


[image: 001]




[image: 001]






PRAISE FOR BARE KNUCKLE PEOPLE MANAGEMENT


“Coaching a professional basketball team is not different from managing a team of corporate employees. On a basketball team you have stars, utility players, and bench warmers, all of whom thrive when their coach tailors his approach to their unique talents, weaknesses, and contributions to the team. Bare Knuckle People Management speaks directly to managers who have been frustrated by the notion that all employees need to be treated equally and with kid gloves.”

—Mike D‘Antoni, Head Coach of the New York Knicks

 



 



“The school of hard knocks approach to the challenges of managing the team you are given. Bare Knuckle People Management helps you to develop strategies to optimize the performance of the team by assessing the strengths and weakness of each member of the group. The good news is that all of this advice is actionable now for managers—not just at annual reviews or after expensive assessment surveys!”

—Kevin A. Schulman, MD, Professor of Medicine, and Gregory Mario and Jeremy Mario Professor of Business Administration, Duke University

 



 




“Bare Knuckle People Management is a knock-out! Authors Sean O‘Neil and John Kulisek deliver a writing style that entertains while providing useful insights on how to get the most from your team (of inevitably unique personalities). After reading this book, you will be better prepared to confront the ’people challenges’ that often prevent managers from maximizing their effectiveness. Bare Knuckle is a must-read for anyone who manages people in your organization.”

—Philip Pecora, President & CEO Genesee Regional Bank

 



 




“Bare Knuckle People Management is a clever, straight-forward, practical guide to understanding and managing each of your people to get the most out of them. A refreshing break from ‘leadership books’ that insist the key to management success is a one-size-fits-all formula. Finally, a book that speaks directly to the manager for the real world.”

—Christopher Heck, Senior Vice President of the National Basketball Association

 



 



“The authors of Bare Knuckle People Management know successful people management is easier than a lot of managers make it. Kulisek and O‘Neil’s no-nonsense insights are not only amusing but on the mark. If you are a manager looking to improve the performance of your team, someone who just became a manager or think you would like to become a manager, you will be glad you read this book.”

—Paul Mott, Head of Club Services, Major League Soccer

 



 




“Bare Knuckle People Management is the top solution for the most common people-management issues. It provides the specific distinctions needed to turn your management into leadership. Read this book and watch your teams succeed!”

—Justin Sachs, bestselling author of The Power of Persistence and Your Mailbox Is Full


 



 



“Forget Leadership Training! This is how to hit the ground running as a manager. Every sentence provides realistic, practical, and applicable advice for today.”

—Ivan Dunmire, EVP, Director of Human Resources, MPG

 



 



“Creating success with the team you have is probably the most problematical challenge for every manager. Say goodbye to cheesy team-building exercises and say hello to methods that truly work.  Bare Knuckle People Management is an indispensable resource to taking your entire team to the next level.”

—Barry Moltz, author of Getting Small Business Unstuck, Speaker and Consultant

 



 



“Very entertaining and informative! Bare Knuckle People Management takes a hard fist to the soft science of management, giving the reader practical advice on how to get the most out of a team of differing personalities and skill sets. The characterization of the possible employees that could make up your team at work is deadon, and anyone who has a bit of sports acumen or pop-cultural awareness will be able to identify with them with ease thanks to the examples in the book. Bare Knuckle People Management should be the foundation for any college’s Management 101 class.”

—Mike Gutch, CFO NewsCore

 






To my family: Pam, Ariana and Zachary. It is all for you.

—JOHN

 



 



 



 




To my wife, Erin, and my children, Matt, Ryan, Julia, and Olivia. 
Still trying to figure out what I did to deserve all of you.
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Introduction




Why You? Why Now? 

If you’re like most managers, you have spent at least a little time wondering why the hell you ever left the wonderful world of nonmanagement. You were among your company’s best employees right up until the day you were promoted. You blew past performance hurdles, exceeded quotas, impressed execs with your diligence and work ethic, and were slated for greatness almost from the minute your employment began. Then suddenly, precisely because of your frontline success, you were plucked to manage a group of poor slobs struggling to survive in the very job in which you thrived. Just as quickly, you ceased being the company darling. You might have even flirted with the chopping block.

Managers often struggle with how to transfer their frontline skills into middle management success. What qualified as drive and peskiness in your last job is viewed as ruthlessness and inflexibility in your management role. You were once the poster child for success, so you can’t understand why the hell your assigned disciples don’t just snap to and do what you tell them to do. You’re offering  them the Holy Grail to success, imparting the wisdom of someone they ought to emulate, and they’re not taking it!

