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      Dear Reader,

      So, you're a manager. Congratulations! You probably have lots of ideas about how to do things differently — and better. Maybe you've already smoothly implemented some of them but have had less success with others. You know you could do more if you knew what to do and how to do it. Although you've had plenty of training in the skills your jobs have required, no one's really teaching you how to be a manager.

      You've had your share of bad managers, and you don't want to become one of them. Perhaps you've been fortunate enough to have a great manager at some point in your career, someone you'd like to be like now that you're one. We hope so, because that's the kind of manager we'd like you to be!

      In today's business environment, success as a manager means directing and balancing multiple objectives. It's not enough to know processes; you must also know what motivates and supports the people who make those processes happen. This book is a guide to understanding how people function within the workplace and to figuring out how you as a manager can help them grow to be more productive and successful — so you are, too.
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      Top Ten Concerns of Today's Managers

      
        	
Rising costs:  Health care and health care insurance; expense of staying competitive

        	
Diversity:  Multiculturism; protecting rights; immigration and legal employment

        	
Globalization:  Competing in a global economy; offshore outsourcing; import and export

        	
Image and ethics:  Perceived dishonesty and greed among top executives; shortage of good leadership; community accountability

        	
Employee management:  Efficiency; productivity; training; motivation; attitude

        	
Technology and communications:  E-mail, cell phones, text messaging, voicemail; offshore support; BlackBerry

        	
Technology and business objectives:  Growth of Internet advertising and marketing; data security; privacy protection; e-commerce

        	
Constant change:  Technologies; business environment; tastes and needs; flexibility and responsiveness

        	
Strategic relationships:  Partnerships designed to leverage skills and products; choosing and developing the right partnerships

        	
Growth versus stagnation:  Expansion or stability; trends and shifts; overexpansion

      

    

  
    
       

      
      Introduction

      [image: illustration] BACK IN THE DAYS of the Industrial Revolution and the advent of automation, “managing” meant “getting product out.” Nameless workers stood side by side on assembly lines and in factories, going through the same movements hour after hour, day after day. As mechanization became more sophisticated, managers started paying attention to factors like efficiency. Not only did workers have to do the same thing over and over, they had to do it within specific parameters. If for any reason workers couldn't do the work, they were gone. Job satisfaction? Not even a dream! Managing, from the manager's perspective, was simple.

      Then along came laws bringing protections for workers. If managers wanted employees on the job more than forty hours a week, they had to pay extra. Other changes filtered into the workplace, too, as social circumstances evolved. Women and minority groups entered the workforce. Their demands for equity — equal pay, equal rights, and equal opportunities — gave rise to numerous acts of legislation that established standards of practice for affirmative action, worker safety and health, and equitable pay and benefits.

      Today, government — federal, state, and local — regulates many dimensions of the American workplace. Labor and employment laws and regulations are so complex they have become specialty areas within the legal profession, and most large companies have their own legal departments to help them remain in compliance. Ignorance of the law carries the risk of lawsuits, not only from employees but also from the communities within which these companies operate. Managing has become very complicated.

      Survival and success as a manager in today's business world requires far more than setting productivity goals and enforcing them with ultimatums. People bring different work styles to the job; managers must understand and integrate them to meet department and company objectives. Company goals still require that employees work at their highest level of productivity, but companies also realize that reaching and maintaining such a level also requires attention to employee needs and interests. Employees need creature comforts, vacations, and opportunities for personal growth and career advancement.

      No one craves the “good old days,” when the primary tool for measuring job performance was a stopwatch. To those days, most of us are quick to say good riddance. But we do often lament the complexities of today's business environment. It's no longer good enough to excel in your field or profession when you want to be a manager. You must also acquire skills and expertise in the philosophies and practices of management. You may not need an MBA, but you do need to know how to conduct performance evaluations, apply government regulations to the functions of your department and company, and motivate employees to work together as a team.

      Whether you're a middle manager in a megacorporation or the do-it-all manager in a small company, you must continually balance the needs of the company and the needs of employees. This book offers you key information and real-world suggestions, along with lots of examples. Managing is an exciting opportunity to shape and improve the professional lives of other people, the success of your company, and the path of your own career.

      Please note that the examples and stories in this book are composites created from the shared experiences of numerous people. All names, circumstances, and details have been altered. Any resemblance to real people or situations is purely coincidental.
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      You're a Manager!

      Congratulations! Being a manager is a great achievement, one that many people strive for in their jobs and careers. The problem is that few people are adequately prepared for the rigors that face them once they meet this goal. Does that mean every manager is destined to become the star of a “horrible boss” story? No way! Just as there is opportunity for you to make mistakes (and you probably will), there is also opportunity for you to break the mold and be a really excellent manager whom people truly respect. Read on to get started on the path to greatness!

