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      A TIDE OF ACCLAIM FOR

      SWIM WITH THE DOLPHINS

      “SWIM WITH THE DOLPHINS provides a well-researched case for the strengths and talents of women managers and is an inspiration
         for all striving to break through the glass ceiling.”
      

      —Fort Worth Star-Telegram

      “A new navigational map to guide you through the new corporate waters. A must—read for any woman intent on succeeding in business
         today… on her own terms.”
      

      —Lucille Luongo, president, American Women in Radio & Television

      “Glaser and Smalley offer enlightened advice from the proven achievers they interviewed. Achieving success on one’s own terms,
         not by emulating men is a powerful message.”
      

      —Columbus Dispatch

      “If you have ever been in deep water in business, you’ll want to know how Glaser and Smalley’s dolphins swim. Must reading
         for women in business!”
      

      —Debra Benton, author of Lions Don’t Need to Roar

      “Briskly written and worthy of being broadcast…. Any manager could profit from this book.”

      —USA Today

      “Now Connie Glaser and Barbara Smalley show how women can break through the glass ceiling, based on techniques and strategies
         they have collected in interviews with successful female managers throughout corporate America.”
      

      —Richard M. Ferry, chairman, Korn/Ferry International

      “A brilliant metaphor for the new businesswoman…. Not emulating men, but achieving success on her own terms.”

      —Patricia Aburdene, author of Megatrends for Women

      “SWIM WITH THE DOLPHINS signals a welcome trend in the ‘advice for career women’ genre—a book that urges women to follow their
         own paths rather than emulate a model that doesn’t suit them.”
      

      —St. Paul Pioneer Press

      “Enlightening…. Connie and Barbara have made a good case for an approaching turnaround in corporate attitudes and management
         styles. And this new direction is one that bodes well for the careers of women man agers.”
      

      —Executive Female
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         Writing a book is never a solo project. Nor, as in our case, is it limited to the efforts of these two co-authors and soul
         mates.
      

      We are grateful to the many women in management who graciously shared their stories and tips with us and made this book possible.

      We are indebted to our editor, Joann Davis, for her keen insights and her firm belief in women’s ability to succeed on their
         own terms. Heide Lange, our agent, played a key role in the development of this book. Her support and enthusiasm far exceeded
         her job description. And special thanks to Larry Kirsh-baum, who clearly demonstrates that dolphins have no gender.
      

      On a personal level, there were many who lent us support and friendship during the course of writing this book: Carol Deutsch,
         Bogie Ethridge, Avra Hawkins, Judy and Dan Hees, Marty Johnston, Krys Keller, Sharon Loef, Sue Rains, Ann Smith, Gail and
         Kim Stearman, and Dale Steinberg.
      

      We are especially grateful to our families who encouraged and helped us to maintain a sense of balance in our lives throughout
         this project. Our heartfelt thanks to our husbands, Tom and Tim, and our children, Rusty and Max, Logan and Benjamin. And
         to our parents, Dolly and Bernie Brown and Zelda and M. K. Steinberg, for their unconditional love and guidance.
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      Introduction

      
         In 1982, Sharon gave herself an ultimatum. Twenty-nine at the time, she had worked her way up to director of human resources
         within a midsized corporation in three years’ time. “But I wanted more,” she says. Sharon’s ultimate goal was to become a
         senior vice president of the company by the time she reached thirty-five. No woman had ever risen higher than associate vice
         president in Sharon’s company. “Never mind that,” she recalls thinking. “I’ll be the first to crack that glass ceiling.”
      

      And so she was—at age thirty-seven. But she paid a hefty price. “I knocked myself out getting there,” she admits. “The pressures
         to adopt a masculine style of management were constant and inescapable. And every step up the career ladder, they got worse.
         Nevertheless, if learning how to play hardball meant becoming a contortionist of sorts, I was game. I took all the projects
         that no one else wanted and rarely got credit for my achievements. I put in twice as many hours as my male counterparts, taking
         only two vacations in five years. And with my hard-nosed attitude, I alienated subordinates and colleagues alike.
      

      “Now what have I got to show for it? On the positive side, lots of material things and a hefty savings account. But on the
         dark side, two children who ask ‘Who are you? Whenever I spend a quiet weekend at home, and a husband who’s on the verge of filing for divorce because he claims I’m not
         the loving, caring’ person he married.
      

      “If only I could turn back the clock…”

      We Swam with Sharks

      
         Sharon’s ordeal is typical. It used to be that for women to penetrate the upper echelons of corporate America, they had to
         “fit in.” More often than not, fitting in required an extensive makeover in style—from caring to tough, from motivating to
         controlling, from empowering to overpowering. For most women, it wasn’t a comfortable fit—and no wonder! We couldn’t swim
         with sharks because we’re not sharks. We’re different. We’re more like dolphins.
      

      Granted, some like Sharon found success. But emulating sharks also left the majority of women—Sharon included—feeling empty,
         lost, and out of sync.
      

      Moreover, despite the fact that they had sacrificed their femininity to become “male clones,” many of these women found themselves
         caught in a vicious Catch-22. If, like her male counterparts, an executive woman was aggressive, she was called “bitchy.”
         If, like her male colleagues, a female manager was persistent, her subordinates labeled her a “nag.” Straightforwardness in
         males translated into abrasiveness when it came from females. And if he was authoritative, no problem. But if she was, they called her “power mad.”
      

      We couldn’t win!

      The Times They Are A-Changin

      Fast forward to the 1990s, and a different picture is emerging. A new breed of women is succeeding on their own terms. Not
         only are they celebrating—and flaunting—their strengths, they are revitalizing the workforce. The deck has been shuffled,
         and feminine equals competence.
      

      What gives? Unlike the feminist revolution of the 1970s, this movement is more of an evolution. It’s come about slowly, but surely; quietly, but inevitably. It’s not something any one person, or group of people, orchestrated.
         Rather, its catalyst has been a myriad of sweeping changes. And, thankfully, women just happen 
         to be in the right place at the right time with the right skills to take advantage of it.
      

      Money Talks

      This evolution was sparked in large part by the economy. In the 1980s, the United States shifted from an industrial to an
         information society and joined the global economy. Stiff global competition has, in turn, changed the rules of business. Staying
         afloat in the 1990s means raising productivity. And that means motivating the workforce, something women have traditionally
         excelled at.
      

