







More Praise for Be the Boss Everyone Wants to Work For

“Using a unique combination of research, straight talk, and humor, Gentry brings to light all of the barriers that keep new leaders from succeeding (including the ones we don’t talk about) and offers clear-cut, actionable strategies to face those barriers head-on to become ‘the boss everyone wants to work for.’ It’s clear that Gentry has a deep understanding of what it takes to develop strong leaders. This book has become required reading in my organization.”

—Brené Brown, PhD, LMSW, author of the New York Times #1 bestsellers Daring Greatly and Rising Strong

“At last, a research-based yet exceptionally hands-on book focused on one of the toughest boundaries to span—the one from superstar individual to manager. Gentry has captured the direction leadership development needs to go—sustainable, action oriented, and a total departure from old ways of thinking.”

—Chris Ernst, Global Head, Learning, Leadership, and Organization Development, Bill & Melinda Gates Foundation, and author of Boundary Spanning Leadership

“Basing his work on both social science and practical experience, Gentry provides usable tools to help people become ‘the boss everyone wants to work for.’”

—Jeffrey Pfeffer, Thomas D. Dee II Professor of Organizational Behavior, Graduate School of Business, Stanford University, and author of Leadership BS

“In a humorous and compassionate voice, William Gentry offers practical, helpful advice to new leaders about what they must do to flip their way of thinking and acting to become the kind of boss people admire and want to support with their best efforts.”

—Stew Friedman, Practice Professor of Management, The Wharton School, and author of the bestsellers Leading the Life You Want and Total Leadership

“Every leader makes mistakes, but new leaders won’t make nearly as many if they follow Gentry’s advice. I wish a book like this, which explores the foundations of leadership in a highly engaging style, had been available early in my career!”

—Ingar Skaug, retired President and Group CEO, Wilh. Wilhelmsen ASA

“For smart, practical guidance on becoming a boss, there’s no better authority than William Gentry. His insights are grounded in first-rate research and the realities of organizational life—and refined by his own experiences as an up-and-coming leader.”

—John R. Ryan, President and CEO, Center for Creative Leadership

“Get this inspiring book into the hands of all your new leaders—it will accelerate their growth and build the leadership bench for your entire organization.”

—Vice Admiral Cutler Dawson, US Navy (Ret.), President and CEO, Navy Federal Credit Union

“This book is a must-read for first-time leaders, or those aspiring to be leaders. It also serves as an invaluable reference for human resource professionals to develop their next generation of leaders.”

—Marcia J. Avedon, PhD, Senior Vice President, Human Resources, Communications and Corporate Affairs, Ingersoll Rand, plc

“William’s research-based insights, heartfelt personal examples, and simple framework for practical application ensure this book will become beloved by new managers and the folks who develop them alike.”

—Alison Smith, MSPOD, Vice President of Organizational Design and Development, Caribou Coffee and Einstein Noah Restaurant Group

“Drawing on both his own personal experience and a wealth of empirical research, William Gentry outlines how new leaders must ‘flip their script’ to succeed in their new role.”

—Kevin Kelloway, Canada Research Chair, Saint Mary’s University

“William Gentry has provided an easily digestible framework for new managers that is backed by deep-dive research. There’s no arguing with this book—it’s thoughtful and data driven from beginning to end.”

—Tasha Eurich, Principal, The Eurich Group, and New York Times bestselling author of Bankable Leadership

“It’s about time! Finally a down-to-earth, compassionate, actionable book for every new supervisor who has wondered, ‘What have I gotten myself into?’”

—Elaine Biech, author of New Supervisor Training, ATD Workshop Series

“Fortunately, it’s never too late to make the six life-changing flips that William Gentry describes in this profoundly insightful book.”

—Joe Tye, CEO and Head Coach, Values Coach Inc., and author of All Hands on Deck
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This book is dedicated to the 297 new leaders who were part of my research, the literally millions of entry-level and first-level supervisors, managers, and directors on the frontlines, and everyone who is, or is about to be, a new leader. You can be the boss everyone wants to work for.
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Introduction

The Biggest First in Your Professional Career

Firsts. There are many “firsts” in our lives. First date. First kiss. First concert. First car. First album or CD (or MP3) you bought and listened to. First time leaving home. First time “with” someone, if you catch my meaning. First heartbreak. First child’s birth. Think about these “firsts.” I bet you remember a lot about those or other important “firsts” in your life.

Here’s another “first”—your promotion into your first managerial role, the first formal leadership position you’ve ever had. All you’ve known in your career is work, work, work. And you were crushing it. The reward? You’re a boss for the first time in your life.

Think about your own story. Do you remember when you heard the news and found out that for the first time in your life that you’d be leading others? How did it make you feel? Did you feel like this new leader, an engineer by trade?

Throughout your early years of employment, you always questioned leadership. You continually asked questions like “Why can’t we do it this way?” or “What are they thinking?” or “Is it really that hard to just do it?” When you become a leader, you’ll quickly realize why these questions aren’t easy and why things were done a certain way. You’ll be in charge of employees, which is a great thing. But you also have to answer to a different group, a group with “grown-up” agendas, whose members know this business inside and out. They may question whether they made the right choice in promoting you. This group, which now includes you, will lead the future of the company, and its members have certain processes that need to be followed or things don’t happen. These processes are usually the answer to why things are done a certain way, and as an individual contributor you just didn’t know all that was going on.