      
Stepping Up to the Challenge

      As an employee, you had a clear-cut definition of your role and responsibilities. The line around “my job” was fairly solid and easy for you — as well as others — to see. It was fine for you to show initiative by doing more than what was expected of you, of course. But most everyone knew when your efforts went above and beyond the call of duty.

      As a manager, you may find that very little is clear cut. Your job description no doubt includes the phrase “and other duties as necessary,” which often seems to be the core rather than the periphery of what your daily activities entail. You are expected to wear many hats and to know which one to wear for each circumstance. Don't worry. Odds are good that you will enjoy the diversity of your roles, once you figure out how to play them all.
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        Not everyone is cut out to be a manager. Many people who are at the top of their professions are among the worst when it comes to managing other people because that's not where their strengths lie. Only by being truthful with yourself can you know if you are one of these people. And remember: It doesn't mean you're less valuable than those in management; a business needs all its constituents to succeed.

      

      One thing you may be wondering about is how to fill your predecessor's shoes. Hold it right there. It's not possible for a new manager to step in and maintain the same atmosphere that existed under the previous manager. Each manager has different abilities, interests, and priorities. The work group will eventually reflect this, and everyone knows it (even you). Even when a change in management is desirable, employees might meet it with resistance. It's frightening and threatening to lose a manager. Even if the new manager is someone promoted from within the company, he or she is still an unknown. People may outwardly agree that the new manager offers new opportunities, but inwardly they feel worried. They want to know answers to questions like these:

      
        	What will happen as a result of the new arrangement?

        	Will things be better or worse than they were before?

        	If the previous manager was fired, what happens to former allies who still work in the department or work group?

        	How will job descriptions and responsibilities change, if at all?

      

      When you step into a new position, be sure you communicate consistently and diligently with all of your employees. You must both talk and listen. You need to hear about what concerns the people you manage. Even if there's little you can do about their worries, listening to them acknowledges that those worries are valid. Explain your perspectives and expectations, and discuss the expectations of your superiors. You can't talk away disappointment, disagreement, disapproval, or fear, but bringing these emotions out into the open gives everyone permission to begin dealing with them.

      
You Set the Tone

      Managers set the tone for their work groups or departments. Employees figure that if the manager acts a certain way, that is acceptable — if not expected — behavior. This is modeling: You are what your employees may strive to become. Seeing yourself through their eyes, are you who you want to be? If you're not, don't panic. Everyone is capable of change!
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        Job satisfaction surveys typically place “getting along with the boss” high on the list of factors that matter to employees. Inability to get along with a manager is one of the most commonly cited reasons for leaving a job.

      

      Victoria, the director of a small company, was unpredictable and often abusive. When she was being kind, she could make a criticism sound like a compliment. The rest of the time, she was monstrous. She berated vendors over the telephone in conference calls for not understanding, or not carrying out, her explicit directions. And while she told her employees that she valued their contributions and encouraged their collaboration and teamwork, she was just as quick to single out an employee in front of the others. No one worried about trying to stay on Victoria's good side because she really didn't have one.

      It was more than many team members felt they should have to put up with, but to whom were they going to complain? Certainly not to Victoria! So instead they left, sometimes two or three in one month. Eventually Victoria grew tired of spending all her time finding new employees and she left, too.

      Her replacement, Clarence, was just the opposite. He was soft-spoken, respectful, and collaborative. He consistently asked employees for their comments and suggestions, in meetings and throughout the workday. He treated vendors as though the company's very existence depended on them. (Imagine that!) Whenever upper management made a decision that Clarence had been unable to influence or that was out of the department's hands, he let everyone know. Then he helped his employees strategize about how to live with it.

      When the department received new project assignments, Clarence brought people together to solicit their ideas. He then identified team members and roles and determined how each would contribute and why. Clarence set completion targets, making sure each person was able to identify hurdles and concerns. And he helped the department set up a review process to make sure work that needed approval or input from other employees received it. Everyone knew what to do; there was little discord among team members.

      Both managers, Victoria and Clarence, shaped behavior in powerful ways. The difference between them was that Victoria's approach drove productivity down and people away. Clarence's approach built rapport and confidence. The department's members began to work together with efficiency and creativity, boosting productivity.

      Managers set the tone and the standards for attitudes toward workload, customers, the company, and coworkers. What messages are you sending? If you arrive forty minutes late, take two-hour lunches, and habitually arrive twenty minutes late for meetings, you're letting your department know that timelines and schedules are arbitrary. If you do things when you get around to them, so will your employees.

