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Praise for CONGRATS! YOU’VE BEEN PROMOTED



“CONGRATS! YOU’VE BEEN PROMOTED is a crucial resource for today’s emerging leaders, particularly in the wake of COVID-19, which left many young managers without traditional face-to-face mentoring. As experienced leaders retire and leadership gaps widen, this book steps in to provide essential guidance for those stepping into supervisory roles. It bridges the gap left by the lack of in-person training and mentorship, offering practical, real-world strategies to build confidence and effectiveness from day one. With actionable advice on communication, feedback, and conflict resolution, it’s an indispensable tool for navigating modern leadership challenges and ensuring success in newly promoted roles.”

—Lucy Dunn

CEO Emeritus, Orange County Business Council

“A guide for today’s leaders… Noel has truly ‘walked the walk.’ In this book, he provides a clear and practical roadmap for becoming an effective leader in today’s business world. Grounded in characteristics he cultivated, modeled and mastered over the arc of his impactful career, Noel’s journey led him to become one of the nation’s greatest business and civic leaders. Let this book put you on your path to exceptional leadership.”

—Matthew A. Toledo

Publisher Emeritus Los Angeles Business Journal and CEO, ProVisors

“Some leaders are full of theory and rhetoric. Noel Massie is not one of those leaders. In Noel’s forty-plus years as a leader, mentor, and coach, servant leadership has been his mantra. Noel developed people by being intentional about how to lead and being granular in his approach. Noel’s philosophy is that every interaction matters, and over time trust and respect is earned regardless of title. Congrats! You’ve Been Promoted dives deeply into the importance that in every connection all parties need to know exactly what is expected of each other and continuous feedback is the key. Terms and conditions can be the foundation to any organization’s leadership culture.”

—Nicholas Kocheck

President, Temco Logisitics

“Training people as they rise up the ranks and become managers can be challenging. This book provides very pragmatic lessons, examples, and activities people can use daily to manage better and to look at difficult situations in a new light. Noel has shared stories all of us can relate to; this book helps introduce management theory you learn in business school, but in a way that every person can grasp it and say, ‘I can do that.’ It’s a great tool for leaders and those who want to move up in their corporations.”

—Renee Fraser, PhD

CEO, Fraser Communications and Radio Host of “Why Women,” KABC-LA

“Noel Massie authoritatively, expertly, and engagingly outlines how to bring out the best in every employee and create effective, respectful, and resilient workplace teams.”

—Marc H. Morial

President and CEO National Urban League and Former Mayor of New Orleans

“Every young aspiring leader benefits from having a mentor. There is no other mentoring book like Congrats! You’ve Been Promoted. Young leaders who read the book will benefit from practical guidance via examples from Noel Massie who discusses hands-on real-world experience in the book. This book will be particularly valuable to younger leaders new to a leadership position. Having been a college president, this book will truly benefit individuals who wish to work in academic administration including department chairs, deans, provosts, leaders of student affairs, and presidents.”

—Deborah Freund

President Emerita Claremont Graduate University

“Noel shares even more wisdom and advice in this book, and I’m certain it will resonate with you, just as it has with me. It will empower you to lead with confidence, trust your instincts, and find the right words when it’s time to speak up and lead.”

—Derrick Waters

CEO, Coach U.S.A
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TO MY MOTHER, Ruth Alexander, thank you for giving your children a model of what hard work and persistence produces. To my wife, Amanda, and my sons, Pierce and Brayden, your support has meant more than I could ever state. To my ally Gary Medeiros, whom we lost too soon. He constantly pushed and challenged me to be the best person—let alone leader—I could be. To my many UPS partners and mentors, the lessons I learned from you are what inspired this book.








FOREWORD By Derrick Waters, CEO, Coach U.S.A.


MY JOURNEY WITH Noel Massie began in 2005 when a mutual colleague introduced us. At the time, I wasn’t working directly for him at UPS, but we got to know each other through a few casual meetings. It wasn’t until 2010, when I started working under him, that I truly got to know him as a leader—and our beginning wasn’t smooth. I thought Noel was tough. From the start, he made the ground rules clear. His words were direct, but looking back, they were exactly what I needed to hear.

