly. He will so not respect you.


11 Do things with a smile (how difficult is that?).


12 Don’t dwell on things, either mistakes or past glories. He’s moving on to the next problem, and expects you to be there with him, on the front line, anticipating solutions with him.


13 Check his schedule so that when you walk into his office and launch into a tirade about something, he isn’t about to receive ten representatives from a Chinese trade delegation. You won’t get his full attention (or any of it), and he’ll be irritated that you have broken his concentration.


14 If a project involves your boss’s immediate boss, be aware that he will be taking extra special care with it, and that he will expect to be updated as to its progress at every step of the way.


15 If you screw up, admit it, immediately. He’ll think more of you for doing so.


16 Get back to him immediately, too. If I ask somebody to do something, the last thing I want to have to do is to ask them how it’s going. I want them to fill me in before I’ve had a chance to wonder why they didn’t get back to me.


17 Don’t get involved in things that are of no concern to you.


18 Try not to bring too many issues up with him at any one time. He tends to focus on one thing at a time, and will not take kindly to you trying to solve half a dozen problems in one go.


19 Do not become a dittohead (the next generation of yes men, taking sycophancy to the final frontier). If he thinks you’ll say yes to anything, he won’t trust you to make decisions (bearing in mind, of course, that the most important phrase you’ll ever master is ‘You’re right’).


20 Demonstrate your ability to make things happen (everyone has an opinion, but not everyone can turn these opinions into reality).


21 Never take the credit for something you didn’t do, as he’ll find out and wonder why you are obviously so insecure.


22 Don’t make him wait (don’t make anyone wait).


23 Eat your own dog food (a saying invented by software developers to imply they should try products before releasing them). Make sure you try solutions out before suggesting them. Because, if you don’t, all your boss will say is, ‘Well, have you asked them?’


24 Ideally, when your boss comes up to you in the office and suggests something might be a good idea, you need to be able to turn around and say, ‘I’ve already done it.’ He won’t think you’re a smart-arse, he’ll think you’re smart, full stop.


25 If he has kids, enquire about them (but not too often).


26 While the opposite regularly appears true, your boss has a lot less time on his hands than you do, so spare him the details when you’re briefing him.


27 Similarly, when you’re sending him an email, don’t turn it into an essay. Give him short pieces of information, preferably the sort that only need short, ideally one-word answers.


28 If your boss doesn’t like you, and you’ve picked this up, the onus is on you to solve the problem. It’s not your fault per se, but it is your problem. And if the boss plainly doesn’t like you – and it’s probably not his fault either – you must go out of your way to force him to like you, or else leave (unless you think he’s going to).


29 Tell him you like his jacket (just like Rudolph did). If you think he looks a bit daft wearing his new cravat/trainers/fluorescent shell suit, let someone else tell him.


30 Oh, and his jokes are funny. But I bet you knew that already.




HOW TO WIN AN
ARGUMENT


‘That’s a fascinating idea. Have you
thought of doing it this way?’


With arguments, as with everything else in life, it’s not the destination that’s important, it’s the journey. Some arguments you will win, others you will lose, and your strike rate will fluctuate according to how much preparation you do. Do at least ten times more preparation than you think is enough. Prepare your opening and closing remarks and keep them clear and positive. It’s a fact that people tend to remember what you say at the very beginning and the very end of a meeting.


In a business meeting, the sort you know will result in an argument, it’s crucial to find out exactly what your opponent’s goals are, what they hope to achieve, and what they’ll settle for. (And, trust me, you should always think of them as opponents.) Plan meticulously how you’re going to present your case, and think of answers to every possible query (‘You think it’s too expensive? Well, that’s not exactly true, as we’ve saved £15,000 on promotion and shaved the editorial budget by 30k, so in terms of the bottom line we’re actually under budget by six and a half thousand. Of course we’re going to spend at least a third of that on ancillary costs but there is absolutely no way this project is going to cost the company a penny. It’s a win-win situation.’)


Remember this expression: win-win. If you go into a meeting expecting to come away with everything you want then you’ll invariably be disappointed. Again, think of certain clever compromises that are going to please your opponent (OK, call them your business partner if it makes you feel happier), while still adhering to your goals. Nobody likes to lose an argument, and nobody likes to lose one in front of other people, so respect your opponent’s ego, and try and find a solution that lets him leave the meeting with some dignity. That way you’ll find it easier to get what you want.


You win arguments by being quick witted, by coming up with compromises your opponent hasn’t thought of.