      
        
          
            [image: illustration]
          
        

        Childhood bullies often grow up to become workplace bullies. They constantly belittle and criticize others, often targeting one or two people who are particularly intimidated by such behavior. The workplace bully becomes an especially dangerous individual when he or she is a manager. At a huge expense to companies that must continually recruit needed talent, an increasing number of people are leaving jobs they love because of bully bosses.

      

      Conversely, if you're a workaholic who doesn't see a problem with taking home a couple of hours of work most evenings and going into the office for a few hours on the weekend, you risk establishing this as a performance standard among your employees — formally, informally, or simply by example. Yet your employees might not agree with your version of a work ethic. You might need to modify your expectations to be sure you don't transfer your expectations in this regard onto them. If there is no reason for your employees to work on weekends, that shouldn't be the standard.

      
Your Role As a Leader

      You might get to be a manager because you are a brilliant performer or a great politician, but what keeps you in management is how well you rally your troops and keep them performing. As a manager, you are the face of your company. You represent upper management to your employees. Your bosses expect you to do the following:

      
        	Reflect and support company goals and objectives, even if you don't agree with them

        	Reflect and support company policies and procedures, even if you don't like them

        	Communicate the company's needs to employees

        	Give upper management feedback about how employees perceive and respond to company goals and polices

        	Give upper management feedback about what works and what doesn't about how the company does business

      

      If this is your first management position, these expectations can come as a jolt. You've been on the receiving end throughout your career so far. Now, it's your job to help shape and deliver company standards and expectations to employees who not so long ago were your peers, whether you worked with them at this company or with other people just like them at another company.

      Learn to Delegate

      When you were an employee, among your strongest assets was no doubt your ability to do a lot of things. In the course of the workday you could accomplish numerous tasks and projects. You met people and learned processes that made it easier for you to do more with less, and you excelled. Now that you're a manager, you need to learn to let this approach go. Your bosses expect you to delegate job tasks and responsibilities to the employees who report to you. You are now the one making the assignments. Your task is to make sure other people get them done, not to do them yourself.

      At first you may find delegation uncomfortable. After all, when you were an employee, you didn't much like the manager stopping by your desk to say, “Would you get these reports done by Wednesday? I need them for the project presentation.” Never mind that you were also working on the presentation — it was now also your responsibility to do the reports. Even when it was within your job description and skills base, it sometimes felt like the manager was dumping on you. Now you might feel that you're dumping on others, especially if you came from within their ranks.

      Effective delegation is a craft many managers take an entire career to finally understand and master. It's not easy to know how much you should remain involved. Even if you pass off an assignment entirely, you still remain accountable to your bosses for its completion. Yet you can't hover over the employees now responsible for doing the assignment. Try this approach and you'll find two things: One, it truly is faster and more efficient just do the job yourself; and two, there's no better way to frustrate and demoralize your employees.
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        An often-overlooked benefit of delegation is that it lets managers learn from their employees. The person to whom you delegate a task or project will undoubtedly approach the work differently than you would have.

      

      You must find a happy balance, which comes through experience. Perhaps you're fortunate enough to have a mentor, a capable and experienced manager elsewhere in the company (or even your own manager) who can offer guidance and suggestions. Every situation is different. As you begin to see former coworkers from a different perspective, you begin to understand how to integrate their respective talents and abilities — and accommodate their shortcomings — to get things done.

      Be Present

      It's easy to come into work and go into your office — right to e-mail, checking on the status of ongoing projects, and plunging into the day's workload. You could end up going the entire day without talking to the employees you manage, even though they surround you. You could … but if you want to stay a manager, you really can't. Instead, make it a point to go from office to office, cubicle to cubicle, and workstation to workstation to make contact with your employees. Don't miss anyone. If you do, people will begin to feel slighted and left out, or they will suspect that something is wrong. If someone's not there for your rounds, catch him or her later in the day to make contact, however briefly.

      Be present without being intrusive. Ask questions, and listen to the answers. Walk around and just listen to employees talk as they work. Don't sneak around — you want people to know that you're there and you're interested. But don't hover, either; you don't want people to feel you don't trust them to do their jobs without constant supervision. You can't know what's going on if you're not there. And if you're not there, people will attempt to resolve problems in their own ways, which often results in less-than-ideal results.
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        Employees are highly sensitive to routine and to changes in it. They learn very quickly to read the moods of their managers and to shape their own moods accordingly. One person's moods can set the stage for a department or even an entire company.