With all this said . . . I’m the youngest of a new generation of leaders. Deep down, I know there is room for improvement, that some processes could use a change. Change happens for a reason, and I’m not afraid to be that reason.

Or maybe this new leader’s story is more like yours:

I was sitting in my vice president’s office. It was a Friday. I gave “the business case” for the raise I felt I deserved. Stating how indispensable I was, how my skills were unique, and presenting the evidence supporting the impact I made on our department and the bottom line, it all worked like I planned. Finally, I was going to get that raise I had been asking for all this time. I never felt so vindicated. Then it comes:

“You know, one of the key areas of focus for the executive team in our organization is developing top talent. We’ve always thought that you’d be a great manager. You and I have talked about this before in passing, and you always said, ‘Now’s just not the right time.’ But I really think that with this raise comes more responsibility. Isn’t it time that you step up into a leadership role in our department?”

“Interesting,” I said.

“We think you’re ready,” my vice president said. “It’s a once-in-a-lifetime opportunity. Our department needs you, and our organization needs you. So, can you do it? We can sign the paper today, and we can make this official on Monday.”

“Wow. This is huge. I’m flattered. It’s definitely worth considering. But I have a question. I’ve never managed anyone before. Do you just expect that Friday I am a regular employee and Monday, magically, I’m a manager?”

I’m sure your story is unique, meaningful, and memorable to you. This person sounds sort of reluctant, realizing the magnitude of this “first” in his life. But maybe you’re like most people, excited to jump right in and do it, like the engineer.

Having that supervisor, manager, or director title, or something similar, looks good on your business card, doesn’t it? You should feel proud—it’s a big deal. And as a new leader, you probably hope to be a great boss, a boss everyone wants to work for.

But what does that even look like?

Well, there are the “bigwigs” and “top dogs” of business, military, politics, religion, or sports you’ve admired. You might aspire to be them one day, so those are good examples. Or you’ve been lucky enough to have a great boss; that’s a good place to start. Of course, many of us suffered under horrible bosses (not too unlike the movie), so that tells us what we shouldn’t do.

You have your own ideas on how to be a great boss. Don’t you want to know how those ideas hold up to the facts?

Don’t Believe the Hype

Let me set the record straight, and make this very, very clear. The boss everyone wants to work for is not a perfect, energetic, popular, animated, outgoing, gregarious, touchy-feely, audience-rousing, maverick of a rock-star celebrity who is the smartest in the room, everybody’s friend, and is not just liked, but beloved by all. We might aspire to this, but think about it. The best bosses you worked for weren’t all of those things, were they? Of course not. So, don’t put that type of pressure on yourself.

They also aren’t the all-knowing, godlike, self-admiring, self-involved, brownnosing, micromanaging, big-headed, rude, controlling, scream-at-and-threaten-people-to-get-the-work-done loners and jerks who talk a good game and say all the right things, with a win-at-all-costs attitude to boot. That’s not the answer either.

The science I’ll present and the stories you’ll read describe how you can be the type of boss everyone wants to work for. It is possible. But with that may come different reactions. No doubt, you’re eager to get on the fast track, and what a great way to start. Maybe you feel joy and acceptance, like you finally made it. Maybe you’re scared. Yeah, you could feel some dread. The thought of you getting stuck with it may cross your mind too. But in the end, you know you deserved it. You think you can master being a leader just as quickly as you mastered the work that got you promoted into leadership in the first place. The opportunity to change so many things at your organization for the better is there. And like any “first,” you know as well as I do that you will never get a second chance at leading others for the first time in your life. You don’t want to blow it. The pressure is on. Bring it.

Regardless of how you felt or under what circumstance you were promoted, I am willing to bet this: no matter what profession, function, or field you are in—working behind a desk, on the sales floor, or out in the field; working for the government, a not-for-profit, a Fortune 500 or otherwise; woman or man; young or old; in the United States, United Kingdom, Saudi Arabia, Singapore, or any place in between—the reason behind your “I-just-got-promoted-into-management-for-the-first-time” story and experience is shared with almost every other new leader out there:

I was an individual contributor or professional who got promoted into my first managerial role because I am highly competent; I have a track record of exceeding expectations; I am damn good at what I do; and, much like a superhero in a movie, I have a very special set of skills that make me who I am.

So maybe you have a particular set of skills. But as an industrial-organizational psychologist who studies and conducts research on effective as well as failed leaders, and as someone who designs and trains leadership development and executive education programs specifically for new leaders, one thing I’ve come to know is this:

Exceeding expectations and having a very special set of technical skills helps a person stand out from others and makes a high-performing employee, and possibly a kick-ass movie hero. It does not necessarily make a boss everyone wants to work for.