      Today’s workers have also changed. Better educated and more highly skilled than workers of past decades, they have higher
         expectations of the companies they work for. What’s important to them is not the same as what was important to earlier generations
         of workers. Today’s workers crave more than a paycheck. They want to be nurtured and empowered. They want to make a contribution.
         They want a voice.
      

      This trend is proving to be particularly true for young employees fresh out of college. With them, automatic company loyalty
         is no longer a given. The company has to earn their loyalty. Moreover, a command-and-control style of management doesn’t sit
         well with them.
      

      Farewell to the Old Boy Network?

      Tough economic times have driven corporate executives to listen to the needs and desires of today’s workers. As a result,
         in corporations nationwide, hierarchies have now been flattened or molded into circles—with managers reaching out from the
         center instead of perched on top looking down. “Me” companies are becoming “W7e” companies, and “Do-it-my-way-or-else” attitudes
         are dissolving into “Let’s-work-together” approaches. Bosses are now cheerleaders/coaches/facilitators/mentors/friends. And
         concerns for the bottom line now go hand in hand with concerns for people.
      

      
         The good news: Being female is no longer a hindrance; it’s an advantage. Because what today’s corporations and workers need
         in order to succeed are the very characteristics that come naturally to women. Empowering and nurturing others. Showing appreciation.
         Sharing the workload. Building consensus.
      

      A New Map for a New Era

      Because the corporate waters have changed so dramatically over the last decade, the navigational maps that led to success
         in the 1980s are now obsolete. Seasoned executives like Sharon, for example, are increasingly finding themselves on unfamiliar
         turf. They climbed the corporate ladder at a time when success meant emulating men. Now they’re discovering that to remain
         effective managers in the 1990s and beyond requires switching gears.
      

      If, like Sharon, you’re an experienced manager, this book will provide you with a blueprint for success in a changing work
         world. Swim with the Dolphins is based on interviews with over two hundred successful female managers working in corporate America today. We’re going to
         introduce you to these women and show you how their management styles are not only right for the times, but feel right to
         women. Swim with the Dolphins also encourages you to reexamine your strengths and values and to take pride in who you are. And if, like Sharon, in your
         quest for success you were forced to compromise your femininity—and came up feeling lost, lonely, and disconnected—you will
         not only easily identify with this book, you will embrace its free-to-be-me philosophy and approach.
      

      If you’re a new manager, Swim with the Dolphins will help you navigate through the new corporate waters—guiding you through the safe areas as well as the danger zones. Throughout
         its fifteen chapters, we provide you with specific strategies and hands—on advice that will help make you, as a woman, a better
         manager- both for yourself and for your company in these changing times.
      

      If you’re an aspiring manager, you will also benefit from Swim with the Dolphins. We’ll show you how to seize the moment and take advantage of women’s ascending influence in corporate America. 
         Most importantly, however, we show you how to succeed in business without selling out.
      

      Finally, it’s important to note that the cataclysmic changes that have been shaking corporations across America for the last
         decade are still evolving. Which means that some companies, while aware of new and more effective styles of management, are
         clinging steadfastly to the old ways of doing things. In Swim with the Dolphins, we address this issue and arm those of you who work for these dinosaur companies with the skills you need to survive—and
         succeed.
      

      In sum, this book shows all managers—from trainees to executives—how the dolphin approach applies to all managerial skills. Attracting, hiring, and keeping good employees. Building and coaching effective teams. Sharing the workload.
         Motivating and inspiring your staff. Managing conflict and difficult employees. Setting the stage for win-win negotiations.
         Bouncing back from adversity. Working smarter, not harder. Getting noticed and promoted. Overcoming obstacles that female
         managers still encounter in corporate America.
      

      You will also learn how to apply the dolphin approach internally… to keep you from falling into the trap of perfectionism,
         to avoid the fear of failure—or success, to manage your time more efficiently, and to prevent stress from managing you.
      

      Building Blocks of a New Archetype

      Swim with the Dolphins shows you how to master these skills by introducing you to a new archetype. An archetype that taps and celebrates both male
         and female strengths and one that blends the best of both styles to form a coalition based on talent, mutual respect, and human traits and values.
      

      In short, Swim with the Dolphins is a new model for managerial success that works because it’s not necessarily gender specific. It’s simply good management.
      

      Enjoy!

      —Connie Glaser and Barbara Steinberg Smalley

   
      CHAPTER ONE

      The Shark Attack Is Over

       

       

       

       

       

      
         
         “The number one question children always ask me is, ‘Can a dolphin beat up a shark?’ And my answer is always, Yes. They do
            it all the time. And they do it by working together cooperatively.

      —David Nathanson, Ph.D., a psychologist who uses dolphins to administer therapy to his handicapped patients in Grassy Key,
         Florida
      

      Until recently, working as a manager in corporate America was like swimming in a pool of sharks. Command-and-control was the
         watchword of the day, and perched at—or circling near—the top of most hierarchies were the cold—blooded sharks. You know the
         types. Tough. Arrogant. Ruthless.
      

      Maybe you even tried to mimic them—and if so, you weren’t alone. Many women, in their efforts to climb the corporate ladder,
         attempted to emulate the sharks. But for most, it wasn’t a comfortable fit. And with good reason. The mentality of sharks
         is simply foreign to the majority of women.
      

      The Model Shark

      
         Sharks are stern taskmasters who relish power. Their approach is strictly top-down, leaving no doubt whatsoever about who’s
         in charge. They bark orders to their subordinates, expecting obedience and loyalty in return. And despite the fact that most
         who work for them loathe them, sharks could care less. Their concerns are with the bottom line, not with people.
      

      In fact, because sharks think with their heads, and not their hearts, they are oblivious to employees’ needs and desires.
         Rigid and hard-nosed, they are quick to criticize, but rarely take the time to offer positive feedback. And if they should be criticized? Close-minded sharks simply ignore it. After all, owning up to mistakes is not in their nature.
      

      Not surprisingly, sharks prefer to act alone. Consequently, they are known for hoarding responsibilities and rarely delegating
         anything but the mundane tasks. Moreover, with their “Do-it-my-way-or-else” attitude, they are unresponsive to new ideas,
         and discount their employees’ strengths.
      