There is an old business expression that you might want to think about the next time you’re planning for a meeting: ‘I felt like I was fucked and not kissed.’ You do not want anyone leaving your meeting feeling like this, so try and show a little love along the way, especially if they’re about to leave the room with a lot less than you are.


Anthony Haycroft, a criminal barrister with twenty years’ experience at the Bar, boils his technique down to three basic negotiating skills: 1) Preparation, 2) Communication, and 3) Persuasion. Persuasion is crucial, as you never want to seem as though you’re pushing ideas on people. You should never tell them what to think, and while you can be forceful about your own ideas, you shouldn’t express horror or disdain that they don’t share your point of view. What you have to do is explain why your point of view makes the most sense.


If the room is full of people, try and make eye contact with all of them, as you would a jury if you were a defence attorney, regardless of whether they are ‘on message’ or not. If you have a personal relationship with someone – and a smile and a nod and some eye contact is a little bit of a relationship – it is harder to disagree with them.


When you’re making your point, enunciate properly. Speak clearly, in a measured fashion. Don’t repeat yourself, don’t patronise and don’t use excessive, elaborate language. Never use a word you think might be unknown to more than forty per cent of the room; someone will ask you what it means and slow you down, and when you then explain what it means, everyone else in the room will wonder why you didn’t use the other word in the first place.


Don’t thump the table with your fist; you’ll look as if you’re trying to be Al Pacino. And never slap the wall in frustration; the only man who can get away with this is Tom Cruise (and then not all of the time).


Don’t forget to make the occasional joke as well, because it will lift the air a little.


And if someone brings up a previous altercation, or mentions the fact that the two principles or the two companies have been in battle before, and that there was an unsavoury outcome, move by quickly. Smile, shrug your shoulders and smile again. ‘Big smile, short memory,’ is the only thing you need to think.


Don’t knock the competition either, as it only serves to publicise them while diminishing you in the process.


Always say, ‘Let me finish’ – forcefully, brusquely, almost rudely – when someone tries to interrupt you. Then you can go on for as long as you like, as they’re unlikely to want to embarrass themselves again by butting in. As Haycroft says, ‘Be seen to be fair. Concede what you have to, but always fight your corner. Always be pleasant and polite, even in the toughest arguments.’


If someone else begins talking to someone else in the room, splitting up the group, say – again forcefully, brusquely, almost rudely – ‘Can we just have one meeting here, please?’ (This is a rhetorical question, by the way.) The same applies if someone’s phone rings: ‘Do we really have to have mobiles turned on? Thank you.’


Crucially, you should never be swayed by the other person’s point of view. If they’ve done their homework, and done the right amount of preparation, then they’re going to be coming up with some plausible ideas – but don’t be fooled. Never, ever, question your stance. Keep thinking that the only way you can win this argument is by getting the result you intended (of course you can buckle on a few minor points, but not the big ones). Don’t doubt yourself (the Toyota company believes that if two people always agree, then one of them is superfluous). Stay calm, stay quiet, and let the other person rant to their heart’s content. Keep saying, ‘Yes, I understand,’ without obviously implying that you think they’re an ignoramus. Have open, engaging, relaxed body language (don’t sit with your arms crossed). And while you don’t want to appear patronising, a little subtle intimidation is allowed. A wry half-smile should occasionally cross your lips, the sort that could drive your opponent demented – if he thought for one second that you were doing it on purpose, that is.


Be confident, be assured, and look as though you know what you’re talking about. You need to give the impression that you’ve thought about this subject for hours, days, weeks on end, and that the solution you’ve arrived at is the only alternative. ‘OK guys, now how would you feel if you were in this position, if you were in my position?’


Then give a quick, pithy recap of your points, thank them for listening and then shut up. If you’ve done your job then the immediate discussion will concern the basic principles of your suggestions and the possibilities of making them work. If this starts to happen, don’t interrupt and try and help them on their way. It’s up to other people to appropriate this now. Because it really doesn’t matter whose idea it is, or whose idea it becomes, as long as it gets done.


Capisce?




HOW TO STEER
A MEETING


‘Hey ho, let’s go! Hey ho, let’s go!’


Meetings cripple business, and my policy is to have as few as possible. And when I do have them – unless everyone’s having fun, and being really creative – I make them as short as possible. Most decisions can get made between two people in a hallway in the space of a few minutes (sometimes even a few seconds), and you don’t need to get eight people into a room to thrash them out. People will then also not be so upset about not being invited. Also, not everyone shines in meetings: some like to show off and grandstand, while others feel intimidated. Others – like me – simply get bored.