The Price of Being an Ineffective New Leader

It’s funny that you were probably promoted into your first managerial role and became a boss due to your individual success, technical savvy, subject matter expertise, and smarts. Funny because all that and a Starbucks gift card will only get you a venti iced skinny hazelnut macchiato, extra shot, light ice, no whip, when it comes to leading others. Ironically, as a new leader, you can’t rely on most of the things that got you that promotion into leadership in the first place. New leaders must do something much more substantial and, frankly, much more different from anything they’ve ever done before in their professional careers. It’s probably why so many are struggling, even failing, in their new gigs as bosses. Each of us could probably talk about one right now or, worse, feel that way about ourselves. And the numbers would back these stories too. Consider the following findings over the past decade:

•  Eighty-two percent of frontline leaders (where many new leaders are in organizations) are not rated as “excellent” in skills and capabilities as leaders.1

•  Eighty percent of frontline leaders are dissatisfied with the job they are doing as leaders, and 70 percent of their senior managers agree.2

•  Forty percent of newly promoted leaders fail within the first 18 months.3

•  Fifty percent of managers are labeled as incompetent, a disappointment, a wrong hire, or a complete failure by their coworkers.4

Organizations are promoting those who have never led before into important leadership roles at entry- and first-level positions on the frontlines mostly due to their great technical skill, their subject matter expertise, and excellent performance. And the numbers say what many of us know firsthand: New leaders on the frontlines are struggling, and it’s hurting the people around them, their productivity, and their engagement. Poor frontline leadership is the reason engagement programs are ineffective, and employees feel unhappy, uninspired, and less empowered.5 Upward of 60 percent report a loss of engagement, productivity, and turnover when there is poor frontline leadership, and in fact, one out of four organizations report a loss of profit due to poor or ineffective frontline leaders.6

The Raw Deal of Becoming a New Leader

These stats and stories hide an important fact: New leaders get a raw deal. Actually, many of them get no deal at all. If you’re a new leader reading this, odds are you probably know—and feel—what I’m talking about. According to a recent CareerBuilder survey,7 almost 60 percent of new leaders receive nothing in formal training or development when they become a boss for the first time. Nothing. Just a “We can make this official on Monday” congratulations and an expectation that as soon as HR approves the promotion, they will lead others just as effectively, if not better, than middle-to-senior-level executives who have had years of leadership experience. Or as one new leader told me when he became a boss for the first time:

I got a congratulatory handshake from my manager and this piece of advice as he walked away: “Now don’t screw it up.” That was the training and development I got as a new leader.

Can you think of any occupation or job, any task or skill, any time when people take on something new that they’ve never done before and receive no training, no counseling, no orientation, or no prep work? With the added expectation that they excel right from the start? Would you put someone behind the wheel of a car, big rig, motorcycle, or airplane without months of proper training? There are orientation programs for new employees. There’s marriage counseling for “nearly wed” couples. There’s Lamaze class for expecting parents. In almost everything that you do, where something is about to happen that is “new” and unique and that you’ve never done before, or some part of your life is about to change, there is almost always something new to learn and some sort of support in place to help you understand what’s going to happen to maximize your success.

And it’s not that way for those of us new to leadership?

Ridiculous.

Becoming a leader for the first time in your life is no doubt one of the biggest psychological and emotional shifts you will ever experience in your career. It’s totally different from what you do in your normal, everyday work as an individual contributor. It’s inconceivable that you aren’t getting any training, development, or help, given your importance. You are part of the biggest population of leaders in organizations: entry- and first-level managers, supervisors, or directors on the frontlines. You are often regarded as the most important leaders to the long-term future of organizations. You directly supervise and lead more people than any other managerial level in organizations.8 You often have the biggest impact on team productivity, employee engagement, and customer satisfaction.9

Yet so often nothing is done to help individual contributors transition into leadership when they’ve never led anyone before. And those fortunate few who actually do get help get way less in time and support than a mid-to-senior-level executive, who usually gets two to five times more development dollars than a new leader on the frontlines.10

And what’s even more troubling? The pressure to make this transition quickly. I frequently ask people, “How many days does it take for you to finally conclude that a person promoted into his or her first managerial role failed in making the transition?” When I average responses, the answer comes out to a little over 20 weeks (143.8 days to be exact).

Ridiculous. And sadly, true.

You and other new leaders are getting a raw deal, as if you were being set up for failure before you even get started. That’s why my passion is helping new leaders like you successfully transition into becoming the boss everyone wants to work for.

Why This Book?

I want to help new leaders by turning the research I conduct and know into practical, actionable content you can use now in your leadership role. Whether you are on the fast track and about to be a boss for the first time; you just got promoted into leadership for the first time; or you’ve only been a boss for a few months, this book is for you. It is designed for the almost 60 percent of new leaders who get nothing when they become a boss for the first time, and to help others who received some training and development, but by no means the time, help, resources, and attention deserved.

But let’s say you’ve had that supervisor, manager, or director title on your business card or LinkedIn profile for a while now. You’ve been a boss, but it’s gotten old. Maybe you’re one of those statistics; you never received the training and development to enhance your knowledge, skills, and abilities when you got promoted long ago. Even though I just said you never get a second chance to lead others for the first time, well, this is your golden ticket. This book can help you by giving you what you may have never received.