Words matter.

Noel said this often. I had to learn it the hard way a time or two, but it stuck with me. Today, as a CEO myself, I recognize the importance of being intentional with my words and the power they hold. By the time you finish this book, I know you’ll have your own favorite “Noel-isms”—those phrases he often repeated. One of mine is, “If it makes no sense, it’s nonsense!” He’s not wrong!

But it’s not just the words themselves that matter. It is how we use them, when we use them, the tone we choose, and to whom we direct them. Noel made it clear that he was counting on me to deliver. Over time, I realized he wasn’t just saying the words—he was willing to stand by them, and he stood by me. Within my first two weeks working with him, I could tell he was blunt and honest. He said what he meant, and that honestly helped me trust him. I knew I was working for the real deal.

You don’t have to have work for Noel to gain all the wisdom, knowledge, and leadership skills he offers. In this book, he distills lessons from his decades as a leader at UPS into an accessible guide that you can easily apply to real-life settings.

As leaders, we need to do more than speak the words—we need to live them. Our ability to lead depends on it. If we want people to trust and follow us, they need to know that we stand behind our words. If Noel hadn’t set the tone when I began to working for him, it wouldn’t have been just bad for me and him—it would have been bad for UPS. There was a lot at stake. I had just been given the opportunity to lead the largest engineering team at UPS as Director of Engineering. While I was already competent in my career, I had much to learn, as we all do when taking on new roles.

I quickly learned by example, especially from Noel. He took ownership of his actions—admitted when he was wrong and expected the same from his team. He also practiced what he preached. As a natural talker, I know it wasn’t easy for him to become an active listener, but he did it through practice. This was something he and I worked on over the years—Stop, Pause, and Listen. Now, whenever someone comes to talk to me, I close my laptop and silence my phone. I want them to know they have my full attention, just as Noel did with me. I also give consistent positive feedback. Like Noel, I aim to find something positive to recognize in people daily. Even if you can’t do this every day, simply practicing it will help you focus on the positive and help those you lead feel valued.

Today I lead 2,800 people. But when I started at UPS I was a C.O.D. Clerk (Collect on Delivery for all you younger folks!). From there, I worked my way up to Vice President of Operations for the Western US, overseeing everything from the Mississippi River to Alaska and Hawaii. And after serving as the COO of Coach U.S.A., I was promoted to CEO.

I have heard the words “congrats, you’ve been promoted” a few times in my career, and it always brings a mix of fear, trepidation, and excitement. Can I do it? Will my words make a difference to those I lead? The answer, as I’ve learned from Noel, is yes. One day, when I was feeling particularly discouraged, Noel looked at me with the direct honesty I’d come to trust and said, “Derrick, man, people want to hear what you have to say. You need to speak up.” I did. And it made all the difference.

Noel shares even more wisdom and advice in this book, and I’m certain it will resonate with you, just as it has with me. It will empower you to lead with confidence, trust your instincts, and find the right words when it’s time to speak up and lead.






INTRODUCTION

YOU’VE BEEN PROMOTED. Congratulations! The position you wanted is now yours. If you’re like most people who choose this path, you probably have aspirations for a long career in leadership roles. This is just the beginning.

However, you’ll soon find out that the euphoria of being promoted fades fast. Over time, people stop congratulating you as often and ultimately stop congratulating you at all. Why? As soon as you are given the job, things you never expected to have to manage, you now have to manage. You may have already found that there is no honeymoon period. Your boss and the people you are now leading expect you to know the job and to have their daily needs met—starting immediately.

There are constant demands and problems you will be required to lead a group of people through. There is no road map. You have to figure it out on your own. No one is waiting to show you how to lead a forty- or fifty-year-old, even when you are much younger than they are. You may also have to lead someone who comes from a culture you do not understand or know. This requires true leadership skill. How much skill you have in anything is directly connected to how much time you’ve spent developing that skill. And since you haven’t been doing this leadership thing too long, you most likely haven’t honed these skills. Yet you’re still required to execute the tasks at hand.