      

      Consistent daily interaction promotes more than just good feelings; it also promotes effective and collaborative teamwork. When the manager takes a few moments to chat, employees feel better about coming to work and about doing the work expected of them. Small-talk matters. When you stop to ask employees what they did over the weekend, chat about how things are going with the kids, or to mention a good movie you saw or your adventures with your new lawnmower, employees feel that you care about them as people and as individuals, not just as cogs in the corporate machine. Not that we need to drag all of our personal problems into work, of course. But we do need to at least remind each other that we are human and have lives outside the office. This is what helps to create bonds.

      When providing comments, be concrete. Cite specific, tangible examples, like so:

      
        	“Josephine Hall is a major client, and your follow-up call caught an error in her order before she noticed it. She called me to say how courteous and professional you were over the phone. She received the corrected order by next-day delivery, which averted a potential crisis.”

        	“Great job getting out that report, Joan. I know you came in early every day this week to make it happen, and I appreciate your effort.”

        	“You all worked really hard on the Johnson proposal, and we made it to the final round. I know no one likes to work Saturdays, but if we can all give one last effort on these final questions, we can get the phase two proposal done for delivery on Monday.”

        	“We're short staffed right now, and I know that's not your fault. But we still have customers to serve, so let's give it our best. I'll lead the first team; who wants to lead the second and third teams?”

      

      By commenting on specifics, you show that you're plugged into the daily activities in your department. Even though you have your own job responsibilities, you know what's going on with your employees and their job responsibilities. No one can work in a vacuum for very long; we need interaction and reassurance that what we're doing is right and that it makes a difference. Otherwise, why bother?

      Advocate When Necessary

      There are times, too, when you need to become an advocate for your employees. An advocate is someone who takes on the cause of another person to bolster the person's position or to use his or her own abilities on behalf of the other person. For a manager, to advocate for an employee means to step up, directly or indirectly, in support of the employee's issues or needs. This may take the form of going to your boss and saying, “We're really overworking this team. We have to give them some relief before they break down and we lose momentum.” Such an approach is about getting support to help meet personal and company goals, not getting people out of their responsibilities. And sometimes advocacy takes a less formal approach.

      Consider the following example:

      In Kevin's department, window offices were at a premium. They were awarded to project managers whose longevity entitled them to move out of the “stable” of cubicles and into the more spacious and private environment of an office with real walls and a door. Having a window was the crowning bonus.

      Everyone knew and honored the pecking order for window offices. Then Kevin arrived. Kevin made no secret of his dissatisfaction at having a cubicle in the center of the large room. He complained, loudly and frequently, that he felt like a mouse in a maze. Just as loudly and frequently, Kevin announced his intention to move into the next available window office. He wasn't going to wait around for all the others to move through their paces; he was going to have his cake and eat it, too. A window office opened up, and even though it was supposed to go to Rhonda (who was out of town), Kevin indeed moved in.

      When Rhonda returned, she couldn't believe that her manager had simply allowed Kevin to do what he wanted to do. Not wanting to make a big deal out of something that seemed so petty, Rhonda asked her manager, Marge, why she hadn't intervened. “It's just an office,” Marge said. “And you spend three days a week out in the field anyway. As long as you have a desk and a computer, what difference does it make? Besides, there's nothing in writing that defines who gets what offices. I can't really kick Kevin out so you can move in and then never actually be there.”

      Marge let Rhonda down, and in a big and public way. She was right about the amount of time Rhonda spent out of the workplace, but that did not off-set the reality that Marge failed to protect Rhonda's right to the informal perks of longevity. Rhonda told Marge that she would have turned down the office, freeing it for the next person in line. But she was hurt and angry that Marge had preempted her generosity. The message Marge sent to other employees was clear: Out of sight, out of mind.

      Marge apologized to Rhonda, acknowledging that Kevin should not have gotten the office. Rhonda agreed that since Kevin was already there, it would serve no purpose to make him move back to his old workspace. As a remedy, Marge arranged for Rhonda to use a company car for the days she was out in the field — an perk until then reserved for managers.

      Guide Transition

      The companies that survive and thrive in the current environment are those that can make quick changes to mobilize to meet the next challenge. Big, successful companies constantly redesign themselves, creating new departments and divisions as well as developing new products and services. Networking, Internet services, wireless communication, e-mail — unknown terms just a few years ago — have become the buzzwords of the business world.

      Companies have to redesign their products and services to meet these challenges, which often results in big changes. Departments that once specialized in certain services may become resources for the entire company — or they may go away entirely, replaced by other services and products. As manager, you must guide employees in making the transitions these shifts require. Though many of your employees' work tasks might remain the same, the focus and purpose of their effort has changed.