If you want to be more than that title on your business card and you want to step up your game, there’s hope. This is your fresh start. You can be a new leader and the boss everyone wants to work for.

As you read this, there’s probably some eye rolling. Hey, I get the potential hypocrisy in all of this. Writing about how to be the boss everyone wants to work for is so much different (and easier) from actually being that boss. It would be like someone who has never been a parent writing a book on parenting and expecting people to buy it, read it, recommend it, and for it to become a best seller. Anybody can write a book on leadership these days. Just include what people like to hear, sprinkle in some feel-good inspirational stories, anecdotes, testimonials, and advice, right? You don’t even have to be a leader to write such a book.

Although that could work, would you be willing to risk your success as a new leader on unproven opinion and advice that rarely has credible evidence to back it up? By those who may have never lived a day being a boss or can’t even remember what it was like being a new leader?

I get how you feel, because I would feel the same. I’d be curious, hesitant, skeptical—maybe even a little cynical and critical. I get it because I am it: As I wrote this book, I got promoted into my first managerial role ever, as a director. One day I was a researcher, and I still consider myself to be a damn good one. But now I’m a new leader. In fact, that reluctant leader you read about earlier? That’s me. Here’s the rest of that story:

“Wow. This is huge. I’m flattered. It’s definitely worth considering. But I have a question. I’ve never managed anyone before. Do you just expect that Friday I am a regular employee and Monday, magically, I’m a manager? . . . Plus, I’m writing a book for new leaders. If I take this director position, I won’t have time to write the book, which means a lot to me. Being a boss takes up so much time. I train them and I’ve heard their horror stories. I know I’ve said it before, but I still feel the same: Now’s just not the right time.”

“Well, don’t you think it’s the perfect time since you’ve done the research on what it takes to be a new leader?” My VP continued, “You can use your research to help yourself as a new leader. And your experience, along with the research and training you do, can help so many new leaders out there who’ll read the book. That’s a win–win for everyone.”

I’m not saying I was “guilted” into taking the position. But my VP used my own research and passion to help new leaders and those who deserved to get help but never did when they stepped up into leadership, to persuade me to take the position. And it worked. That’s why I think this book, more than any other out there right now, is so uniquely positioned to help you and other new leaders. I use research, best practices, my experience training new leaders, and stories from the frontlines (including my own) to persuade, educate, move, challenge, and inspire you as a new leader your first time out, or this time around, to be the boss everyone wants to work for. I want this book to help you transition from acting as a successful individual contributor and technical expert to thinking and behaving like a leader.

So how is this book any different from the thousands of other books on leadership? Because it delivers the triple threat: science, practice, and art. I research new leaders. I train them. I am one of them.

The Science: I Research Them

I’m a quant-geeky researcher—I admit it. I’m an industrial-organizational psychologist, and proud of it. I love research and have a passion for using it to help convince leaders what to do (and not do). Particularly new leaders. The scientific research I provide in this book is either tested over time or is the newest and best out there. In fact, my latest research examines almost 300 new leaders for the sole purpose of this book. What you’ll read is customized to help new leaders and those on the frontlines. So, if you need reasons why you should do things to be the boss everyone wants to work for, they’re not based on my opinion. It’s the science and research that will tell you why.

But I promise, you won’t find a bunch of statistics, equations, and correlations here (I know that’s a relief; no offense taken). What you will find are insights separating fact from fiction, from my knowing and doing the research and all the reading and writing of academic articles, blogs, and tweets that come with it. You will clearly understand what the research means for new leaders and what to grab from it.

The Practice: I Train Them

I’ve had opportunities to train other, more seasoned leaders. But I have a place in my heart for new leaders and managers working on the frontlines. They are so important to the success of organizations and impact the lives of so many people. And as I said, it’s ridiculous that they don’t get the help and support they deserve.

From my experience designing and training programs specifically for new and frontline leaders, I feature these best practices, based on good science. In this book, you have the best knowledge at your fingertips and the answers to many questions new leaders often have. Some will be quick and easy fixes; others are more difficult and will take time. All are applicable to you, and can be used in the moment, or as part of long-term developmental plans to help you succeed.

The Art: I Am Them

Science explains why. Practice says what. But one of the best ways I’ve found to understand and help you and other new leaders be effective is the how. How do you do this “leadership thing” anyway? How do you apply the science and the practice? The only way is to speak from the successes, mistakes, and experience of actually being a leader. That’s the how. That’s the art. And it is all detailed in this book.

Unlike most new leaders, I knew exactly what I was getting into, based on my research and from the hundreds of new leaders I’ve trained. That’s why I was so hesitant. I knew it would be difficult before I even started. Being a boss for the first time in your life is not as glamorous as everyone thinks. At times, it’s thankless.

I totally sympathize and empathize with every single new leader out there. I’ve felt and experienced what you’ll likely go through or what you’ve already faced. You can’t rely on the technical skills that got you promoted. Dealing with people more than you had to (or wanted to) before may be demanding. Letting go of the work that you loved doing can leave you confused, frustrated, or threatened. It’s awkward and uncomfortable at times. You get angry. You sometimes feel alone and lost. Doubt starts to creep in. You start second-guessing yourself. There are times you don’t feel very bright—maybe even feel like you’re on the verge of total failure. You feel no one really “gets” you and your situation.