But some people just like having meetings, and you should watch out for them. They are the worst. Meetings make them feel important. To them, the meeting is the achievement, whereas for People Who Make Things Happen, the meeting is only the beginning. Keep meetings short, encourage people to say what they mean (quickly, simply), and then make sure things are actioned, and that everyone in the meeting comes out of it with clear tasks.


Write down a list of topics you want to cover and cross them off as you go. Do the easy topics first, and save the longer, more problematic topics until later. And keep things moving. After a point has been settled, push on to the next one. Backing and filling is one of the mortal diseases of dinner party conversation, and is even more of a crime in business meetings. Don’t repeat yourself! And if you’re interrupted, and that person is then interrupted by someone else, don’t automatically pull the conversation back to your point. If the topic is moving in the right direction, move forward with it.


You need to be flexible without succumbing to peer pressure. Stick to your guns. Victoria Medvec at Kellogg business school says that when we sit down together, there is a tendency for us to seek confirmation of what everyone already knows. To avoid this, she suggests we do two things before we open our mouths:


1 Write down what we think about the items on the agenda.


2 Rate the strength of our views on a scale of, say, one to ten. That way we’ll remember what we thought before our views were influenced by others.


Here are some other tips:


1 Don’t sit opposite anyone too attractive or choose a seat with a window view (both will be distracting).


2 Never excuse yourself to go to the loo (you’ll lose momentum).


3 Never be afraid to ask someone to explain what they mean. The chances are that everyone feels the same, but that they’re too embarassed to ask.


4 Don’t lose your temper; if you do it too often, no one will take you seriously the next time you do it.


5 Meetings that begin at odd times – 3.15, say, instead of 3.30 – are generally attended with greater punctuality.


6 The more people in a meeting, the less chance you have of reaching a decision.


7 Decide to have meetings where you discuss more subjects than you think you’ll have time for. While discussing them you might realise that you can solve a problem very simply, and thus not need the meeting you’d scheduled to discuss it at length.


When you’re chairing meetings with people who don’t work for or with you, i.e. people from other companies, pay particular attention to those few minutes at the beginning and end of the meeting. These periods are extremely revealing, as people tend to let their guard down a little, and if you’re clever it’s possible to gauge their real intentions. With meetings like these it is always best to explain, at the outset, what you hope to achieve from the meeting (are we going to work together, and how?).


If someone important is being unduly slow, and deliberately not getting to the point, they’re probably winding you up a little, and trying to get you to jump in and force their hand (because, in their eyes, you can’t cope with what they’re saying). If this appears to be the case, my advice would be to just shut up and let them get on with it. They obviously want to grandstand a little, and if you need them to make a decision, then it’s probably best for you to let them waffle on and get to the point in the end (the fact that they’re actually in your office means they’ve already decided to make a decision you’ll be pleased with).


If someone is prevaricating with no particular purpose, then I would interrupt and cut to the chase. ‘So, we’re here because I think both companies are interested in achieving X …’


Much has been made these last few years of video conferencing – with the latest equipment giving participants the impression that they are facing a bunch of people sitting round a table – but still the most efficient way to get decisions made is to actually be in the room with them. Meetings should take place in sealed environments and subscribe to the rules on a sign to be found outside a particularly popular swingers’ club in San Francisco: ‘No alcohol. No drugs. No sleeping. No uproarious or loud laughter. Turn all cell phones off. Condoms obligatory.’


Meeting jargon has never been so pervasive, or so fashionable, and there is now such a culture surrounding it that it’s even spawned its own collective term: ‘jargonics’. Its increased popularity is obviously due to the Internet, although I think the GQ office is at least partly responsible, as the staff seem to devote a large amount of time to discussing and inventing business jargon and acronyms. A while ago, the following was overheard on the features desk, as the team were talking about the perennial war of attrition they have with the art department: ‘We have bench’, meaning that they had enough supporters to back them up in the field of play, so to speak. They only used it in jest, but unfortunately other expressions have become part of office vernacular.


Some that have come to light recently include ‘undertiming’ (doing freelance work when you’re in the office), ‘sham over’ (any illness invented between 8 and 9 a.m. due to serious over-indulgence the previous evening), ‘boiling the ocean’ (as in ‘We’re not boiling the ocean here, guys’, signifying frustration at the inability to effect even small business changes), MBWA (the ‘Management By Walking Around’ technique employed by uninspiring executives who earn extravagant salaries for aimless wandering) and three euphemisms for being fired: ‘de-careered’, ‘reconfigured’, and ‘he’s had his portfolio shuffled’. One of my favourite buzzwords is ‘toejam!’, used as an exclamation when spotting more than three people in the office wearing Birkenstocks or sandals. I like this because its insulting nature usually results in the guilty parties leaving their beachwear at home and coming into work the next day in sensible footwear (i.e. a proper pair of heavily polished brogues). Because as much as I love my Birkys, I fail to see why men in a respectable office would feel they ought to wear them to work. Unless, of course, they feel like being ‘de-careered’, ‘reconfigured’ or having their ‘portfolio shuffled’.*