      
Living Within Your Limitations

      When you become a manager, your work life is no longer about you. It's about your bosses and your employees — what they need and want, and how you respond. Subordinates and superiors alike might expect you to do things like the following:

      
        	Know your own job inside and out

        	Know the jobs of your employees inside and out

        	Know what everyone needs, and provide it for them

        	Maintain both motivation and discipline

        	Enjoy coming to work in the morning more than you like leaving in the evening

      

      Are you feeling a little bit like part of your job description reads, “Walk on water”? Don't worry — it's fine if your awkward sidestroke is what gets you to shore. It's okay to have limitations. Everyone does. You can't do everything. And you can't be everything to everyone. No one can. What matters more is that you know your limits and can compensate for them.
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        Even with all of the trends in management style, people are still people. It remains a central role of every manager to understand what makes people tick and to know how to use that understanding to motivate and manage them. This is your job, in addition to the myriad other responsibilities your job description specifies.

      

      If you're not a good teacher, or computer whiz, or designer, find out who is and have them do the job. You just need to be able to recognize when it's necessary. You have your talents, and other people have theirs. Your superiors, as well as other managers in your company, might be good resources. And if you need to improve in an area, there's guaranteed to be a book that can help.

      The size of your company can also come into play here. If you work for a small company, odds are that you wear many hats and have a broad base of functions and responsibilities. A small operations manager often worries about the details of day-to-day activities, from filling the copy machine's paper trays in the morning to brainstorming new products in the afternoon. If you're a manager in a large corporation, you likely wear a single hat and have a comparably singular focus in your work. A corporate manager might know little about what goes on beyond the boundaries of his or her department.

      Whether your company is large or small, its human needs remain the same. What motivates people remains the same. And in the end, the role of managers remains the same. You are the face of your organization, both to employees and to customers.

      
It Can Be Lonely in the Middle

      As a manager, you're not always a welcome presence in the workplace, which is probably not news to you. Employees might resent you, often for reasons that have nothing to do with you personally. Even your superiors might be impatient with what they perceive to be your lack of progress when improvements take longer than expected. You alone cannot make things all better; miracle worker is not among your many roles, although both subordinates and superiors might act as though it is.

      What about your superiors, the managers or executives to whom you now report? Being closer to the top means greater visibility. Are they really watching your every move? You bet! Frontline and midlevel managers are the movers and shakers in most companies. Mistakes at your level can be costly, with ramifications that echo throughout the company. This is not meant to scare you but to help you appreciate and understand the significance of your new role as a manager.

      This role requires you to maintain a distance from both employees and upper management. Think of this as a “clear vision” boundary that helps you to see both sides without becoming immersed in either. In fact, you might begin to see your job as one defined by boundaries. Without such boundaries and limits, you and your employees might easily lose sight of the real reason you're together: to help the company meet its service, production, and financial goals. You and the employees who work for you can be colleagues, after a fashion, but you can't really be friends.
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        If you feel like all eyes are on you, you're probably right. Though everyone has enough to do without keeping tabs on your every move, don't think you even sneeze without someone noticing how many tissues you use. As an employee, it was easier to blend into a crowd. As a manager, you're it. You're at the front of the classroom, and everyone is watching you. Mostly they're looking for guidance; after all, this is your role. But they also want to see how you respond to challenges from both above and below you in the corporate hierarchy.

      

      Similarly, as a frontline or midlevel manager, you must keep a safe distance from upper management. Not that you've been invited to join the penthouse club, but as a manager now you have accountability to the powers that be for the actions of others. And you are the one who needs to be able to tell upper management which policies and procedures are working and which ones are counterproductive or even dismal failures.

      Maintaining a balanced distance from either layer gives you the ability to support company policies and procedures in front of your employees. Even if you disagree with them, you don't share this with your employees. Instead, you take your disagreements privately to your superiors and express your concerns. This preserves trust and respect on both sides. You can't belong to either side if you are to function effectively as a manager. Perhaps that's why it's called “middle” management!
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      Finding Your Place

      Though your job as manager may be new to you, having a manager is not new to the people who report to you. You're stepping in to replace someone else. Employees may be relieved and happy to see you in your position, or they may be disgruntled and unhappy that the previous manager is gone. Did you come up through the ranks, or are you new to the company? The circumstances of how you got to be manager greatly influence how successful you will be in your new role.

      
Managing Former Coworkers

      It's exciting to receive a promotion to manager. You're proud of yourself and your accomplishments, and rightly so — you've worked hard to earn your rung on the corporate ladder. Naturally, you can't wait to share your excitement with your coworker friends. They're likely proud of you, too. After all, your promotion is real-life proof that they, too, have a shot at moving up the ladder. You represent possibilities and potential. But they are not your coworkers any more. And whether they remain your friends depends on numerous variables including whether you've moved up and out or just up and your former coworkers now report to you. (See Chapter 19 for more about workplace friendships.)
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        When an organization's promotion policies are clear and everyone follows those policies consistently, people generally perceive promotions as fair. Those who competed with you for the promotion may be disappointed because they didn't get it, but they will likely be supportive of you in your new role.