So how do you acquire these skills? Who is going to teach you? I suggest that you find someone who has been exactly where you are and has current field experience—not just the theoretical kind that comes from books.

Now, I am not knocking books. They are tremendously helpful, and that’s why I have written this one for leaders such as you. I have read lots of books about leadership—hundreds of leadership books, easily, during my four-decade career. A favorite passion of mine was searching for books on leadership and giving them to my direct reports. We’d read sections of them together and discuss a paragraph or two on a weekly basis.

The problem I have found with most books on leadership today is that they typically focus on developing high-level organizational dynamics for CEOs and presidents. These books are often written for those people looking to be the next Steve Jobs, Mark Zuckerberg, or Elon Musk, or for those who are looking for some secret method to becoming the next technology giant, entrepreneur, or guru of an industry. I rarely see books that focus on basic leadership principles for the leader who is newly promoted or who is often referred to as “middle management.” There were even fewer of those books when I first got started.

If you are tasked with leading a group of people from whom you must get results while facilitating change, communicating directions, and promoting the company’s core values and mission, then you are a leader. In the US alone, there are 21.4 million people in these types of leadership positions. Which means that while there are only five hundred Fortune 500 CEOs, there are over twenty-one million leaders working daily with little to no training in basic leadership skills. Think about that.

I believe the first three to five years of a career in leadership are the toughest portion of the journey. It is the time when you know the least about what it takes to be a great leader, and yet you are tasked to lead anyway. It’s sink or swim time.


WE NEED COMPETENT LEADERS NOW MORE THAN EVER

This book is intended for the individual who is new to a leadership position—any position that requires you to get results through others. When I was newly promoted to my first few positions in management, I went to the school of hard knocks to learn. There is some value to learning that way, no question about it. However, I never went to work so I could make mistakes and fail. The mere fact that I agreed and accepted a position to lead others means I was looking to be out front, setting the tone. I wanted that responsibility and accepted it, but I did not have a guide to leading at the entry level. Rarely did I see a book that focused on how to lead through the practical details of real-world situations that come up for supervisors.

Today the daily grind of leading has become even more complicated for the supervisor than at any time in recent history. Changes in the world’s political and economic climates challenge individuals, governments, and business leaders. One example is that during the pandemic, working from home became the norm, a practice that was not as relevant in the past. You now must have the skills to lead a team without constant contact. Today’s social and political divisions rival that of the civil rights and Vietnam era of the sixties, which were some of the toughest times Americans have ever experienced. The emotions and opinions Americans have regarding the current conflicts across the globe come to work with them. Employees must work together while potentially having a distaste for each other. The leader must know how to keep them focused and working together.




WHY LISTEN TO ME?

In this book, you will learn how to lead a group of people to achieve the results that you ultimately are responsible for. I will use my personal journey through leadership to share with you the many lessons I have learned. Why am I the man for the job? Because I’ve been where you are. My first experience as a leader was at McDonald’s when I was just sixteen years old. Shortly after being hired there in 1973, I was promoted to what was then called a crew chief. When I was eighteen years old, in 1975, I worked for IBM while I was a college student. I had the privilege of getting an internship with them during my freshman year, where I was assigned to a project group working on the development of the first laser printer. I was the lead lab technician overseeing a group of three interns.

In 1977, while I was still in college, I needed a job to pay for my education and went to work for UPS. Just three months after being hired, at only nineteen years old, I was promoted to a part-time supervisor position. I would be promoted within UPS seven more times. I completed my career at UPS in 2019 as the vice president of US delivery operations. I started my career leading a crew of four employees at McDonald’s and ended up at UPS responsible for the output of over two hundred thousand people. I rose from an entry-level position as a worker while attending college to a president’s position within a Fortune 500 company.