      A Changing Climate

      Fortunately, this once prevailing climate in corporate America is rapidly changing. Stiff global competition has led to rampant
         downsizing and mega-mergers. As a result, savvy organizations are now realizing that a command-and-control, top-down management
         approach just doesn’t cut it anymore. Instead, turning a profit in the 1990s and beyond hinges on companies making the most
         of the staff they have. And that requires motivating and empowering workers, not controlling and dominating them.
      

      Bottom line: The shark population is dwindling. Not to say that some managers don’t equate “lean” with “mean” and continue
         to cling to the old ways of getting things done. But for the most part, we are witnessing the extinction of the shark in corporate
         
         America, and finding in its place a new archetype that more closely resembles the dolphin.
      

      Enter the Dolphin

      Supremely gifted motivators. Excellent communicators. Acutely intelligent. Warm-blooded and friendly. While researchers frequently
         use these characteristics to describe dolphins of the sea, they are traits that just as easily describe the new breed of managers
         succeeding in corporate America today.
      

      In contrast to the sharks, dolphins prefer operating in webs rather than in hierarchies. They seek respect (rather than obedience)
         from subordinates and recognize that loyalty cannot be demanded; it must be earned. Like the sharks, dolphins are concerned
         with the bottom line, but they are equally focused on the people who work for them.
      

      Dolphins are extremely intuitive and constantly tuned in to employees’ needs and desires. As a result, they make decisions
         from the heart as well as the head. Firm, but fair, dolphins offer continuous feedback—both positive and negative—to subordinates.
         And should they be the objects of criticism, dolphins are quick to admit their mistakes—and to take any necessary steps to correct them.
      

      Dolphins are comfortable with power, but rarely abuse it. They view themselves as “leaders” rather than “bosses.” With their
         “Let’s-work-together” attitudes, they eagerly share power with their subordinates, often using it to build on others’ strengths.
         Dolphins also delegate tasks whenever feasible and continually welcome new and better ideas. Moreover, while they prefer to build consensus, dolphins are confident enough to act alone when necessary.
      

      Dolphins Are Not Guppies

      Granted, the dolphin approach to management is “softer” than the shark’s. But dolphins are not to be confused with guppies,
         
         who misunderstand the concept of power and are uncomfortable exercising it. Or who are so intent on building consensus that
         they lack the confidence to make decisions on their own. To them, being popular is far more important than gaining respect.
         Consequently, guppies are typically pushovers and totally ineffective as managers.
      

      Unlike the guppies, dolphins are strong and tough. Yet, unlike the sharks, dolphins are gentle and caring. And with their
         tough but caring ways, dolphins are not only revitalizing the workforce, they are changing the way America’s companies do
         business.
      

      A Sigh of Relief

      In response, women in management who, for years, have revolted against the shark mentality are breathing a collective sigh
         of relief. After all, the shark’s practices and habits have always felt foreign to them. Moreover, the traits of this evolving
         new management approach are far more compatible with women’s styles. The pressure is off to squeeze into the ill-fitting mold
         of a shark. And with the green light to do what comes naturally, women are uniquely positioned to change the managerial icon
         in the 1990s—and beyond.
      

      New Men with New Attitudes

      Of course, dolphins are not exclusively female. Many male managers, equally disillusioned with the status quo, are also relieved
         to be granted “permission” to exhibit a leadership style that is less tough and more caring. This is particularly true for
         younger men, who have graduated from college within the last decade—at a time when men and women were equals. After all, what
         they want is the same thing women want: challenging and satisfying jobs as well as time to spend with their families.
      

      One recent survey by Yankelovich (a market research firm), for example, reported that an increasing number of men were 
         refusing corporate transfers in order to have more time for themselves and their families. In another survey, this one involving
         four hundred economics students at Stanford University, both women and men rated a happy marriage as more important than a successful career for attaining “the good life.” So, in essence, these
         “new” men have likely helped to reinforce a more caring management style by demonstrating to their superiors a changing set
         of priorities and lack of interest in joining the rat race.
      

      Nevertheless women are the chief beneficiaries of this changing environment, because the very characteristics that are in
         demand in corporate America today come more naturally to them. And just as we have tried to win through intimidation—and only because that has been the corporate axiom of decades past—maybe sharks can now learn a thing or two from us.
      

      At last, women can acknowledge the fact that we are different, because different is good. Finally, we have no reason to hide our softer side for fear of being perceived as weak
         and powerless. And finally, the corporate climate is just right for us to make it on our own terms.
      

   
      CHAPTER TWO

      Steel and Soul: Power Tools of Dolphins
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      PROFILE
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      GRACE PASTIAK

      DIRECTOR, NEW BUSINESS DEVELOPMENT

      TELLABS

      LISLE, ILLINOIS

      “I try to get people to connect with what they’re doing and where they are in the world. It’s really important to me to give
            people the opportunity to excel.“
      

      
         Her subordinates call her “Amazing Grace”—and with good reason. A champion of worker empowerment, Grace Pastiak, Director of
         New Business Development at Tellabs, firmly believes that “the old practice of beating on people to get things done doesn’t
         work, and that people do a far better job when they are happy about what they are doing.”
      

      A shining example of the new management paradigm, Pastiak exudes a “Let’s-make-it-happen” spirit, which has endeared her to
         superiors and subordinates alike. “Instead of giving directions, Grace asks for input and lets the team help make decisions,”
         reports one employee.
      

      
         Case in point: In the fall of 1991, Tellabs, which designs, manufactures, and markets sophisticated telecommunications equipment,
         received an important order that needed to be completed by year’s end. Rather than post overtime notices—as would happen in
         most factories—Pastiak, then Director of Manufacturing, called a meeting of the plant’s workers. “I knew it was getting into
         the holiday season and many of the people would have family demands,” she recalls. “So I gave them choices. I said we could
         tell marketing that we could fill only half the order before the deadline. I offered to bring in contract labor or to shift
         some production outside. 1 also told them that I thought they should make the decision. So we talked about it, and they said, ‘Go for it!’ “.
      

      It figures that Pastiak would have an undergraduate degree in applied behavioral science. Her people skills are top-notch,
         and despite the fact that she was the first professional staff woman ever to be hired by Tellabs, she has never felt—and still does not feel—like a token. “I’ve never thought of myself as being a woman at Tellabs, except for about fifteen minutes last
         year, when I was asked to give a short presentation on being a woman at Tellabs,” she quips.
      