But I do. I’ve felt all those things.

But there’s the flip side as well. As a new leader, you can make a difference in the lives of others and your organization. You help people set, meet, and even exceed their goals and expectations. You can inspire others to greatness. That sense of a “win” when your team helps others, develops the next big innovative product, or lands that whale of a client is exhilarating. I know how valuable you can be to the people you lead and serve.

As a boss promoted into his first leadership position ever, I’m right there with you, and that’s one of the main reasons why I wanted to write this book. I wanted to help all new leaders out there get it right this time, with stories backed by sound, reliable evidence and advice that is tried and tested. But whatever you do or however you feel—frustrated, worried, apprehensive, afraid, overwhelmed, or worse, thinking that “I can’t do this”—I truly believe you can be the boss everyone wants to work for. There is a way. Just follow this one main idea in everything you do as a leader: Flip your script.


chapter 1

Flip Your Script So You Won’t Flop as a Boss

This book provides one overarching theme for new leaders to be the boss everyone wants to work for: Flip your script. I believe you can truly be the boss everyone wants to work for if you are willing to flip your script.

First, let’s be clear on what a script is. Think about a play, musical, movie, or television show you’ve watched. It was scripted. It used written text to guide the performance. And you know those scripts; you can spot them a mile away in romantic comedies, Shakespearean plays, Greek tragedies, thrillers, or dramas. You could probably write the script about these people: the third wheel; the bridesmaid who is never the bride; the party-like-a-rock-star, wicked-funny, good-looking hero; the devious villain; the jock; the nerd who gets the girl in the end; the wallflower who was beautiful all along. These people do what they are supposed to do, act the way they are supposed to act, and live the way they are expected to because of the scripts that are written for them by writers.

But scripts aren’t just for jocks, nerds, villains, heroes, and heroines on stage and screen. We all have scripts in our lives. In your own life, you write your own script and live your life based on what your script says about the various roles you have: parent, child, partner, spouse, sibling, community activist.

Your script helps you understand who you are and how to live. It’s what is expected of you. When you write your own script, you provide details about how you are supposed to think; what you are supposed to do; how you should act, feel, relate with others; how you should view the world; and how you should view yourself. Scripts help us understand our roles and our purpose.

The Individual Contributor Script and a Breakup Line

At work, you definitely live by a script. Oddly enough, the script of a successful individual contributor reminds me a lot of that old breakup line many of us have used—or, like me, heard all too often—when someone’s about to get dumped. You know the one: “It’s not you; it’s me.”

So what does that breakup line have to do with the script of an individual contributor, you may ask? Well, have you ever noticed where the spotlight and center of attention is when someone uses that “It’s not you; it’s me” breakup line?

Not you. Me.

No doubt, many successful individual contributors and technical experts shine the spotlight, not on “you,” but on “me, myself, and I” to get success. The script usually goes something like this:

Keep my head down. Work harder than everyone else. Push to get things accomplished. Rely on my technical skill, knowledge, resourcefulness, and unparalleled effort to get ahead. Do my job and do it well. That’s how I will separate myself from everyone else and become a subject matter expert and well respected at work. That’s how I get rewards and recognition. That’s how I will get ahead.

The script is the reason individual contributors get promoted into their first managerial role:

I got promoted to my first managerial role because of my dedication, my drive, my initiative, my work ethic, my technical skills, and the accomplishments I made that directly contributed to the success of the team and organization.

It’s all about “me, myself, and I” as an individual contributor. That “me” mentality is at the heart of the script of individual contributors, technical experts, and professionals everywhere. And we’ve been living this script ever since we can remember, even as kids, to get ahead, to get attention, to outshine everyone. Focusing on “me” and “my” talents, knowledge, efforts, and unique set of skills and abilities brought awards, accolades, recognition, and approval. It made us successful in our educational endeavors and in extracurricular activities. And at work, that’s how we became valuable and successful individual contributors, subject matter experts, and well-known professionals in our organization, if not more broadly.

The script works, and there’s nothing wrong with it for individual contributors and technical experts. And because the script worked for us before, we think it should work as new leaders. Why wouldn’t it? Like the saying goes, “If it ain’t broke, don’t fix it.”

But here’s the problem. Many times in life, the situation changes, and we neglect to alter our scripts to be successful in that new situation. So we keep living that same script each and every day, not knowing that it just doesn’t work. That’s why I think many new leaders stumble from the start. What so many new leaders have come to know (oftentimes too late to do anything about it) is that success in that new boss role is no longer defined by “It’s not you; it’s me.”

Yes, the script for an individual contributor ain’t broke. But it won’t work for a new leader. The script of a boss that everyone wants to work for is different.

So What Must You Do? Flip Your Script

The script for individual contributors is all about “me” and “my” own abilities, achievements, technical expertise, and personal desire to get ahead. That’s not necessarily a bad thing; having ambition and seeking personal excellence are worthy traits. It’s perfectly normal for us to be motivated to succeed and do well in life. It’s the reason individual contributors were promoted into leadership in the first place.