* Some phrases never to be used in business meetings: ‘Going forward’ (it doesn’t mean anything; why don’t you try ‘What we should do next …’); ‘Crackberry’ (everyone uses BlackBerrys these days, and we’re all addicted to them; but so what?); ‘brainstorm’ (why don’t you come up with your own ideas instead of relying on other people’s?); ‘It is what it is’ (I still say this a lot, but I shouldn’t as it’s ultimately defeatist); ‘outsourcing’ (if you’re going to get someone else to do it, then just say so); ‘tipping point’ (yeah yeah, we get it, it’s over!); ‘candy-striped’ (an increasingly popular but pretentious word meaning confidential, from the red-and-white diagonal stripes that run across the covers of classified IBM documents); and my (least) favourite, ‘What we need is an idea’ (well, why don’t you fucking have one, then?).




HOW TO ASK FOR
A PAY RISE


‘You couldn’t improve on that four
per cent, could you?’


Rule one: If you don’t ask, you don’t get. In the twenty years I’ve been a man manager, I have hardly ever just given someone a pay rise without them asking for one. Why would I? At most places I’ve worked, everyone gets an annual review, where an increase will be an inflation-aligned 2–5 per cent. Occasionally you’ll give more, and often a little less, in consideration of their achievements (or lack of ), but you very rarely go up to someone out of the blue, pat them on the back and say, ‘Oh, what the hell. Have a fifteen per cent pay rise.’ Much as I’d like to give my staff a pay rise every Friday afternoon, the budget won’t allow it, it would play havoc with the pay structure, and, I like to think, they’re pretty well compensated anyway. Occasionally, when someone has told me they turned down a particular job (and I believe them), or I think they should be rewarded for doing something spectacularly well, or if they’re earning a particularly low salary, then I might do it. But then again I might not.


So you have to ask. Often, the best time to do this is when you’re actually having your annual review, which is traditionally a time of reflection and commendation (hopefully; either that or deflection and condemnation). This is the one time in the year when you are allowed to ask for more money, and your boss is totally prepared for you to try and twist his arm – he almost expects you to do it. So don’t be afraid to. If your boss is feeling generous (or has recently given someone a rather meagre rise, or maybe none at all, and possibly has some money left), he may buckle and give you another one per cent or so, but there’s absolutely no guarantee that he will.


And if you are asking for more, actually name a figure or a percentage point, so that he can negotiate, and end up giving you less than you asked for, but more than he was going to give you in the first place. (Heads, you win …)


Crucially, there is no point telling your boss how hard you work (and so much harder than everyone else), or what hours you keep, or how much business you’ve brought to the firm, etc. Don’t justify your position. Remember that many bosses are unlikely to give you any extra reward simply for doing your job well – after all, that’s what you’re paid to do, surely? And if you’re doing your job properly then it just shows that the management were right to hire or promote you in the first place. So they’ll think it has little to do with you and rather more to do with their good judgement. If he can tell that you’re genuinely concerned about your future, though, and are possibly at a crossroads in your career, or that you’re unreasonably depressed, then he might – might, I say – throw you a bone to make you feel a little better about yourself. You are, at the end of the day, one of his employees, and if he likes you he’ll want to keep you. But you can only do this if you’re really feeling despondent; if you’re not, and he’s moderately good at his job, he’ll be able to tell you’re spoofing.


Also, never, ever ask for a pay rise in a letter or an email, as this will allow your boss to formulate considered, and seemingly incontrovertible responses to your reasons for wanting more cash. Always, always do it face to face, without giving your boss any warning. Never do it on a Monday morning either. No one is in a good mood at the start of the week, especially those people who have little to look forward to all week other than several dozen people coming into their office and giving them problems. Don’t try Friday afternoon either, as this is really the ‘last fucking straw’ day. And never try after work, or socially. He’ll think you’re abusing your position (you are), and you’ll be pushed to the perimeter of the sphere of influence. The best time will be mid-week, maybe a Tuesday or Wednesday, before everyone gets tired.


You must never go above his head either, as this will sound the death knell of your career, at least at your current company. There are few things your boss hates more than employees attempting to undermine him by leapfrogging their complaints or suggestions to a higher floor. So don’t do it.