      

      It's Monday morning, your first day as manager. You've worked for several years with all the people milling about in the coffee room. But now they return your cheery greeting with cautious reserve. They're not your coworkers anymore. You've moved up, and the ranks have closed behind you. Your former coworkers now report to you and they can't wait to put you to the test. Not in a malicious way, of course — at least not most of them. But they now look to you for answers and action on everything from settling into the day's work routine to customer crises and scheduling snafus. From daily duties to performance ratings and job security, you hold their futures in your hands. They know it more than you do!
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        The U.S. military has long prohibited fraternization across rank, such as between officers and enlisted personnel. Though interaction and even closeness among unit members are essential for top performance, the military perspective is that familiarity undermines authority and the performance of duties. The military expects — and demands — that all personnel respect rank, the military management structure.

      

      Use What You Know

      Getting promoted within your work group is sometimes the greatest challenge you will face as a manager. Your key advantage is that you already know these people. You know what they like and don't like about the workplace and about the management styles that direct and regulate the work they do. You know what you  like and don't like. You may even know what changes the employees in your department desire or expect from a manager. You can use this knowledge to start off on the right foot in your new role. The four Rs can help you move from employee to manager within your work group:

      
        	
Resist the temptation to make immediate and dramatic changes.  Unless this is your mandate from upper management, staying the course until you get a feel for what it's like to walk the other side of the line broadens and clarifies your viewpoint.

        	
Review existing procedures and practices.  Meet with employees one-on-one or in small groups to ask them what they think works, doesn't work, and why. Ask what changes they would like to see, and keep the focus on the work. Take notes.

        	
Revise one step at a time.  Sometimes one small change makes a very big difference. Use a planned approach that includes some sort of measurement system. Incorporate suggestions from employees to the extent possible, even if only parts and pieces of what they've told you they want.

        	
Recognize the contributions of your employees.  Always share and spread the credit. All work tasks require some level of collaboration, cooperation, and synergy — teamwork. Upper-level management knows a good team happens only when there is a good team leader.

      

      Handling the Bumps

      The transition from peer to superior is seldom smooth. Your former colleagues, now your subordinates, may feel resentment toward you when you give job assignments and evaluate job performance. They may react in one or more of these ways:

      
        	Passive-aggressive behavior, in which they seem to be going along with what you say but in reality are undermining your efforts. Passive-aggressive behavior may take the form of doing only and exactly what you tell them to do, not telling you when problems arise or when they know a particular approach won't work

        	Frank anger, in which unhappy former coworkers may be confrontational or give you the “cold shoulder” or silent treatment

        	Sabotage, in which one or more employees may intentionally interfere with work flow such as by “losing” files or phone messages

        	Insubordination and refusal to do work

      

      These behaviors may be subtle or outright, and there is no single best way to handle them. The most effective approach is to talk with each offender individually. You can work out most grievances by giving people the opportunity to say what's on their minds. It is important to do this in private; nothing fuels disgruntlement like an audience. Hear the person out before you begin speaking. Remember, most of what you hear comes from an emotional base. Say what is necessary to keep the meeting focused on work, but let the person have his or her say.

      When it's your turn to talk, acknowledge the person's feelings and then move the conversation to work and a collaborative tone. Do not apologize for your promotion; you have no reason to feel bad about it. “I know you had hoped to receive this promotion, Frank. You've been here a long time and you have a lot of good ideas. I have some ideas, too, and over the next few months I look forward to meeting with you and the others to discuss our department's procedures and direction.”

      When the behavior is a serious offense — violates company policy, jeopardizes customer relationships, or puts people at risk — you have no choice but to invoke your company's disciplinary policies. Because you are a new manager, you will want to involve at least your boss and probably a representative from your human resources department. Your company may stipulate other processes, depending on the contracts and working relationships (such as unions) that may exist.
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        Do not slack on disciplinary matters! When an employee puts you to the test by violating company policy, ethical standards, or even laws, you must  take prompt and appropriate action. Failing to do so at the very least diminishes your authority within your work group and at worst may make you complicit in the violation.

      

      
Replacing a “Bad” Manager

      What is a “bad” manager? Often, this is a judgment that exists in the eye of the beholder. After all, no one is perfect. But what employees perceive as good or bad in a manager is not necessarily the same as how executive management sees the situation. There are also different levels of “bad” managing. For example, some managers feel such a need for their employees to like them that they gossip with them, even badmouthing the company or its leaders. While this may seem harmless on the surface, these actions end up costing managers from both sides. Employees soon begin to wonder what their managers say about them , and executives no longer trust gossiping managers to uphold the company's interests.