But to be a successful leader, to transition from a technical expert to a leader of people, you must be willing to shed the “individual contributor” role that got you the promotion to leadership in the first place and stop shining the spotlight on “me, myself, and I.” You must want to change, truly believe that you can change, and be 100 percent committed to change. Actually, strike the word change—flip is a better word than change. You must want to flip, truly believe that you can flip, and be 100 percent committed to flip your script. I believe you can truly be the boss everyone wants to work for, if you are willing to do this.

So what does “flip your script” mean?

Well, you know the script of an individual contributor. It’s like that old breakup line: “It’s not you; it’s me.”

To be the boss everyone wants to work for, flip it:

“It’s not about me anymore.”

Flip your script from “me” to “we.” Flip from a “me mentality” to putting attention on “we” and “us.”

It sounds so simple, doesn’t it? Maybe too simple. But you know as well as I do, it’s so difficult to do. Just look around. So many of us see (and work with) leaders who haven’t flipped their scripts, like this one:

Lee, sales are down 15 percent this month. You know I pride myself on being at the top. I always was when I was in your shoes, not too long ago. So buckle down. Work harder. Call more people. In fact, that sales lead call you have in ten minutes? I’ll sit in, and you introduce me to Ms. Oakes—that’s her name, right? And then I’ll take over and show you how it’s done. I had to do the same thing with Vicki earlier today too. Do I need to remind you of all the incentives we’ll get if we meet the targets I set? I am not going to have my meeting with Mr. Scott and tell him I missed our group’s goal the very first quarter I took over sales.

That old script—that relentless determination to complete work, reliance on technical savvy, being a subject matter expert, that focus on “me,” to get rewards, recognition, and impress others—is nowhere in the script of a new leader who wants to be the boss everyone wants to work for.

So what would it look like if that new leader flipped his script? Maybe something like this:

Lee, I’ve noticed sales are down 15 percent this month in the reports. What’s your opinion on why? . . . Hmmmm, I didn’t know there was a process issue. And it’s affecting others on our team too? So what do you think could be done? . . . Lee, that’s a great idea. Can you write a memo detailing your thoughts, clearly showing how your idea can better our sales? I’ll be sure to tell Mr. Scott and mention that you came up with this great idea. And that call with Ms. Oakes in ten minutes—is there anything I can help you with? No? Well, I know you’ve got this, I have confidence in you. Afterward, let’s have a 15-minute debrief and talk about the call, what went well, and what you learned from that call that will help you in future calls, okay?

That’s the type of boss everyone wants to work for, a boss who flipped his script.

Clearly, the situation has changed now that you are the boss. As a new leader, your script is much different from the script of an individual contributor, the script that you’ve lived your entire life, the script that made you successful and got you the leadership position. It’s no longer about being better than others, about what “I” can do, “my” technical savvy, abilities, expertise, knowledge, and ability to get all the work done, proving “my” worth. Realize that the biggest driver of any new leader’s success is not about “me” anymore. Make others—your staff, your team, the people you lead and serve—successful and help them fulfill their potential.

This is your wake-up call to stop living the “It’s not you; it’s me,” script. Flip your script from “me” to “we,” and embrace “It’s not about me anymore.” Flip from being the center of attention to shining the spotlight on others.

Six Ways to Flip Your Script

Flipping your script is a huge idea, a big deal. It goes against every normal and natural instinct you may have. It’s so different from everything that has made you successful up to this point in your career. But leading others is so different from anything you’ve ever done before.

It’s difficult to do. So don’t take it for granted. The chapters of this book will help you with six parts of the script you must flip in order to be the boss everyone wants to work for.

Chapter 2: Flip Your Mindset

You’ll realize how to avoid derailing at such an early point in your career (and later in life too). Based on my latest research of almost 300 new leaders, this chapter will help you flip your mindset to start thinking like a new leader.

Chapter 3: Flip Your Skill Set

Individual contributors rely on their technical skill to do their job and get ahead. That’s their script. But many new leaders struggle because (1) they rely too much on technical skills that a boss clearly does not need, or (2) they were never told what skills they needed to be successful leaders in the first place. Through my latest research, I’ve identified four skills that new leaders often struggle with the most. So flip your skill set. You’ll read about communication and influence in this chapter. Leading teams and developing others come in the next two chapters.

Chapter 4: Flip Your Relationships

As a new leader, your relationships are different. For instance, your former peers—some possibly being your friends—now report directly to you. Plus, you actually lead a staff or a team of people. In this chapter, you’ll understand the relationship aspects of leading others.

Chapter 5: Flip Your “Do-It-All” Attitude

To be the boss everyone wants to work for, it’s not about doing all the work anymore. As a boss, you’ll flip your script in the way you define, think about, and conduct work, which includes developing others.

Chapter 6: Flip Your Perspective

Individual contributors usually have a narrow view of the organization. As a new leader, flip your perspective and expand your view. Here, you’ll understand what “politics” really is. Plus, you’ll gain the awareness and ability to navigate the politics inherent in your organization through your political savvy, including “managing up” and working in a matrix.