If your boss turns you down, and refuses to give you any more money, then try asking for additional perks, like a bigger car, a laptop, additional health insurance, or a parking space. You never know: it might be something that’s quite easy for your boss to give up, something he doesn’t begrudge doing.


And you must never make him unhappy. If he feels you’ve been too aggressive, too pushy, or naïve in your attempts to squeeze more cash out of him – cash which he clearly doesn’t think you deserve – then he will certainly hold it against you, and remember you as being greedy. Which won’t help the next time he’s giving you a salary review. It will cause a rift between you, and if you’re always asking for more money, he will begin to think that money must be your prime motivation, which will make him wonder whether you’re actually suited to your job. And he’s right. If you are solely driven by financial gain then you are obviously not creatively fulfilled and should probably start looking for alternative employment. One of the key things to remember when asking for a pay rise is that the situation is very much like a job interview, and you will be assessed on performance, presentation and how you actually ask for more money. So do it with a smile, not a belligerent sneer. (Bosses always want solutions, not problems. Remember that the next time you’re thinking of asking for a pay rise.)*


Don’t bluff either. If you tell him that you’ve been offered another job then you’d jolly well better take it if he refuses to increase your salary. So you’d better be prepared to leave. Quickly. People have sometimes done this to me, and if I’m in two minds about whether they should stay anyway, I’ll quickly shake their hands, implying that I’m accepting their resignation (even though they haven’t officially offered it), say it’s about time they moved on, wish them well and then usher them out of the office before they realise what’s hit them. I actually did this with someone I’d been wanting to get rid of for months, so him telling me he had been offered something else was the best thing that could have happened to me. Unfortunately for him, he hadn’t been offered another job at all, and was just trying to get me to treat him a little better and to bump up his salary. More fool him.


The best way to get a raise is to discover that someone else in the company who’s doing a similar job to you, with the same responsibilities, is earning more. Then you’ve really got a story to tell. Often, your boss won’t know this, as the person you’re talking about probably works for someone else. So he will not only feel aggrieved on your behalf, he may even get a bit sniffy because one of his staff is earning less than someone doing the same job in another part of the building. Your boss will now be totally on your side and will make sure you get what you deserve. He may even get you a little more.


And if anyone in my office is reading this, don’t even think about it, because the answer is NO. Categorically.


* Never use the word ‘gobsmacked’ with your boss, as in ‘I was gobsmacked not to get that job’. It is unspeakably naff, and is always used by useless people.




HOW TO KNOW
YOUR EMAIL


In cyberspace, no one can hear
you scream


We’ve all done it, haven’t we? And if you haven’t, you will shortly, believe me.


There you are, having a perfectly normal three-way email correspondence with, say, a colleague in the office, and a business associate from another company. Things are going well until the business associate (who shall now be referred to only as ‘Moronic Idiot Woman’) sends your colleague an email of such profound stupidity that they pass it on to you, just to make you gag. And you, immediately enraged (how dumb is she?!), instantly reply, applying to ‘Moronic Idiot Woman’ a variety of impressive insults and using an even more impressive litany of profanities.


Though of course you haven’t just sent it to your colleague. You (and I think you should now start referring to yourself simply as ‘Moronic Idiot Man’) have accidentally, and irrevocably, sent it straight to ‘Moronic Idiot Woman’. Who, understandably, now wants nothing to do with you. Or the company you work for. In fact she and her company want to start having nothing to do with you immediately.


Happened to you? Happened to me.


Bizarrely, email hasn’t quite yet assumed the importance and gravitas it ought to have done. Even though it has outstripped the competition to become the most common form of business communication, we still tend to treat it in a flippant, occasionally dismissive manner. Weird, isn’t it – how we can be so casual about a form of communication that will soon replace all others?


There are some people who, rather endearingly, still treat email like regular mail, composing letters containing the full address and title of the recipient as well as the sender, using the same convoluted grammar you find in any nineteenth-century correspondence. I rather like these people, even though their numbers dwindle by the month. And then there are Americans, some of whom treat email with barely disguised contempt. I remember a few years ago when I worked on a Sunday supplement, a member of our features team sending an especially long email to an infamously tacitrn Hollywood agent, requesting an interview and a photo session with one of his more famous charges. If I remember rightly, and I think I do, the request ran to several pages, outlining just what a superb idea it would be if **** ****** were to appear on our cover. Not only did it take the agent over a week to reply, but the response was also inspiringly curt. I’d worked with Hollywood agents for years, and knew how dismissive they could be, but even I was shocked by this new reply. Just four words: ‘I don’t think so.’ Of course it would have taken her a little less time to just write ‘No’, but somehow ‘I don’t think so’ possessed slightly more malice while also implying the perfect amount of sarcastic disdain (I could almost hear her say it).