      Now, gossiping is bad, but there are worse things. Consider the scenario in the following section; although the names have been altered to protect those who wish to remain unidentified, the circumstances are real.

      A Truly Terrible Predecessor

      Sometimes the former manager truly was bad, no matter whose standards form the measurement. Managers can be dictatorial, disorganized, selfish, unfair, lazy, and abusive. Neither employees nor executives appreciate these characteristics (although nearly everyone has had a boss somewhere along the line who has personified them). When you are replacing a manager who was bad by all accounts and standards, you have both a responsibility and an opportunity.

      Jonathan joined Wonder Corporation with rave reviews from the upper-level executives who had hired him. Within weeks, however, his employees were singing a very different song. Jonathan seemed to call in sick every time he had accumulated enough leave time to cover a day out of the office. At least once a week he called to say he would be working from home, although no one answered the phone when employees called with questions. When he was in the office, Jonathan was disorganized, volatile, and unpredictable. He flew off the handle for no apparent reason, cancelled or missed appointments, redefined assigned projects and tasks without consulting those doing the work, and often refused to make decisions about even the most mundane matters (like ordering toner for the copy machine).

      Jonathan played favorites, promoting one person and squelching others. It was never safe to be in Jonathan's good graces because his fancy turned faster than a child's whimsy. Without warning, yesterday's favorite became today's scapegoat. Most of the people Jonathan promoted he soon fired. This was supposed to keep the person from showing him up, but it didn't work because everyone in the office was on to Jonathan's game. Fortunately, upper management was on to it as well, and Jonathan was fired. (Upon hearing the news, the employees had a party.)

      The new manager, Joanne, started her first day on the job by meeting with everyone. She asked the group to talk about what worked and what didn't, from a process perspective. She explicitly said she did not want to hear names and personal stories. This freed the employees to focus on workflow, assignments, goals, priorities, and other issues related to productivity rather than personality. Over the next two days, Joanne went around to talk privately with each employee, allowing people to express their personal feelings. On Friday of her first week, Joanne called another department meeting. She shared her improvement plan with the group, talking about what seemed to work well and what didn't. She gave everyone a few days to think about and respond to the plan, and then created a revised improvement plan that incorporated many employee suggestions.

      Joanne continued talking with employees, both individually and in group meetings. Employees learned they could trust her, and grew to like as well as respect her. Within six months, the department was so far ahead of its goals that it was necessary to revise the plan again.

      Cleaning Up Someone Else's Mess

      Cleaning up after a bad manager is among the most difficult challenges you can face in your new role. Unless you handle the situation just right, you, too, will look incompetent. All managers, good and bad, have loyal followers. Always assume this to be true. It isn't necessary to treat these employees any differently (and in fact is probably better for you not to), but it is vital for you to know who they are, because your first mission is to get everybody on board, and the loyalists will be the most resistant. (Get out your pom-poms!) Here are the basic steps to follow:

      
        	Express clear and concise goals and objectives. Explain why these are important to each employee, to the department, and to the company.

        	Ask each employee for comments and thoughts. Respond to negative expressions without judgment or attempting to refute them. “Yes, that's an interesting point. We'll come back to that.”

        	Respond directly but nonconfrontationally to efforts to undermine your authority and the process. If an employee persists, quietly and calmly request that he or she meet with you in your office after the meeting to discuss those concerns.

        	Continue to gather input and information from every employee. Meet with individuals and small work groups as well as the entire department.

        	Listen to what people are saying, and also to what they're not saying. Question, nonconfrontationally, what doesn't make sense to you or seems out of context.

        	Integrate employee suggestions into improvement plans. If you can't use a suggestion directly, use it indirectly and credit the employee or employees with providing the impetus for the necessary change.

        	Be consistent. If you change direction, have a good reason and present it to your employees.

      

      It's easy to turn the last manager into a bad guy, regardless of whether that was actually the case. You might be tempted to think that by making someone else look bad, you can at least look better — if not downright good. Resist! Although extremes in perception are common during times of transition, eventually the fog clears and balance returns to judgment. When this happens, you're in a much stronger position if your attributes stand on their own merits. On the flip side, turning the last manager into a bad guy can backfire by instead turning him or her into a martyr. It's also human nature to put a halo on the last manager's head. People forget how bad things really were, and they begin to reminisce about the good old times. Before you know it, you become the bad guy.