      When Pastiak started out at Tellabs, in 1979, she says the company was “pretty much the same as other American companies,
         in that we asked our employees to come to work and do the job. But what we really meant was, ‘Come to work, sit on the line,
         put parts in, and look busy anytime your supervisor walks by.’ “ However, once Tellabs began embracing the concept of employee
         empowerment—a movement Pastiak helped spearhead—that message changed. “The new message we began sending was, ‘Your viewpoint
         is important,’ “ she says. “In fact, we began to look at employees in terms of their whole lives and decided, ‘These people
         have all kinds of leadership responsibilities outside of the corporation. They go home at night and are deacons of their churches and presidents of their PTAs. They also have
         tremendous problem—solving skills. Why don’t we give them the opportunity to use those talents inside the corporation?’ “.
      

      In 1986, Tellabs decided to do just that by promoting Pastiak 
         and challenging her to implement a just-in-time (JIT) manufacturing program. JIT involves streamlining the manufacturing operations
         in a way that improves employee productivity and product quality. “With JIT, the company receives materials just in time,
         and we deliver products just in time. In essence, everything happens just in time,” Pastiak explains.
      

      When she was first given this assignment, the company’s goal was to convert 10 percent of Tellabs’s manufacturing facility
         to JIT by way of a pilot program involving a dozen employees. If the pilot went well, the company’s master plan was to eventually
         convert the entire Tellabs factory to JIT. “The twelve employees chosen for the first pilot were initially skeptical,” Pastiak
         recalls. “They didn’t know a whole lot about the process, and frankly neither did I. But once we cut over our first pilot,
         we literally changed the way we manufactured. We went from assembling a product in twenty days to doing it in six and a half
         hours! It was like, ‘My God! Let’s never manufacture the old way again!’ “
      

      The dramatic results of Pastiak’s first pilot created an interesting cultural phenomenon. “People were afraid to be involved
         in the first pilot; then, when we began cutting over another pilot every sixty days, people were afraid to be asked last—kind of like the old softball game. And what happened was, it gave us a tremendous momentum in the factory.”
      

      Along with the implementation of the JIT philosophy at Tellabs came the introduction of a total quality management program
         designed to give employees the tools they needed to take an active role in achieving the goals of JIT. “This program is basically
         a team approach to problem—solving,” Pastiak explains, “and everyone in the company—from top management on down—takes classes
         in it.”
      

      In fact, Pastiak herself teaches the total quality management problem-solving classes at Tellabs. While many managers would
         eschew this responsibility, offering excuses from “I’m too busy” to “It’s not my job,” Pastiak feels that teaching these classes
         sends a critical message to her employees. “I’m modeling that this is important,” she says. “Basically I tell my student-employees,
         ‘I don’t have someone from the training department doing this. I’m doing this myself-not only because I want to make sure
         that you 
         have these skills, but also because I’m trusting you to run the business.’ “.
      

      Pastiak says that the benefits she enjoys from teaching more than make up for her investment of time. “The role of educating
         employees is often delegated to someone who doesn’t have the authority to carry out the new procedures. But whenever the boss
         leads, explaining why something is important and what must be accomplished, successful change follows. Moreover, before I started teaching total
         quality management, I probably spent 80 percent of my time running the business, and 20 percent coaching. Once I started teaching,
         however, 80 percent of my time was spent teaching, 20 percent was spent running the business, and the business was running
         better because people realized that I was holding them accountable.”
      

      Tangible results after implementing JIT and the total quality management program were equally dramatic. Pastiak and her teams
         began meeting production targets 98 percent of the time, compared to an industry standard of about 90 percent. Moreover, employee
         suggestions for solving problems had soon saved the company over $160,000.
      

      Tellabs’s original goal was to convert 10 percent of the factory to JIT between June and December of 1986. In fact, 55 percent
         was converted within that six-month period, and by the end of ten months the entire manufacturing facility was converted.
         “And not because we were on any kind of let’s-get-this-done kick, but because once your eyes were open to what waste was,
         you couldn’t stand it. It was like, ‘Wait a minute. Over here, I’m manufacturing a product start to finish in a day; whereas just five feet
         away, it’s taking me fourteen weeks. What’s wrong with this picture?’ “
      

      Not surprisingly, the two programs quickly spread to other units and departments at Tellabs. “When we started working through
         the system in manufacturing, it exposed problems with purchasing, which forced us to go out and work with our vendors. It
         also exposed problems with our internal sales system—how we took sales orders from customers. Consequently, when we finished
         with manufacturing, we began making the same changes to inside sales, product control, and forecasting. And again, we saw
         the same 
         kind of gain. Instead of reducing inventory like we had done in the factory, we reduced the time it took to process an order,
         which then reduced more inventory in manufacturing. At the same time, we increased the skills of all the workers in each of
         these three areas, because now they were cross—functional and could understand the bigger picture.”
      

      These days, employees at Tellabs report that their work is exciting, that every day brings a new challenge. Morale has skyrocketed.
         So have levels of productivity and feelings of loyalty to the company. Employees are also more open with their feelings. “Everyone
         puts their two cents in now, because they know they will be listened to,” remarks one employee. And because they’re calling
         the shots, Tellabs employees take more responsibility for their work and feel important to the company.
      

      Pastiak has since moved up to a new position where she negotiates contracts for new business development, a responsibility
         that she says reveals her tougher side. “In my efforts to carve out the best deal possible for Tellabs, Eve been criticized
         by my opponents for driving a hard deal. But that’s my job.”
      

      Pastiak’s office has no walls and no doors—by choice. It’s a U-shaped marketing and engineering environment, and because it
         lacks doors and windows, Pastiak often jokes that she has the largest office in the company. But how does she get any work
         done? “Quickly!” she laughs. “In this kind of environment, you solve problems instantly. We have a big round table in the
         center, so when there’s an issue or problem that needs to be discussed, we convene right there and take care of it immediately.
         Otherwise, you learn to focus at your table when you need to be focused.”
      