If you look at statistics on what good leaders look like and what criteria are used to judge their credentials early in their career, I fail on most, if not all, of the tests. Sixty-one percent of all senior leaders within Fortune 500 companies are white men; I am Black. The average height of males in leadership positions is five feet ten; in fact, most US presidents are almost six feet tall. I am five feet five. I grew up in East Oakland, California, in a working-class neighborhood. I don’t have an Ivy League or other prestigious college education. My education was a patchwork—I went to two separate colleges to earn my bachelor of arts (BA) degree in business management.

There were many other barriers along the way. I could have allowed those to become impediments to my goals. I did not. I was fortunate and had mentors, male and female, of all races and backgrounds, who taught me how to stick to my goals and also how to lead effectively. I, however, had to be willing to learn and willing to listen to them and act on their guidance. And I did. My experience, drive, and openness served me well.

In addition to my career at UPS, I had the privilege of leading other groups in the community. I served as chairman of the board for the Los Angeles Urban League in 2011. In 2014, I was the chairman of the board for the Los Angeles Chamber of Commerce, the second largest Chamber in the nation. I was the first African American ever to serve as chairman of the board for that organization in their 125-year history.

I didn’t get these assignments by accident. To this day, people call me to sit on boards and committees and ask me to lead teams for them. The reason is simple: They know I will get results. After a forty-plus-year career in leadership, I know how to get the job done. I know how to influence people.

The key point here to realize that in any leadership role the only thing you will be evaluated on by your team are your skills to lead. Your superiors will recognize that more than who you you are or where you came from. They want results from your team above all else. You get to control that by developing yourself.





WHAT IS LEADERSHIP?

The more I grew as a leader, the more I began to see that leadership positions all had some things in common. An obvious similarity is that all of them require you to get results by motivating and inspiring people. Leadership is the ability to influence others toward a common objective without coercion—no more, no less. Good leaders influence positive outcomes; bad leaders spur negative impacts. As a leader, you decide the impact you want to have.

Leadership doesn’t give a pass on the requirements to lead, regardless of the barriers. There are skills you must learn to be effective and to influence positive results.

Bottom line: When you were asked if you wanted the position, you said, “Pick me! Pick me!” Well, you were picked. This means the responsibility is on you to learn how to be an effective and influential leader.

Each time that I was promoted to a higher position, I had to learn the necessary skills and requirements to lead at that level. In essence, every time you are promoted, you are considered “new” and need to prove yourself. Why? No one leadership position comes with the same requirements or the same people as the previous position. The relationships I had with the groups I led drove my success—or lack of it. This was true 100 percent of the time.




THE IMPORTANCE OF GREAT MENTORS

The number one question I was asked after I achieved mid-manager status was, How have you been so successful? This came from people of different ethnic and cultural backgrounds, college students, and even professional colleagues. It wasn’t lost on me that when people looked at me, they saw the obvious. Men who look like me are not typically people they were used to seeing holding my level of responsibility.

This was amplified when I became the vice president of US delivery operations. I flew often, usually three times a week. It was commonplace for the person in the seat next to me to strike up a conversation. They always asked me what I did for a living. When I shared my role with them, their surprised expression said it all. They didn’t know me, so their reactions were based solely on appearance. My answer was consistent: “Luckily, I had good mentors, starting with my first-grade teacher when I was six years old, and throughout my career at UPS.”

I did have exceptional mentors. They inspired me and pushed me to see beyond my own limitations. One especially significant and impactful person in my early years was my paternal grandfather.

My grandfather, who was born in 1900, taught me some key things about people. He was a barber and he also worked as a porter taking tickets on a passenger train. As a result, he was exposed to people from many cultures. When I was still a child, he’d say to me, “Your life will largely depend on your work ethic and the relationships you choose, so work hard and choose wisely.” He would also say that people for the most part are the same. They want the same things. No matter what their skin color is or what country they are from, they want to be respected. They want to be able to make a living and to raise their family in safety. He saw a whole host of characters while he took tickets on the train or while cutting hair as a barber. Fortunately, he shared what he observed with me early in my life, and it has stuck with me to this day.