So maybe the brass recognized these transitional challenges, and sent you to leadership training. Oh, that went well. After learning the benefits of group hugs and all the words to “Kumbayah,” you returned to the office with doubts about everything—your ability to manage people, your employer’s sensibility, even your faith in humanity. No, you definitely don’t want to reread How Full Is Your Bucket. That approach is just not for you. Guess what ... it’s probably not for your team, either.

Of course people generally like to be spoken to nicely

Of course they generally prefer praise to criticism.

Of course they generally like it better when their boss is more like John Wooden than Bobby Knight.

The question you’re validly left asking is whether doing what your employees like actually yields results. Who cares if your employees hate you? Don’t employees need discipline and structure? Don’t they need to be held accountable? You’ve got your own handful of compelling anecdotes that suggest cracking the whip yields a better return on your time than doling out warm fuzzies. Your gut and experience are telling you one thing, while today’s pontificating gurus are telling you quite another. Do you really need advice from the ivory tower? Common sense, after all, is common sense.


Before you landed the promotion, your success rose and fell with you and only you. Now you need to depend on these poor excuses for employees to make you look good. Yikes!



Before you landed the promotion, your success rose and fell with you and only you. Now you need to depend on these poor excuses for employees to make you look good. Yikes!

But you’re a go-getter, not a whiner, so when your first approach failed, you decided to try some new things. In fact, you’ve tried everything. You’ve tried whipping them. You’ve tried hugging  them. You’ve tried drinking with them. You’ve tried micromanaging them. But the results are too slow in coming. They don’t seem to care as much as you do, and you’re starting to wonder if you should just go back to doing the frontline thing—the very thing that you were so good at before you entered the management ranks.

Wait ... deep breath ...

What if we told you that you already know how to manage your team? That almost all of your most valued skills—accurately surveying and responding to the workplace dynamics that surround you, and consistently delivering precisely what everyone around you needs from you—are really, actually fully transferable to management? What if we told you that you could continue to be you (not some warm fuzzy dork that your leadership trainers want you to be) and be as great a manager as you were an entry-level employee?




Do It Your Way 

The question that most managers want to know the answer to is “Must I do it ‘their’ way?” The answer—and the central tenet of this book—is a resounding “NO!”

You do it any way you want. You don’t need to pretend to be someone you’re not. You just need your team to perform well so you look good. But keep this in mind: the best thing you can do for yourself (and your team) is to get the best performance out of as many of your people as you possibly can. And because people by their very nature are so complex, what works for one employee will not likely work for another. No matter what your tendencies and inclinations, understanding the drivers of each person and tailoring your approach accordingly is most likely to maximize individual and team performance (and therefore your income and career success).

This in and of itself might sound “fluffy” to you. You might be saying, “Why do I have to adjust to them? I’m the boss, right? They should be adjusting to me!” The truth is that now that you’re managing others, you’re no longer in complete control over your  own performance results. That is, for the first time in your illustrious career, you are relying on others—your team—to deliver results for you, and this gives them a fair amount of leverage over you. If they’re not buying what you’re selling, they can hurt you. Demanding they conform to your style is likely to be met by underperformance and, in the worst case, mass exodus.


Look, you don’t deal with each of your siblings the same way. You don’t treat each of your children the same way. Why would you apply a blanket approach to managing people who have absolutely nothing in common other than who signs their paychecks?



Look, you don’t deal with each of your siblings the same way. You don’t treat each of your children the same way. Why would you apply a blanket approach to managing people who have absolutely nothing in common other than who signs their paychecks?

We begin this book with our People Principles, a useful list of our management guidelines that will help you understand where we’re coming from.

In part 2, “Your Workplace Winners, Losers, Misfits, and All,” we lay out a wide array of employee character profiles, several of which will seem hauntingly familiar to you (“Hey wait! How the hell do they know Sam?!”). We:
• Name them (our favorite part)

• Describe them so you know them when you see them

• Identify workplace environments in which these characters tend to thrive and falter

• Propose management strategies that will help you get more productivity from them





The point is not to neatly fit everyone into a character profile. Some members of your team will fit squarely into one profile, some will be a combination of a few, and still others are so, um ... how can  we politely say this? ... distinctive (you know who we mean) that they cannot be safely categorized with anyone else, and probably warrant a full battery of psychiatric exams. We want to heighten your awareness of the individual needs of your people and improve your ability and willingness to customize your management approach to them accordingly

In part 3, our “Teams” section, we help you fully comprehend the way in which your particular characters blend together and how you can use this insight to make the most of your group’s dynamic. You will gain a better understanding of which levers to pull and which to leave untouched, and how to best use your time with this particular mix of employees.