      Focused. Disciplined. Organized. Determined. Perhaps that’s why someone once called Pastiak an iron butterfly. “I think that
         sometimes people perceive you as tough when you’re consistent with one view,” she says. “My style has always been, ‘We are going to do this. Now, if you have a better idea, I’m willing to listen. But if you don’t, move over. Because I’ve got to
         get this done.’ “
      

      Pastiak says she doesn’t consider herself an iron butterfly, but also doesn’t think that men get the same kind of backlash
         for getting things done as women do. Nor does she offer any excuses 
         or apologies for her just-do-it style. “I’m definitely action-oriented,” she admits. “My attitude is, ‘Okay, let’s try it.’
         I’m not going to plan for six years and then do it. My philosophy is, the more action you take the more chances you have to get things
         right.”
      

      [image: art]

      Across the nation, women like Grace Pastiak are gaining clout as effective leaders and managers. They are making their mark
         not by adopting a command-and-control style of management, but by treating employees as their most precious resource. Their
         priorities lie in creating effective and supportive environments where workers feel inspired and empowered to do their best.
      

      Unlike many of their female predecessors, these women don’t feel the need to masquerade as men. But neither is their management
         style exclusively female. Recognizing that managing people is a science as well as an art, these leaders demonstrate a repertoire
         of skills. Like dolphins, they are decisive, yet flexible. Self-confident, yet empowering. Firm, yet fair. Strong, yet compassionate.
         In short, they are tough enough to be caring, yet caring enough to be tough.
      

         Dolphins: The Balanced Management Style

      
         
            	The Shark
            	The Guppy
            	The Dolphin
         

         
            	Lacks compassion; often arrogant; stern taskmaster
            	Takes on role of social worker; strives to be everyone’s friend
            	Compassionate; treats subordinates with respect
         

         
            	Prefers operating in hierarchies
            	Uncomfortable with hierarchies
            	Prefers operating in webs
         

         
            	Aloof; rarely pitches in; isolates self in office
            	Goes overboard pitching in
            	Highly visible; hands—on; pitches in when necessary
         

         
            	Task-oriented
            	People-oriented
            	Task- and people-oriented
            
         

         
            	
Analytical
            	Expressive; sometimes overly so
            	Analytical and expressive
            
         

         
            	Rarely delegates
            	Gives away too much responsibility
            	Delegates whenever feasible
         

         
            	Emphasis on competition
            	Eschews competition
            	Emphasis on cooperation
         

         
            	Unresponsive to new ideas
            	Overly accommodating
            	Welcomes new ideas
         

         
            	Fosters dependency in subordinates
            	Likes to be one of the group
            	Fosters independence in subordinates
         

         
            	Concerned primarily with the bottom line
            	Concerned primarily with people
            	Concerned with bottom line, but focused on company’s people
         

         
            	Rational
            	Intuitive
            	Rational and intuitive
         

         
            	Rigid; no—nonsense
            	Uses self-deprecating humor
            	Uses humor when appropriate
         

         
            	Relishes power; sometimes abuses it
            	Uncomfortable with power; misunderstands it
            	Comfortable with power; uses it to accomplish tasks
         

         
            	Discounts employees’ strengths
            	Overly dependent upon employees’ strengths
            	Builds upon employees’ strengths
         

         
            	Seeks obedience
            	Seeks popularity
            	Seeks respect
         

         
            	Prefers to act alone
            	Consensus-builder; rarely acts alone
            	Prefers consensus building, but acts alone when necessary
         

         
            	Critical; hard—nosed; abrasive
            	Likes to give compliments; is rarely critical
            	Straightforward; firm but fair
         

         
            	Hidden agenda/vision
            	Agenda/vision unclear
            	Shares agenda/vision
         

         
            	Moody, unpredictable
            	Almost always cheerful
            	Consistent
         

         
            	
Overconfident
            	Lacks confidence
            	Confident
         

         
            	Coldhearted
            	Softhearted
            	Objective, sensitive, caring
         

         
            	Oblivious to employees’ needs, desires
            	Tends to give in to employees’ needs, desires
            	Tuned in to employees’ needs, desires
         

         
            	Rarely offers feedback; quick to criticize
            	Reluctant to give negative feedback
            	Offers continuous feedback, both positive and negative
         

         
            	Manipulative
            	Overly accommodating
            	Open, honest
         

         
            	Makes decisions from head
            	Makes decisions from heart
            	Makes decisions from head and heart
         

         
            	Close-minded; believes “Do it my way or else”
            	Believes “All for one, and one for all”
            	Open-minded; believes “We can do it working together” 
         

         
            	Ignores criticism; rarely admits mistakes
            	Takes criticism personally
            	Open to criticism; admits mistakes and takes steps to correct them
         

         
            	Intimidates employees
            	Bends over backward to keep everyone happy
            	Inspires employees
         

         
            	Expects loyalty from subordinates
            	Hopes for loyalty
            	Recognizes loyalty must be earned
         

         
            	Aggressive
            	Passive
            	Assertive
         

         
            	Thinks of self as the “boss”
            	Thinks of self as a “friend”
            	Thinks of self as a “leader”
         

      

      In essence, swimming with dolphins is a blending of styles (see chart, “Dolphins: The Balanced Management Style,” beginning
         on page 17), a balance that enables managers to respond more effectively to a wide variety of situations. It takes the best
         of the old—and traditionally male—management practices and instills some new—and traditionally female—ones to meet the needs
         and 
         demands of today’s corporations and workers. It allows managers to lead with their heads as well as their hearts. Best of
         all, it provides both men and women the opportunity to move beyond the expectations and constraints of sex role stereotypes. Like the misconception that
         women, like guppies, have no clout or tend to be indecisive. Or the notion that men are like sharks: insensitive, lacking
         compassion, and obsessed with power.
      

      The Leadership Equation of the Future

      It’s true that dolphins are more likely than sharks to adopt a leadership style that encourages employee participation, involves
         sharing power and information, and relies on strong interpersonal skills. But to label these qualities exclusively female
         would be a mistake. In fact, according to recent research, the number of male managers who have incorporated such “caring”
         characteristics in their leadership styles is burgeoning. James Autry, former president of Meredith Corporation, is a good
         example. In his book Love and Profit: The Art of Caring Leadership, Autry explains how and why he chose to abandon a traditional management approach in favor of a more caring style.
      