Chapter 7: Flip Your Focus

New leaders must understand that their actions and decisions can have repercussions far beyond themselves. So, flip your focus. You’ll appreciate the importance of integrity, character, doing the “right” thing, and building trust, now and as you climb up the organizational ladder.

Chapter 8: Stick with Your Flipped Script

Finally, Chapter 8 will help you stick with your flipped script to be the boss everyone wants to work for.

That’s a lot to take in, I admit. If you think about it, there are entire books on the topics each chapter presents. To make it manageable and easier for you to flip your script, I’ll provide a couple big takeaways in each chapter. You can put that information to work immediately, and you’ll have opportunities to continue your learning (along with some exclusive content, more tips, and several other answers to the old “Just tell me what I have to do” appeals) in “The Coach’s Corner” at the end of each chapter and on the companion website (www.WilliamGentryLeads.com).

And know this: you don’t have to take on flipping your entire script all at once. Like one of my mentors says, “You don’t have to try and swallow the entire ocean.” After reading the book, you’ll know the one or two areas you can start to flip (and “The Coach’s Corner” and companion website will help out a lot too). You can be the boss everyone wants to work for, and this book will show you how. Flip your script.

The Fine Print. Or “This Book Isn’t for You If . . .”

With all that being said, here’s “the fine print” that you must read. Here are four not-so-subtle points you should consider before reading the rest of the book. Warning: Myths will be shattered. If any of these describe you, return the book and get your money back.

Point 1. If You Believe Leaders Are Born, Not Made, This Book Isn’t for You

It’s an easy cop-out: “I wasn’t born a leader, so I’ll never be a leader.” That excuse is no longer acceptable. And it wasn’t even true to begin with. No matter who told you or what you’ve heard, being born into leadership is not necessary to be the boss everyone wants to work for. Science actually debunks that old adage “Leaders are born, not made”—it’s total garbage, or at least 67 percent garbage. The scientific study of genes and leadership1 exposes that, at the most, one-third of leadership is born. That means two-thirds is made. Even my own research at the Center for Creative Leadership (CCL) uncovered that a majority of top leaders of organizations around the world think leaders are more made (i.e., can be developed) than they are born.2 (This is just one example of how I am going to use science and research to help you flip your script and be the boss everyone wants to work for. See? That wasn’t so bad.)

And if science isn’t enough, just look around your own organization or consider the people you know in the world. Granted, most of us will never be president, admiral, general, superintendent, or CEO. No matter if these positions are on your radar or not, you don’t need to have credentials the length of your arm, come from privilege, or have the necessary “genes” to be the boss everyone wants to work for. So many of us are underdogs who can rise up through the ranks, without privilege, money, or fame, and become great leaders. You shouldn’t feel leadership is impossible, that you’ll never be able to get this “leadership thing” because you’re not famous, not a one-percenter, or not at the top of your class. You shouldn’t feel that because you aren’t a born leader, you’ll never have the chance to be one. And if people are telling you that, buy another copy of this book and show them, or use it to hit them over the head with it (okay, bullying probably isn’t the answer, as you’ll read in Chapter 2). So, first, if you firmly believe that leaders are born, not made, this book isn’t for you.

Point 2. If You Expect That Transitioning into Leadership Will Be Easy, This Book Isn’t for You

If there were some magical “if X, then Y” flowchart that worked 100 percent of the time, or if there were an app that guaranteed success in each and every situation you encounter as a new leader, I would give it to you. But when you lead others, easy fixes are rare and more likely than not, difficult. However, it can be rewarding. So, second, recognize that it is hard to flip your script. It will take effort but will be so worth it in the end. However, if you think you’ll breeze right through with no sweat, this book isn’t for you.

Point 3. If You Are Afraid to Make Mistakes, This Book Isn’t for You

It’s a cliché and it’s true: We all make mistakes. We all have things we should work on. When you flip your script, allow yourself to make mistakes. Be vulnerable. Research professor Brené Brown studies and speaks about the importance of being vulnerable and how it can help you lead an authentic life (check out her powerful 2010 TEDx Houston talk on You-Tube3 and her various books, such as Daring Greatly4). Here’s one story of a new leader being vulnerable, admitting faults, weaknesses, and imperfections:

I remember an assessment that my coworkers took to rate me in terms of how effective I was in different areas of leadership. Yeah, I gave myself some 3s, just to keep my ego in check. But mostly 4s and 5s. Then I got the data from my coworkers. At first I was surprised. Then I became angry. Then I was very hurt. I felt like a total failure. Getting a 1 or a 2 on “communication,” or “delegating,” or “resolving conflict” is not enjoyable to see, particularly when I thought I was doing rather well in those areas, especially communication—it’s a major portion of my research! How can I be horrible at something that I study and write so much about?

That new leader is me. Clearly, I’m not perfect at leading others. Neither was the engineer I mentioned earlier. The nearly 300 new leaders in my research who are the foundation of this book, or others you’ll read about, are not perfect. Neither is your boss. Even the most successful leaders who have made it to the top of organizations or their fields were not perfect. You don’t need to be either.