Most people, however, lie somewhere between the two – on the one hand treating email like a slightly less formal letter, and on the other using it as they would a phone. Me, I try to condense everything into a perfect paragraph, an all-purpose mini-letter that imparts as much information as possible, while being quick and easy to read. I figure if I can’t get everything I need to say into a four-sentence, six-line paragraph then I have no right to be a journalist in the first place.


I just wish other people would do the same, as most of the stuff I get is dashed-off, convoluted and unwieldy, or simply unwanted. Of course everyone hates junk email, or spam, and my least favourite unwanted emails right now are those change of address group emails from people you’ve never heard of. Really? You’re moving? Changing your email address? Fascinating. And who exactly are you? When I get one of these – and they’re always accompanied by that annoying little red exclamation mark, just in case I was intending giving it anything but urgent attention – I always feel like pinging back a reply containing the words written on my favourite ever New York T-shirt: ‘You must have mistaken me for someone who gives a shit.’


When email started to become ubiquitous, there was a rash of pieces in the press about how our generation would have no record of important correspondence, how electronic communication would eventually kill off the art of formal letter writing. In several ways this is right, because not only does the form encourage most people to be more succinct, but also, who in their right mind actually keeps emails?


Well, I do for one, and for the last eight years have been keeping printed copies of some of the rudest as well as some of the most important or amusing ones. One or two have been from politicians, a few are from rock stars, several of the least amusing ones are from comedians, while most, naturally, are from friends. The best are from journalists, but then I’d expect them to be.


The thing is, almost every email I’ve kept (and I’ve kept about two or three hundred of them) contains at least one spelling mistake, even the ones from members of the so-called establishment. Adjectives turn into bracelets of vowels, multisyllabled questions morph into extravagant, if nonsensical insults, and affectionate sign-offs fall at the final hurdle. Yes, I’ve had my fair share of pip pips, over and outs, and tally hos. I’ve even had a ‘One day you’re the cock of the walk, the next you’re a feather duster.’ But I’ve only ever had one ‘Pasta la vista, baby’.


1 Beware of flirting. Because with email it’s soooo easy.


2 Answer promptly, because if you don’t, the person who sent you the email in the first place will have forgotten all about it.


3 Don’t write in CAPITALS.


4 Don’t leave out the message thread (i.e. include all previous correspondence).


5 Make it personal.


6 Do not attach unnecessary files. In fact if you can help it, don’t include any attachments at all (some are still difficult to open, even on powerful, sophisticated machines, and are prone to viruses).


7 Don’t overuse the high priority symbol.


8 ALWAYS ALWAYS read your email through before you send it. You’ll rarely get it exactly right the first time around, and there’s bound to be a spelling mistake or two.


9 Do not overuse REPLY TO ALL. In fact, use this sparingly (no one needs to get any more emails than they do already).


10 Use the bcc (blind carbon copy) facility sparingly too (you need to remember who has been copied on things, and you need to know who knows …).


11 Say ‘please’.


12 Don’t ‘flame’ someone – i.e. don’t be aggressive. If you’re aggressive in an email you’re only being passive-aggressive. Would you say the same thing to this person’s face?


13 Never ask to recall a message as it gives it too much importance.


14 Never forward chain letters.


15 FYI don’t use abbreviations.


16 Never refer to someone unless you’d be OK with that person reading the email.


17 Avoid long sentences.


18 Never reply to spam (it just proves you exist).


19 Don’t be a novelist.


20 Be careful about your tone. Some people will get your humour, but others won’t.


21 Don’t fanny around with the formatting.


22 Don’t use smileys – :-) etc. They’re dumb.


23 Email is not private. Know that.


24 It’s called netiquette, stupid.




HOW TO BE A
GOOD BOSS


Don’t do it like that, do it like this!


You are a very lucky man. Trust me, if you don’t know it already, learn this now. Not everyone gets to be in charge, not everyone gets to run their own department, or indeed their own life. So if you’re the boss, don’t slap yourself on the back and think how fabulous you are, just quietly consider how lucky you are. Because it could have been someone else. And at some point in the future it will be. I think of myself as the custodian of a brand, one I intend to leave in exactly the same shape, if not better shape, when I leave. But I was lucky to be given the opportunity to do it. Which is what you are if you’re the boss: lucky.