And finally, for those who are expecting to become managers for the first time, or those who are expecting a lateral move to manage another team and are expecting a call from a company executive imminently, we offer up a strategy for your first thirty days on the job. We give you some out-of-the-box considerations that should let you hit the ground running and effortlessly accelerate to full speed.


We want to help YOU get better performance from each person on your team so YOUR results improve and YOU quickly return to star status in the minds of your company executives.



You’ll note that some of our recommendations have the unintended consequences of making some of your employees “feel good,” but make no mistake about our intended consequences of writing this book: We want to help YOU get better performance from each person on your team so YOUR results improve and YOU quickly return to star status in the minds of your company executives.

This book is intended to liberate. That’s right—from here on out you have permission to act solely in your self-interest. So go ahead, throw out the leadership books written by Dr. Feelgood.

You are here, and the time is now. Turn the page.

 





PART I

THE PEOPLE PRINCIPLES





An Overview

Our People Principles shape the way we think about—and encourage you to think about—managing your people.

We refer to them as “principles” because we think of them not as hard and fast rules to be applied absolutely in all situations, but as useful guidelines and considerations. They are our framework for helping you get more of what you want from your employees. Some of our People Principles might threaten your long-held beliefs about management and corporate authority. That’s completely okay. Remember, we give you license to disagree with us.

As with everything we set forth in this book, treat our People Principles like you would, say, a Vegas brunch buffet:1. Take a look at everything before you put anything on your plate.

2. Take a lot of what you know you want and sample stuff you want to try.

3. Come back as often as you like to have more of whatever you enjoyed the first time, or try something new. No matter what, be sure you eat plenty and leave satisfied!



Managers who understand what they’re doing and why—even if it’s wildly different from how and why we would manage—are better equipped to clearly communicate their philosophy, make strategic and tactical policy decisions, and realize consistent performance from their teams.


Managing without an underlying philosophy leads you to make impulsive, inconsistent, and regrettable decisions. Managing without this kind of a rudder is like piling your plate high with the prime carving station meats at the Vegas buffet because it’s the first thing you see and you’re starving, and then realizing on your way back to your seat that they have the choicest cuts of sushi you’ve ever seen. Doh!



So take a moment to peruse our People Principles. Think about them. Play with them. Take what fits you and your team, sample whatever looks interesting, and discard the rest. Frankly, feel comfortable discarding them altogether, and recognize up front that the way you think about management is just plainly different from the way we do.

At the very least, if you have never before articulated your own “management principles” —your underlying philosophy of managing your team—we hope the following People Principles give you the inspiration to do so. Managing without an underlying philosophy leads you to make impulsive, inconsistent, and regrettable decisions. Managing without this kind of a rudder is like piling your plate high with the prime carving station meats at the Vegas buffet because it’s the first thing you see and you’re starving, and then realizing on your way back to your seat that they have the choicest cuts of sushi you’ve ever seen. Doh!

 





People Principle #1

Team-Wide Rules Suck

Scrutinize team-wide rules very carefully and avoid instituting them wherever possible. Rules are everywhere, and for good reason—they tend to drive (or discourage) behavior for a good chunk of the population. Take mandatory study hall in high school, for example. It’s safe to assume that most high school students spend most of their mandatory study hall time studying or doing homework. So mandatory study hall drives most students to participate in the desirable behavior of studying.

But mandatory study hall does not drive desired behavior in all high schoolers. What about the kids who skip study hall? Or those who use the time to secretly text friends? Or those who do complete their homework in study hall but do so at the expense of doing it at home, where they do their best work? Or those who would make better use of that time by taking more challenging classes and stretching their intellectual limits?

Standing Monday morning team meetings are the same as mandatory study halls. Sure, everyone gets to work on time because of the meeting, they understand your initiatives for that week, and they come together as a team. And plenty of your team members probably  find real value in it. But what about your star employee (we call him Franchise), who has his most productive stretches during that time of day? Or the one who disrupts the meeting because she finds them a waste of her time? Or the one who is too intimidated to ask you questions in the larger group but might in a smaller group of equally uncertain peers?


NOTE

We’re not saying not to hold regular team meetings and require attendance. We are saying, understand the unintended consequences of doing so, and be aware of the value of that meeting for each person. Weigh those factors against your perceived value of the meeting for all, and then decide whether you’re going to insist on attendance.