EVERYONE HAS TERMS AND CONDITIONS

I found my grandfather’s words to be true and relevant to all of the leadership positions I held. More importantly, I understood that even when I failed, all relationships have some set of standards or expectations inherent in them. From the day we are born, starting with our parents, relationships shape our futures. There are relationships we value and relationships we regret. There are unintentional relationships we find ourselves in that we want out of. There are intentional relationships we attempt to build, such as with our friends, our children, or our spouse or partner.

A fundamental truth is that all relationships have some form of terms and conditions attached to them. Most leaders, however, generally disregard the personal aspect of this when interacting with their people. They believe the employee has a relationship with the company or that they are being paid to do a job. Phrases such as “Keep it to business as this is not personal” or “Leave your problems at the door” permeate company cultures. The problems I found with these statements were twofold. Number one, an employee’s job is generally, after their family, the most personal thing in their life. Secondly, the company may employ them, but you lead your team. To the employee, you are the company. Everything they believe the company is doing to them, good or bad, they will ascribe to you, their immediate supervisor. Employees have expectations, and these are their terms and conditions of employment. If you fail to meet them, they will fail to do good work. If they fail, then you fail. It’s not complicated.

This book will teach you how to understand that terms and conditions do exist for all individuals and within their workgroups. You will see how you can lead in a way that acknowledges the basic nature of an individual’s psychological yet unspoken requirements. You will recognize how to identify your team members’ personal terms and conditions, all for the purpose of getting the very best from them.

The terms and conditions of values-based leadership I will talk about in this book are:


	Treating people fairly

	Engaging in ethical behavior

	Listening well

	Maintaining integrity

	
Earning trust

	Communicating and giving effective feedback

	Taking ownership and personal responsibility

	Building your team and retaining employees



To effectively lead, you also have to navigate real-world and real-life demands—which I call “the fine print”—such as:


	Building employees’ skills

	Training and developing your team

	Offering directional communication

	Motivating your team



Finally, understanding cultural, ethnic, political, gender, and generational differences are critical in navigating today’s climate. Men don’t lead only all men, women all women, Black people all Black people, white people all white people. The skills you must possess early in your career impact all groups and people equally—they are valued by all. I’ve led multicultural groups over the course of my entire career.

In this book, I will use personal examples I’ve witnessed, experienced, and navigated over six decades of life. I will also provide some exercises to complete that will help you successfully build your skills. If you are in a leadership position, you have probably already discovered that your success is directly related to the attitude and skill of your team. The ways in which you daily coach, understand, and treat your team impacts their willingness to support you and your organization’s goals.

Let’s get started.









PART ONE THE TERMS AND CONDITIONS OF VALUES-BASED LEADERSHIP









CHAPTER ONE UNDERSTANDING YOUR OWN AND YOUR TEAM’S TERMS AND CONDITIONS


MY 2011 BMW has 139,000 miles on it. The warranty expired after 50,000 miles and, as a precaution, I purchased extended protection. I’d owned four BMWs prior to this one, so I knew that any future repairs could be very expensive. It seemed like a sound decision to buy the policy. As it turns out, the car needed three separate significant repairs that ran thousands of dollars. Each time the service adviser contacted the company that sold me the warranty, and each time they denied covering the repair. I followed up on each occasion with the warranty holder, and each time they let me know that under the agreement the repair was not a covered item. After the third time, I became extremely agitated and canceled the policy. Shortly after that, I received a call from a salesperson asking me why I had canceled. I shared the stories with them about none of my repairs being covered, and the salesperson asked me, “Well, did you read the fine print within the terms and conditions completely upon purchase?” With that question, I politely ended the call and asked them not to call again.