      “I flew jet fighters in the Air Force for four years back in the 1950s,” he writes. “I was as macho as anyone who ever drew
         a breath. I came into business thinking command and control was the only way to get the job done. But what I’ve come to realize,
         after 29 years of management, is that what works most often is what is most responsive to people’s needs and gives them the
         freedom to make choices.”
      

      Autry admits that through the years he has been regarded with skepticism by colleagues for his dolphin-like management style.
         But in response he has simply pointed to the numbers. “When I took over this magazine group, we had four magazines; now we
         have 17. We grew from $150 million in revenues to $747 million today. We have low turnover, high morale, and good performance.
         My credibility has silenced most of the critics.”
      

      Nor should leadership qualities like being dominating, authoritative, 
         competitive, and aggressive be considered exclusively male. We have all worked for, or alongside, female managers who adhere
         to the traditional corporate model and who prefer this shark like style of management.
      

      But from our own experience working with managers, as well as numerous and extensive interviews we conducted to write this
         book, truly successful managers appear to mix and match a repertoire of styles, depending on what is most appropriate for
         a given situation or employee. Some tasks, for example, call for toughness. Balancing a budget. Freezing employee pay raises.
         Meeting deadlines. But toughness alone won’t work. Without the respect and cooperation of the people who work for them, managers
         can easily overshoot a budget, face massive turnovers, and miss important deadlines.
      

      Therein lies the beauty of the dolphin approach. It’s flexible. It’s comfortable. It’s personalized. It’s tough as well as caring. And it’s as individualized as the managers who endorse it.
      

      In fact, because this tough and caring approach encourages women to succeed on their own terms, managers who swim with dolphins are as different
         as they are similar. Most, however, appear to share certain characteristics and rely on specific tools, both to achieve their
         own personal goals and to create goal—driven environments for their subordinates.
      

      Positive Attitude

      Dolphins prefer to lead by example. Recognizing that employees tend to mirror their manager’s attitudes, they demonstrate
         enthusiasm and a strong work ethic. These managers are also well aware that they cannot control their subordinates. At best,
         they can inspire and influence them—with a can—do attitude that is, hopefully, contagious.
      

      Solid Job Knowledge

      Dolphins make it a point to know not only what is expected of them and their divisions or departments, but to know the exact
         job requirements of each person working for them. They also go out of their way to master their corporate culture—how things
         get accomplished in their companies, and who really counts in the decision-making process.
      

      A Personal Touch

      In The 100 Best Companies to Work for in America, Robert Levering and Milton Moskowitz say that one of the major factors on their list of twelve themes for successful companies
         is that the excellent ones “make people feel part of a team… or a family.” Yet in a recent study by the Conference Board,
         a New York—based research organization, more than half of the 216 companies surveyed characterized their relationship with
         employees as a business—financial arrangement rather than a close, family one. Which, according to many of the managers we
         spoke to, may be exactly what’s wrong with much of corporate America today.
      

      Management is a people business, and savvy managers typically believe that relationships between supervisors and their employees
         can be positive and friendly, yet still remain professional. So while they are sticklers when it comes to getting the job
         done, dolphins also boast a personal touch. They realize that showing concern for those who work for them—not like social
         workers, mother hens, or best buddies, but by treating people with respect—can ultimately make or break their careers.
      

      Harriet Gerber Lewis, Chairman of the Board of Gerber Plumbing Fixtures in Chicago, is a perfect example. When her father
         died, Lewis took the helm of his multimillion-dollar company and became the nation’s first female CEO in the plumbing industry.
         Sharing responsibilities with her brother and husband, this mother and homemaker managed to steer the manufacturing 
         company through decades of financial and marketing growth. Since 1953, the company’s sales volume has increased tenfold- from
         $7.5 million to approximately $90 million at the close of 1993. Yet despite her—and the company’s—success, Lewis, now seventy-four,
         still talks about the company as if it were a big family rather than a big business.
      

      “I’m a real people person, and relationships are important to me,” she says. “The best thing you can say about the Gerber/Lewis
         Family is that we work together as a family, and everybody who works for us is part of the family.”
      

      Described by colleagues and subordinates alike as “a rare combination of compassion and competence,” Lewis prefers a first—name
         relationship with employees and business associates. And her personal touch works. “Many of the company’s nine hundred employees
         have spent their entire careers at Gerber, and many others represent second or even third generations as members of our own
         extended ‘family,’ “ she reports.
      

      Generosity

      What do today’s workers crave most? Many managers assume “more money” and “better benefits.” But according to scores of surveys,
         topping most employee wish lists is “information-sharing.” In a Harris poll, for example, 40 percent of respondents indicated
         that information-sharing was important to them. Yet only 33 percent felt it was happening on their jobs.
      

      Sharks are typically reluctant to share too much information, for fear they will lose power. But, as Diane Tracy suggests
         in her book 10 Steps to Empowerment: A Common-Sense Guide to Managing People, reluctance to share information is usually a sign of insecurity. “The insecure manager feels that he must ‘have something
         over’ the people who work for him, and all too often that something is valuable information that the people need to do the
         job.”
      

      Dolphins, however, recognize that sharing information not only creates loyalty among subordinates, it sends them a powerful
         message: 
         “I believe in you and your abilities and will do all I can to help you do your job well.” Besides, withholding information
         that employees need to achieve company goals is self-defeating.
      

      Laura Martin, Director of Administrative Systems for Westin Hotels and Resorts, agrees. “Sharing information enhances employees’
         sense of being part of the team. I’m amazed how often managers just don’t think to pass on information that would truly be
         beneficial to their subordinates because they are only focused on ‘who needs to know,’ “ she says. “This is not only inefficient,
         it is also demoralizing and can erode an employee’s sense of belonging and commitment.”
      

      Dolphins are equally generous at sharing power by delegating tasks and authority and including employees in the decision making
         process whenever feasible. Doing this, they believe, not only boosts subordinates’ self-confidence, it gives employees an
         opportunity to expand their skills and better understand the organization as a whole. It also makes jobs more satisfying and
         increases workers’ commitment to the organization’s goals.
      

      Karyn Marasco, General Manager for the Westin William Penn in Pittsburgh, says, “I usually try to involve as many people as
         I can in the decision-making process. I find that it is far easier to have them buy in to and take ownership of a decision
         they believe is best for the organization than it is to make a command decision or bulldoze them into accepting what I want.”
      