      
Replacing a “Good” Manager

      What happens when the manager before you was almost superhuman? Those are big shoes to fill. This can be just as significant a challenge as replacing a bad manager. As always, good communication is essential. Here are some key points to keep in mind:

      
        	Listen to employees so you know what concerns them, and talk with them so they know what concerns you.

        	Confront the ghosts head-on. Ask what employees liked about the previous manager's approach, and what they would change if they were in your shoes.

        	Focus on processes, procedures, and policies. Whether or not employees like you, this is the foundation of the workplace.

        	Refrain from presenting your views to change the world at the first meeting. Save your perspective for subsequent meetings, when you can temper your comments with understanding that you acquire by listening to employees' concerns and views.

        	Do not comment about the previous manager's ways of doing things. Remain neutral and supportive of the company's goals. Whatever role you're playing, you are above all the face of the company.

      

      Just as with bad, good is in the eye of the beholder. Change doesn't inherently mean the end of good; it can mean a different kind of good. Any good manager can (and should) have an open-door policy in which employees feel comfortable seeking him or her out, an open exchange of ideas, and procedures that support the work group's productivity and happiness.

      
Rebuilding a Work Group

      Sometimes a manager steps into an existing work group or department that remains intact aside from its change of leadership. The employees are seasoned and knowledgeable, and passing the baton is a smooth transition. When the previous manager has been fired, however, there are very likely productivity issues. Other employees might have been fired or transferred as well, leaving some positions vacant. If you are a manager in this type of situation, your mission is to rebuild.

      
        
          
            [image: illustration]
          
        

        It's important to make sure each person understands his or her role and responsibilities, as well as those of the others in the work group or department. And it's essential to clearly articulate and support new goals and procedures. Ambiguity breeds mistrust , and that's not what you need to succeed as a manager.

      

      The need to rebuild can arise from several circumstances. Perhaps there is a new market, making it necessary for a company to revamp its product and service lines to meet changing customer demands. In such a setting, your job as manager is to identify the key strengths and abilities existing employees offer and look for ways to fit them into the new structure. You will need to motivate employees to feel that they are valued contributors in the new order.

      Maybe your company has reorganized because of new ownership or to consolidate operations (save money). The employees who remain are likely to be suspicious and reluctant to support (or even appear to support) new corporate mandates. It is fertile ground for resentment, distrust, anger, and fear to thrive. But you're not going to let these negatives grow because you see the situation as a great opportunity. Pull out your parent, coach, and cheerleader hats — you need to mobilize these people. But first, allow for some mourning. While the public view tends to spotlight the people who lose their jobs in corporate shakeups, these have been traumatic events for the employees who remain. It can be more distressing to be among the survivors than to get a pink slip.

      People need time to assimilate and adjust. A good manager acknowledges feelings, and then helps employees focus on the future and encourages a positive outlook. After all is said and done, however, your key role is still to craft a cohesive and productive work group. This entails communicating both with the group as a whole and with individual employees to do the following:

      
        	Clarify goals

        	Identify roles and responsibilities

        	Establish procedures for how people work together

        	Get acceptance and support from employees

      

      The sooner you define a clear path, the sooner employees can get on with their work lives. People recover more quickly when there is a plan in place that helps them move forward, toward new responsibilities and broadened abilities. You, their manager, are the one who can — and must — lead them.

      
Riding the Waves of Change

      The turbulent 1980s gave rise to the use of a phrase from Shakespeare's The Tempest  to describe the magnitude of the upheaval in the business world: “sea change.” The new environment was dramatically different from the old one, as were the new ways. Such upheavals are like volcanic eruptions: They blow existing structures to oblivion and construct new ones, often simultaneously. One minute there's a mountain and the next there's a smoking crater. But down slopes make for new hills and valleys and rivers and lakes, a ready-made environment to replace the old one. In the business world, such eruptions take the form of mergers and acquisitions. One day there's a giant conglomerate that dominates the corporate landscape, and the next there's a smattering of small companies scattered all around.

      Things change. It's as much a reality of your career as it is of nature. Companies change, people change, needs change. The typical American worker may have as many as seven careers during his or her working life, and three or four times that many jobs — a significant change in the course of a generation. In commerce, as in nature, change results in new and often unexpected growth. Those who thrive are those who can adapt to new needs and demands and respond to challenging or difficult situations with positive attitudes and actions.

      Nowhere is this more true — or more significant — than for managers. Not only must you stay current with changes in your field of expertise, you also must remain up-to-date on laws and regulations that affect the workplace, changes in business practices, and advances in technology. Your company may change ownership. Core employees may leave. You cannot influence these events, so you must keep yourself prepared to accommodate them. Chapter 21 provides further information to help you make sure that when you are the manager being replaced (which is inevitable) it's either by your choice or by a means that lets you land on your feet.
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