So, having established that, you must learn not to exploit your position, or, what’s more important, make sure you don’t turn into an arsehole. I have seen so many people turn into self-aggrandising fools when they get a bit of power, and the worst ones are those who take it out on their staff. Don’t, because you’re only doing it because you can. It’s childish, and absolutely no one will respect you for it, least of all the people you’re screaming at.


What do people want from a boss? Direction. There are quite a few people in my office who could do my job just as well as me. Some might do it a little worse, some might do it a lot better … but they would certainly do it differently. In business, especially where creativity is involved, there is not one solution, no through-line that you have to follow. As an old boss of mine used to say, ‘There is more than one way to fuck a pig.’ (Believe me, he’s a lot more charming in real life.)


So your way is not the only way, but it happens to be the only way right now. So tell people what it is, tell them where they’re going, and how they’re going to get there. Tell them what to do and then let them get on with it. There’ll be plenty of things for you to do after that, believe me: fire fighting, damage limitation, crisis management, and reassuring the picture editor that the art director doesn’t hate him (even when he does). Being a boss doesn’t just mean being in charge, it means leading; and the best bosses lead from the front. Nothing about your decisions should be ambiguous, unless of course you want them to be (about which more later). You are running a benevolent dictatorship, so tell people what to do, and tell them properly. Your office, you understand, is not a democracy. As Henry Ford said, back in the day, ‘If I’d asked the public what they wanted, they would have said faster horses.’


This doesn’t mean you have to treat staff badly (the opposite is always true), but there needs to be a grand plan, a grand plan drawn up, principally, by you. Treat people well. Pay them properly. And then set them free. Give them the freedom to express themselves. Make sure they know exactly what they’re meant to be doing, and then make sure they do their job exactly as you want it done. But give them the space to do it in their own way.


Don’t be a perpetrator of banana problems. A banana problem is a snag which develops because of constant tinkering and failure to know when to stick a fork in it and call it done (pronouncing an idea dead, deciding you’ve done enough research, or going to market). The saying is thought to be derived from the story about the child who said, ‘I know how to spell banana, I just don’t know when to stop.’


Don’t bullshit, don’t waffle, and don’t prevaricate. Have an opinion at all times. Even saying ‘I don’t have an opinion on that’ is a proactive opinion. Don’t end meetings with the sort of summation that goes, ‘OK, Mike, if you call Arcadia, and Nicky, if you call PMK, and Alex, if you sort out the Dubai problem …’ This not only shows weakness (why are you using ‘if’? Are you too embarrassed to tell people what to do?), it is also open to ambiguity. Instead, say, ‘Mike, you’re going to deal with Arcadia; Nicky, you deal with the PMK thing; and Tim, kick Hobbs up the backside and get a photographer for Friday. OK, thanks everyone, that’s it.’ Over and out. Never be rude, but never be embarrassed about making decisions.


And never put off difficult or possibly fractious discussions. If someone needs a bollocking, give it to them; if someone has been insubordinate – even if only in a tiny way – or gives you an indication that there might be some trouble coming down the line, have a word now … not tomorrow, not next week, but now. If someone deserves praise, don’t keep it from them – do it immediately. Everyone thrives on praise. Everyone has an ego and everyone likes knowing that they’ve done well – so if someone has done well, tell them. Privately sometimes, other times publicly. You may want them to feel special, or you may want the whole office to know how brilliant they’ve been. Either way, do it.


You should never forget to listen to your staff – you’re paying them to have opinions, remember – as it not only empowers them, but also makes it easier for you to make decisions. If what they’re suggesting sounds right, and a better solution than your own, then choose it. You’re still in charge because you made the decision to go with their idea. What you don’t need is an office full of yes-men. You do not know everything, and if you’ve hired properly, your staff should be able to teach you a lot. So let them do it. If they make mistakes, you can correct them. They will learn and improve, as you will by listening to them.


When you’re choosing people to work with – when you’re hiring – you look for people with brains, with capabilities, with experience, and with an aptitude for learning. So train people to do everything you want them to do. Nobody knows everything (you certainly don’t, as you’re probably a Jack of all trades and a master of none; a lot of good bosses are), and there’s no reason to expect them to. So train them. And help them to be good. To be great. To be better than you.


Delegate, but do it for the right reasons. Don’t just delegate the things you don’t like doing, and don’t refuse to delegate something because you’re afraid not to do it yourself. Many bosses do this, and it’s wrong; you should let your staff get to know your contacts too, as it makes the operation stronger. As the great Mark McCormack once wrote, in What They Don’t Teach You at Harvard Business School, ‘It is difficult to let go of a responsibility. Again, it’s often a matter of ego. People convince themselves that they can do something better than anyone else, or are afraid that if they give up a task or responsibility they will be perceived as being less essential to the company. It takes a very confident person to be a good manager, confidence in the people who work for you and enough confidence in yourself to overcome ego problems.’