      But dolphins share more than information and power. They share glory as well. When a job well done receives accolades from
         above, they are quick to give credit where credit is due. They know that recognizing good work spurs employees to do even
         better work. “I have an exhibit coordinator who recently put together a huge interactive project,” says Carole Kitchens, Manager
         of Business Services for the Sunette Division of Hoechst Celanese Corporation. “It was a project that required months of hard
         work, and I just gave it to her and let her go. I told her I’d be there if she needed me, but otherwise it was her project.
         When she presented it, everyone applauded, and I just stepped back and let her bask in all the glory.” After the presentation,
         Kitchens says she received several congratulatory notes from higher-ups. “Even 
         then, I made sure that my employee got full recognition by telling my superiors who was responsible for the project,” she
         adds.
      

      In fact, dolphins are typically emphatic about giving feedback, both positive and negative. They know that keeping employees
         in the dark regarding their progress breeds insecurity or, worse, apathy. “The best motivator of all is direct one-on-one
         feedback,” believes Christine Anderson, President of Christine Anderson & Associates, a public relations firm in Los Angeles.
         “Far too many employers forget to congratulate success and, instead, reprimand mistakes. I always thank my employees for a
         job well done as soon as I can.”
      

      A Sense of Direction

      In a survey conducted by Working Woman magazine, more than half (58 percent) of the 7,800 respondents complained that management did a poor job of setting goals.
         Not dolphins, who tend to be visionaries. They set clear goals—both for themselves and their subordinates—and do everything
         in their power to make sure that everyone is aware of those goals.
      

      Suzanne F. Jenniches is a good example. In 1990, when top management at Westinghouse Electric formed its Imaging and Data
         Systems Division, Jenniches, a seventeen-year veteran at Westinghouse, was tapped to direct the new division. One of her first
         goals was to develop and communicate her vision of where she wanted to lead the new division’s workforce. “One problem I wanted
         to avoid was making the vision too nebulous,” she says. “If it was too broad and sweeping, employees might understand it with
         their hearts, perhaps, but not their heads. What we needed was to have a vision that was communicated so that each individual
         could see how he or she could contribute and become involved in that vision. I worked hard at breaking down the vision for
         individual ‘ownership’ and at empowering individual employees to take responsibility for their actions and their contributions
         to the overall success of the company.”
      

      At Compaq Computer Corporation, Karen Walker, Vice President of Operating Services, took the process a step further by 
         including her subordinates in the vision—setting process. “A couple of years ago, I took my staff—mostly architects and engineers-
         —off-site and invited a human resources specialist to join us,” she says. “We put a poster on the wall, gave everyone a marker,
         and asked them to draw where we were going to be in ten years. Then we asked one of our architects and one of our engineers
         to turn those drawings into words, and they did. Next, I took what they had come up with back to my department, where I pitched
         it to smaller groups and got feedback. I said, ‘Here’s where we think we’re going. What would you like to add? What doesn’t
         work for you?’ Then I took that feedback and turned it into a vision statement and a vision poster. Everyone now has a copy
         of that poster, which we review every year. And since our vision is something everyone had a hand in creating, everyone here is working for the same goals.”
      

      Dolphins also provide subordinates with the training and knowledge they need to fulfill these visions. They recognize that
         a good training program requires a substantial investment of time and money, but they also realize that a good training program
         saves them substantial time and money in the long run. Well—trained employees not only require less supervision, they also give
         better customer service and are more loyal to their organizations.
      

      Consistency

      Surveys of employees show that even when subordinates are privy to the company’s goals and priorities, these seem to change
         frequently. “Goal setting changes on a daily basis,” complained one respondent in the Working Woman survey. “We’ve become ’reactive.’ And ’reactive’ probably isn’t as productive as it could be.”
      

      Ditto said a respondent in another similar survey: “My boss is like a pancake. She flip-flops back and forth.”

      Employees also complain that there is frequently a delay in communicating priority changes to the workforce, which they find
         particularly frustrating.
      

      Dolphins strive for consistency and avoid changing goals and priorities without good reason. Moreover, when circumstances
         do dictate 
         changes, these managers make sure everyone is aware of them- as well as the reasons behind them—as promptly as possible.
      

      Flexibility/Adaptability

      In her book Mary Kay Ash on People Management, Ash tells a story of shifting a member of her public relations staff to a new position when after two years of trying the
         employee could not address large audiences. “I will not discard an employee as if she were yesterday’s newspaper,” Ash writes.
         “I would rather err to the ‘people side’ than err to the ‘hard—core business side’ of this issue.”
      

      Dolphins always keep a keen eye on the bottom line, but they also make it a habit to be flexible when it comes to making people
         decisions. Individual workers have different needs, and when managers can accommodate these needs, it will almost always result
         in a more productive workforce. Says Laura Martin of Westin Hotels and Resorts, “I make it a point to keep up with the details
         of people’s lives that are important to them. I can be a more effective manager if my employees and I can talk candidly about
         the personal toll of an illness of their child or parent. Then we can plan together how that will impact their work or work
         schedule.”
      

      A manager’s flexible attitude can also reap rewards from workers down the line—when circumstances dictate that a manager adopt
         a more rigid approach. As Ash points out, “If you’re good to your staff when things are going well, they’ll rally when times
         go bad.”
      

      Dolphins also possess flexible communication styles. They are well aware that achieving desired results in such areas as problem—solving,
         motivating, and negotiating depends not on communicating and acting one right way, but on adopting a managerial style that best suits the situation and the person they are dealing with.
      

      In her best-seller You Just Don’t Understand: Women and Men in Conversation, Deborah Tannen confirms this notion. “The most important weapon a woman has in her arsenal is her own percep—tiveness about
         other people and styles. If she can understand who the boss or subordinate is in terms of his or her own styles, she’ll have
         a much better chance of getting what she wants. It’s not a 
         matter of finding the one right way to behave. Anyone who wants anything in any kind of situation has to be flexible.”
      

      Open-mindedness

      Sharks typically think they have all the answers—or at least they like for their employees to assume that they do. Dolphins,
         on the other hand, are far less presumptuous. In fact, they are always looking for ways to improve and to learn from others.
         And whereas sharks rarely admit they don’t know something—for fear they’ll be viewed as less powerful—dolphins actively seek
         advice and help. They are also open to criticism, quick to admit mistakes, and equally quick to take steps to correct—and
         learn from—their errors.
      