Let’s say you managed a team of sales reps, and you instituted a rule that required all reps to bring proposals to you for your approval before sending them on to prospects. At first glance, this team-wide rule might make sense. You want to ensure that proposals are professional and present the company in the best possible light, that pricing contemplates sufficient profit margin and likelihood of securing the business, and that your people are delivering enough proposals to generate sales to justify their presence on your team. But look at the potential costs of instituting this rule:1. Delays in getting the proposals out because they’re backed up on your desk might cost you sales.

2. Your best reps might become frustrated by this time-wasting “micromanagement” requirement of yours and seek to leave their jobs.

3. Some reps who know that you will be reviewing the proposals will grow reliant on you for editing and therefore deliver to you increasingly unpolished work that costs you more time on each one.



It would be a far more efficient strategy for you to require certain reps—your newest, laziest, or poorest proposal writers—to run their proposals by you, while giving those who know what they’re doing the ball and letting them run with it. As your newbies, lazies, and poor proposal writers demonstrate competence, you can loosen the reins on them as well.

Rules almost never shape behavior for an entire population. High schools, like governments and HR departments, benefit from widereaching rules because they do shape behavior for the masses—the rules make organizations and people operate efficiently! But as a manager of a small team of ten to fifteen employees—not “masses”—you can actually be more efficient by limiting hard-and-fast rules to a short list. You can afford to take the time and tailor rules to fit each person under your charge.


Rules almost never shape behavior for on entire population... as a manager of a small team of ten to fifteen employees—not “masses”—you can actually be more efficient by limiting hard-and-fast rules to a short list.



Because you know the strengths, weaknesses, and drivers of each team member (or you will after reading this book), you are more likely to drive (or discourage) the behaviors you want (or don’t want) by simply customizing your policies for each.


REMEMBER

By avoiding team rules, you cut down on time-wasting enforcement and get more from each employee.



 





People Principle #2

Own Your Own Shit

Some people really suck. You know the ones. You see them walking down the hall, and your first impulse is to dive into the nearest cubicle before they see you so you don’t have to actually talk to them. This is a problem—especially when they report to you! Every manager we’ve ever spoken with has endless stories about the “types” of employees they are forced to deal with on a daily basis but would rather not. This list includes:
• The uncertain sort who insists on having a manager weigh in on every decision (see Needy Ned’s profile in the Benchwarmers section of part 2).

• The arrogant newbie who insists on doing it his way, and only his way, even though he has no idea what he’s doing (see The Future in the Starting Five section of part 2).

• The overly sensitive employee who bursts into tears every time he hears constructive feedback (see Steady Eddie in the Utility Players section of part 2).





Well, we’ve got news for you: every employee we’ve ever spoken with has endless stories about their nightmare boss (and when they see their boss walking down the hall, the cubicle dive appeals to them, too). Ones they frequently mention:
• The micromanager who insists that her people account for every minute of every day (they call you “The Fuzz”).

• The compulsive nice guy who places employee approval over sound business decisions (they call you “Mr. Softy”).

• The screamer who regularly and unpredictably unloads on unsuspecting reps (they call you “An Asshole”).





The takeaway here? It takes two to tango. Yes, there are loser employees out there, and they would be losers no matter who was managing them. But before you go about “correcting” your employees’ faults and avoiding certain people altogether, take a minute to objectively reflect on anything you’re doing (or not doing) or saying (or not saying) that is making their behavior worse. The better you understand your own contributions to the dynamic gone bad, the better equipped you’ll be to effectively address an individual’s negative actions.


It takes two to tango... before you go about “correcting” your employees’ faults and avoiding certain people altogether, take a minute to objectively reflect on anything you’re doing (or not doing) or saying (or not saying) that is making their behavior worse.



Being armed with insight into your own behavior might pave the way for you to give very useful feedback to the employee about the effect his behavior has on you.

Here’s an example: 

YOU: John, every time I see you walking toward me I try to duck into a cubicle so you don’t see me first.


EMPLOYEE: I know, Boss, I’ve seen you do it. That pisses me off and hurts my feelings. Why do you do that?


YOU: There’s no good reason. But I think it’s because you tell those endless stories about your cats. I’ve got a lot of shit on my plate, and I’m usually feeling pressed for time.

I feel like I’ve tried to indicate as much to you, but my hints haven’t seemed to register.