The fact is, I had not read the terms and conditions completely, and I certainly didn’t read the fine print. I had skimmed through them as I always do with everything I purchase. I mean, who actually reads the complete list of items in the terms and conditions of the stuff they buy? After I read the policy, I saw that, of course, they were correct. The policy stated what would be covered and what would not be covered. The company wanted to ensure that you knew they would only cover faulty parts, not normal failure associated with wear and tear. They also wouldn’t cover anything associated with improper use. That made sense. For example, were I to drive the car through a river, which that car is not meant to do, why should they repair it?

From that day forward I began paying attention to the phrase “Terms and Conditions” relating to any item I purchased. I began to read them in their entirety—even if it took an hour! Everything I bought had terms and conditions, whether it was a purchase from an app store or a new appliance for my home.

The primary focus of all terms and conditions is this: If you use an item for something other than what it was made to do, you shouldn’t expect it to work as intended and it might stop working altogether. I later began translating that toward leading people.

In the introduction, I listed the values that form many of the expectations employees have of their leader. These are the values-based areas that form most of the terms and conditions we have as individuals. In every activity you have been engaged in during your life that involved another person, there were terms and conditions within the relationship. You most likely didn’t treat them as if they existed in such a conscious way, but they were there, implied.

When someone’s terms and conditions have been violated, you can expect them to react unfavorably. When you hire an employee, you are buying their time and energy. In other words, you made a purchase, and with that came their terms and conditions. If you abuse or misuse them, as with anything else you purchase, they will not behave or perform in a way that you anticipated.


WHEN YOU VIOLATE ANOTHER’S TERMS AND CONDITIONS

My family and I were taking a vacation in 2004. Our flight was booked from Norfolk, Virginia, to Lake Tahoe, California. We lived outside of Richmond, and the airport in Norfolk was about a two-hour drive from our home. It just so happened that our flight was leaving on the day when the clocks were moved ahead by one hour.

When we realized we had not factored in the time change, my wife and I knew we were likely to miss our flight. Our sons were looking forward to the trip and had been discussing it all week. In a last-ditch attempt to make the flight, I hurriedly packed the car, and my family and I drove for two hours to Norfolk. We arrived at the airport with minutes to spare. The ticket counter agent called the departure gate to inform them we were coming.

A disaster had been averted! However, when we arrived at the gate, the agent informed us that they had given two of our four seats away. I was incredulous with the agent, raising my voice and exclaiming, “How could you do that?” The agent attempted to calm me down, but I went on and on. Then, without so much as a word, she turned and walked away.

My wife calmly intervened and handled the situation by rebooking us for another flight the following day. It was so clear I had violated that employee’s terms and conditions. As a result, she ceased helping me. I had purchased four plane tickets as well as her time to provide assistance. That is all true. However, she did not sell me her dignity. By amplifying my voice and raising the intensity of the moment, I was improperly using her services. So she simply left the situation and quit on me. If I had been her, I would have left me there too!

When employees are hired, they expect to be given a fair opportunity. This starts with fair treatment. They expect to be spoken to with consideration and dignity. If treated unfairly, they will respond by providing poor work, and just like the ticket agent did, they will check out emotionally as a means of self-preservation. When this happens, they are not checking out on the company, they are checking out on you! This happens when their terms and conditions have been violated. It’s easy to do and difficult to correct. The prudent leader will understand that building positive relationships is necessary to produce positive outcomes.




IN EVERY ASPECT OF RELATIONSHIPS, THERE ARE TERMS AND CONDITIONS

Your spouse or partner, your family, and your friends all have terms and conditions. And if you’re a leader, your employees have them. They are generally unspoken; nevertheless, it is your job to figure them out and to adhere to them. All individuals have feelings that connect them to any relationship they have.

When someone is treated in a way that they find unacceptable, their behavior reflects this treatment. They will not perform according to your expectations if they are not spoken to with dignity. This respect was implicitly agreed on when they were hired.

The chapters ahead are designed to help you understand the basic terms and conditions that exist for all individuals within workgroups. They will demonstrate how you can lead in a way that acknowledges them. The following chapters will also help you identify your team’s terms and conditions as well as each individual team member’s terms and conditions. If you want to get the best out of your employees, the place to start is by understanding their terms and conditions.
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