People also can’t do everything, so don’t be disappointed if someone can’t do a specific task as well as you or as well as someone else in the office. You’ll also have to accept that not everyone in the office will get on, so just accept it and deal with it. That’s why you’re in a management position.


Of course, there will be times when you do, for whatever reason, want to undermine an individual, or make them get back in their box. And sometimes you’ll obfuscate – this tends to happen a lot when two or three staff members have applied for the same job. And every now and again you’ll have to apply the brakes simply to let them know who’s boss. Because that’s what you are. But it doesn’t make you a bad person; far from it, it makes you a better leader.


Sometimes you’ll have to be overly diplomatic with people – about salaries, about what another staff person said, about what you think about their work, about every damn thing under the sun. But you’re never doing it to undermine them – you’re doing it to empower them and to make them feel good about themselves.


Be careful what you say to them about other members of staff, too. It may well be flattering (to them) to have you take them into your confidence, but it can also cause them to worry; ‘If he’s telling me this about Y, then what’s to stop him telling Y about me? Or even worse, X!’


There’ll also be times when you’ll intend being vague about something, usually when someone is pursuing something in the office that you either have private knowledge of yourself, or that you actually want to fail because it clashes with something you’re working on. Don’t worry about that; part of your remit is looking at the bigger picture, and your staff will expect you to be privy to a lot of stuff that they have no knowledge of (they’d think you were a sad sack if they thought you were being kept out of decisions made above you). Occasionally you will be asked a question you don’t want to answer, because it will compromise you; so don’t.


Sometimes I’m asked things that I don’t want to answer and I just delete the email. There’s nothing that says you have to respond to every staff query, and some things just fall by the wayside. It’s no big deal.


And don’t assume people like you for who you are. They like you because you’re their boss, because you are responsible for them getting paid each month. That’s why they laugh at your jokes. Don’t get me wrong – they don’t hate you (not all of them, anyway), but it’s an uneven relationship and you should accept that. So enjoy it. Enjoy their company and make as many friends as you can. If you’re a good boss you’ll know who you can really trust. Whether you socialise with them is up to you – Manchester United manager Alex Ferguson has never socialised with any of his team, though plenty of other managers do – but I wouldn’t sit near them in the office if I were you. They will feel intimidated and under scrutiny, and won’t be able to do their jobs properly.


And remember: people leave, so don’t hold it against them. Loyalty is one of the most important qualities there is in business, and nobody likes to see a great employee leave. But everyone leaves eventually. So smile, wish them luck, and give them a huge leaving party. But not before you’ve tried to make them stay by offering them a higher salary, a promotion, a blow-job or use of the executive washroom.


What the hell, maybe even a blow-job in the executive washroom.




HOW TO HIRE
SOMEONE


Be smart: hire people smarter than you


In one of my first jobs, the editor of the magazine I was working for asked my opinion about a particular article that had been sent in by someone far better known and much more talented than me. Slightly scared, insecure, and worried that if this person started contributing to the magazine it might affect my own position, I gave it the thumbs down, and the piece was never published. Dumb move. All I succeeded in doing was letting the journalist wander off to another magazine. So hire the best, even if they’re better than you.


You should also try to hire people you like. You don’t have to be best buddies with everyone you hire, but it helps if you quite like them, especially if you’re in a relatively small office of fifty people or less. If you’re hiring someone who won’t be spending too much time in the office, then this is obviously less important, but life is too short to work closely with people you actively don’t like. Some managers don’t think this way – they simply hire the best person for the job – although it really depends what industry you’re in.


Equally, never hire people just because you like them, or want to like them more. Do not hire your friends. If you get to like the people around you, then fabulous, but any boss will tell you that you don’t have to fall in love with the people who work for you. They don’t even have to like you, just as long as they respect you and do a good job. (Many years ago a friend of mine left London for a job in Milan. During the final negotiations, the editor of the magazine he was joining began describing what his social life might be like once he had moved to Italy. She said that every two weeks she would be inviting him down to her holiday home in Portofino. ‘It will be great,’ she said. ‘And enough.’)


And don’t hire loose cannons, or those who are highly strung. For years I’d hire people – usually designers or art directors – who were highly creative, even though they may have had slightly unstable personalities. But never again. Eventually I just got sick of the arguments. I would rather forgo the extra five per cent of creativity for the sake of an easy life. Also, in my experience, truly maverick people only have a limited working life, as their personalities are not suited to office life.
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