EMPLOYEE: Hmm. I’m a little embarrassed. I thought you liked my stories about Mitsy and Ditsy. You always nod and smile and ask questions.


YOU: I never want to be rude, especially when you seem to enjoy telling them so much. I realize I may have been encouraging, not discouraging, the behavior, and that has sent me diving for the cubicles ... which is why I’m telling you now. We’re in a nasty little pattern.


EMPLOYEE: Well, I will certainly stop sharing cat stories and will try to be more aware when you’re in a hurry. I’d love it if you would just tell me when you don’t have the time.





When managers fail to recognize their own contributions to bad boss-employee dynamics, they often head down the unsightly and slippery slope called “performance management” actions, which too often result in an employee quitting or getting fired. That might be okay—especially if the person really drives you crazy—but it probably costs you considerably to recruit and get a replacement up to speed for that departed worker. You will see radically improved results if you take stock of your own behavior  and factor it in before confronting the target employees head on. And even if nothing changes, owning your own shit has cost you very little and gives you the possibility of a healthy return.


REMEMBER

The more you are able to acknowledge and recognize your own contributions to bad boss—employee interactions, the better equipped you’ll be to objectively address your employees’ problematic behaviors.



 






People Principle #3

Look for Leverage Everywhere... and Exploit It Like Crazy


Management leverage (noun): 
an advantageous condition in which a manager is positioned to exert a relatively small amount of time and energy that will yield him a relatively high return





Discouraging or reinforcing an employee’s behavior is so much easier than most managers make it look. Once you determine what each person wants and doesn’t want, you can implement a highly customized system of carrots and sticks that effectively shape each individual’s behavior. At the end of the day, you’re their boss, and ultimately you have significant influence over their career paths, image among higher-ups, access to certain company perks, etc.

As part of your one-on-one meetings with your team members, take some time to find out what makes each of them tick. Find out about their personal lives, career aspirations, internal and external pressures, and trigger points. These will be very useful to you, as you need them to move in a particular direction.

Think like the parents of a five-year-old child as everyone’s finishing off pumpkin pie on Thanksgiving night. They ask their kid what he wants for Christmas ... and the kid sings like a canary Fast forward two weeks later at the mall when the kid starts throwing a fit because Santa is on a long break and the parents have to race home to get ready for the office holiday party. “Now little Johnny, Santa might not be here now, but you know he’s watching. And if he doesn’t see you pull it together real soon, he’ll never bring you the new soldier fort you were hoping to get.” It works like a charm.


Once you determine what each person wants and doesn’t want, you can implement a highly customized system of carrots and sticks that effectively shape each individual’s behavior.



Your employees are no different. Ellen, who has made it very clear in her one-on-ones with you that she wants you to submit her name as a management candidate when a position opens up, has given you a huge hunk of leverage. So when she fails to take an active mentorship role with the newbies you asked her to look after, you can dangle the management position in front of her to get her re-engaged: “Ellen, I’m noticing that our newbies could benefit from someone taking them under her wing. This might be just the display of leadership that I can reference when my boss comes to me looking for management candidates.”

One more very important note about leverage: just because you maintain a direct management position over someone does not mean that leverage lies in your favor—you might need to look high and low for leverage of your own.

Think of your Franchise employee. He carries your team and makes you look good because of his high level of production. He’s regarded highly by everyone inside and outside the company. Headhunters have his number on speed dial. In order to establish a leverage point with Franchise, you need to create real value for him so that without you, his work experience would be quantifiably less  good. You might process his work orders, or take on his interdepartmental battles, or carve out an attractive career path possibility for him, or lobby aggressively for a better comp plan for him. Yes, he works for you, but every Franchise worth his weight in salt knows that you really work for him, and that he can successfully market himself to the highest-bidding manager inside or outside your company. In order for you to continue to reap the benefits of Franchise’s productivity, you need to periodically exert energy in ways that reminds Franchise of the value you bring versus that of other potential managers.

Leverage is infinitely less complicated for your less dependable characters, like Slacker. The leverage calculation in these relationships is plain—you are the boss and you hold their jobs in your hands. But, just as you did with Franchise, you get to know what drives them, and you can use that knowledge to get more out of them. Here’s an example of how you can take this leverage out for a spin with Slacker:



YOU: Hi, Slacker, good to see you. Not sure if you’re aware, but you managed to get into work on time and stay here for the entire work day this whole week.


SLACKER: Dude ... are you serious?


YOU: Yes. I can’t remember the last time that happened. I’d like to see more of this, so I thought I would dangle a little carrot in front of you.
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