      Trustworthiness/Reliability

      Trust is important to dolphins. They know that trusting workers not only breeds confidence and self-esteem, it often results
         in higher levels of productivity. As Diane Tracy points out in 10 Steps to Empowerment, when workers feel trusted, they are more likely to focus all of their efforts on completing the tasks at hand and less likely
         to worry about justifying their actions.
      

      On the flip side, dolphins know that lack of trust fills subordinates with anxiety and self-doubt, often causing them to become
         sneaky and manipulative. “Managers who are basically untrusting usually make snap judgments based on outward appearances.
         They don’t take the time to gather the facts and objectively evaluate situations,” Tracy adds. “Consequently, the people who
         work for them spend enormous amounts of time and energy manipulating outward appearances, since that’s all that matters.”
      

      By the same token, these dolphins strive to earn subordinates’ trust—by honoring commitments and delivering on promises, regardless of how small. They also make it a point
         to be there for their employees when it counts—always ready and willing to go 
         the extra mile to support them in terms of higher pay, better benefits, and greater visibility.
      

      Firmness/Decisiveness

      According to stereotype, female managers are often wishy-washy and have a tough time making decisions on their own, particularly
         unpopular ones. Not the managers we encountered! While many preferred presenting problems to their employees and reaching consensus on a solution, they also acknowledged that taking such steps
         can sometimes be cumbersome and often impossible due to time constraints. Moreover, in such instances, none appeared to be
         reluctant to make decisions on her own or to go against the will of the majority when necessary.
      

      A Sense of Humor

      Dolphins typically take their jobs seriously but themselves lightly by incorporating a sense of humor into their management
         style. They believe that humor not only fosters good relationships with those they direct, but also motivates employees to
         be more productive. They also recognize that humor and creativity go hand in hand, and that sharing a laugh together from
         time to time improves communication and morale.
      

      “Creating an environment where people can have fun is important,” believes Candy Obourn, Vice President and Director of Information
         Systems and Business Processes at Eastman Kodak Company. “We are currently having budget reviews with soft-tipped dart guns,
         cans of bullshit repellent, and other assorted useful tools.”
      

      Randi S. Brill, President and owner of the Quarasan Group, which develops textbooks for educational publishers, also finds
         humor to be one of the most useful tools in her workplace. “This is a high-pressure industry,” says Brill. “Humor can be a
         great buffer and an important release. I like humor, so I hire humor.”
      

      Strength/Confidence

      
         According to stereotype, when the going gets tough, female managers tend to fall apart. Yet in our research we couldn’t find
         a shred of evidence to support this notion. On the contrary, we found the managers we interviewed to be exceptionally strong
         and confident, regardless of the obstacles they faced.
      

      One case in point is Nancy Singer, President and CEO of First of America Bank-Northeast Illinois, headquartered in Libertyville.
         From 1989 through 1991, when Singer merged the five banks in her holding company into one large bank, she took charge of the
         transition, meeting with each of the five CEOs, five senior loan officers, “five of almost everything,” she recalls. “There
         could be only one incumbent in each category, so I sat down with each person, all within a single four-or five-hour period.
         We talked about what they might do, where they would fit. I had a memo out the same day so everybody would know what was going
         on.” Singer’s honest and up—front approach, she believes, “cut off the grapevine. Those meetings also cut out insecurity and
         uncertainty—the two elements of change,” she adds. As a result, Singer proudly reports that not a single person left during
         the two-and-a-half-year merger.
      

      The practices and philosophies of the managers we interviewed defied another stereotype as well: that female managers are
         “pushovers.” On the contrary, almost none of the managers we spoke with seemed fearful of taking an unpopular stand or to be held accountable for the results of their decisions—right or wrong.
      

      Visibility/Accessibility

      “My door is open… so is my mind” read the hand-lettered sign posted on the door of one manager we interviewed. “An open—door
         policy can be very disruptive,” she acknowledges, “but I believe its advantages far outweigh its risks. Ultimately, it makes
         my division more productive because people don’t waste time sitting around waiting for my input before proceeding with their
         work.” Most of the managers we interviewed echoed this manager’s 
         thoughts: that accessibility, while time-consuming, should be a priority—even if it means making personal sacrifices.
      

      In addition to being accessible, dolphins are also highly visible, making daily contact with as many employees as possible.
         Tommye Jo Daves, a plant manager for Levi Strauss & Co., and one of just a handful of female managers in her company and her
         industry, says, “Since most of the best ideas come from employees on the floor, I try to get out into the plant as much as
         I can every week to talk about whatever ideas and concerns people might have.”
      

      And Katherine August, Executive Vice President of First Republic Bancorp in San Francisco, recommends: “Spend as much time
         as you can with the people in your organization, getting to know them and making them feel good. One cannot do too much of
         this. People have to like you and respect you. They have to think you’re fair and feel comfortable with you.” August believes
         that sometimes women are so focused on mastering and demonstrating competency that they may overlook these important interactions.
         “They demonstrate competency, which is necessary but not sufficient. So show up for office parties, go out to lunch, and stop
         by and chat.”
      

      According to psychologist Judith Komaki, Ph.D., of New York City’s Baruch College, this kind of visibility makes managers
         more effective leaders. In her extensive studies focusing on leaders’ abilities to maintain high-quality worker output, Komaki
         found that managers who monitored their employees most consistently were rated highest by their superiors. “A major complaint
         of employees is that bosses make judgments without adequate information about what the employees are doing,” Komaki says.
      

      A number of surveys also show that employees prefer bosses who wander around and who are concerned about subordinates’ personal
         lives, so long as they don’t pry or invade an employee’s privacy.
      

      Motivating

      Savvy managers recognize that motivation to do a good job is not something they can instill in their employees; rather, it
         must come 
         from within an individual. What managers can do, however, is set the stage for self-motivation by providing a positive climate and conducive stimuli. They can also spur
         self-motivation by recognizing and building upon employees’ strengths, by providing constant encouragement, proper training
         and incentives, and by always looking for ways to make subordinate’s jobs more challenging and interesting.
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