Though you’ll read a lot of success stories, many times you learn even more from your mistakes, weaknesses, hardships, vulnerabilities, and even failures. Our research over decades at CCL says hardships and failures help make leaders who they are today.5 I will be sharing the challenges, weaknesses, mistakes, and failures of new leaders I have studied and trained, and my own shortcomings, failures, and lessons learned. Let these stories help you navigate being a new leader or help you rectify any recent mistakes you’ve made as a boss.

All of us make mistakes. We oftentimes fail. But the best leaders learn from them. And in fact, those mistakes and failures some may see as a strength, as in this comment about one of the best performing new leaders in my study:

One of his strengths? He admits his own failures and weaknesses. That lets his team know it’s okay to do the same.

Perfection is not a prerequisite to be the boss everyone wants to work for. Allow yourself to be less than perfect. Allow yourself to make mistakes and learn from them. Allow yourself to be vulnerable; it may actually help you. But if you can’t, this book isn’t for you.

Point 4. If You Don’t Want to Flip Your Script, This Book Isn’t for You

Finally, it’s like I tell all the new leaders I train:

I can’t guarantee you will succeed. But those who are successful—they wanted it. They believed they could flip their script. You can come to CCL or any other prestigious place in the world to get leadership development, to get the best training money can buy. But if you are unwilling to flip your script, if you don’t see the point, all the training in the world will not work. Just like the research shows, you have to want to flip your script and believe you can do it.

Well-known theories on motivation, self-efficacy, goal setting, and control, as well as tons of research, all reiterate that if you want to flip your script, you can. But you must be willing to shed the “individual contributor” role that got you the promotion to leadership in the first place. You must value flipping your script, clearly see how flipping your script will positively affect outcomes important to you, see yourself able to do it, and have support from others.

The glue that holds this book together, every single research-based tip, tool, and piece of advice I provide in this book and elsewhere, all of it is based on one single thought: flip your script.

So, anytime you are in a situation and wonder, “What should I do?” ask yourself:

Have I flipped my script? Am I looking out for “me” and putting “me” in front of everyone else? Or have I truly flipped my script and realize, “It’s not about me anymore?” Is it truly less about “me” and more about “we” now? Is more time being invested on getting things “I” want, or on helping others—my direct reports, staff, team, coworkers—develop and grow and getting something we all want?

More times than not, you won’t go wrong being the boss everyone wants to work for if you flip your script. Leaders are great when they want others to succeed, when they realize, “It’s not about me anymore,” and when they think less about “me” and more about “we.”

Looking back, taking the promotion into leadership was actually a fortuitous coincidence when writing this book. Even though I knew what I was getting myself into, being a new leader was invaluable in writing this book for new leaders. Let the science, practice, and art I describe and present in this book give you a solid foundation to understand why, what, and how to be the boss everyone wants to work for.

It’s time for you to flip your script. If you truly believe that you can, are 100 percent committed to flipping your script, and want to be the boss everyone wants to work for, this book is for you. Read on, and get ready to flip your script.


chapter 2

Flip Your Mindset

I’m driving home Friday. I’m pumped about my raise. All these thoughts start going through my head, like, “How am I going to celebrate? What will I do with that extra money each paycheck? What new things will I buy? Maybe those golf clubs I’ve wanted.” Then it hits me—I’ve got to lead people now. I’ve been an individual contributor all my working life. How do I suddenly start on Monday being a boss?

I felt awesome driving home. It really was an honor that my organization wanted to promote me into a leadership role. And that the executive team and others in my organization thought that highly of me? Wicked awesome.

Being a boss was a new challenge for me. Yeah, I was hesitant. But I really was up for it. I’ve always been up for a challenge.

But I definitely had that “Oh bleep” feeling too. I knew that when I sat down at my desk on Monday, that comfortable feeling of being in control, responsible for me and my actions alone, and the confidence that I was pretty darn good at what I did, would vanish. I knew that on Monday, something would be different. I had to be different.

So what did I do? I did what any highly motivated go-getter would do who wants to prove that he deserved the promotion into leadership.

I crammed.

I’ll rephrase that. I seriously thought about cramming. I thought about pulling a couple all-nighters perusing all the blogs and reading all the pertinent journal articles possible, and ordering all the leadership books I could, with overnight delivery. I was going to cram like it was an exam I hadn’t studied for. But preparing to be a boss by cramming and pulling all-nighters won’t work for a new leader. Doing nothing with a “business as usual” outlook won’t work either.

What will? Take a deep breath, and accept that as soon as you get promoted into your first leadership role, you aren’t an individual contributor anymore. And flip your script. If you don’t, your career is likely on a track to derailment.

Derailment: Are You a Train or a Trainwreck?

We all know them—we’ve seen them walking in our organizations. We may even be one. Rock star. Golden child. High potential. Da bomb. We’re kind of a big deal, as Ron Burgundy from the movie Anchorman puts it. People in our organizations with huge upside. Several of them make it as leaders and have successful careers.

But sometimes, for various reasons, some don’t. They stopped progressing. They were demoted or fired. That’s what derailment is, and I’ve been studying it at CCL since 2005. Morgan McCall and Michael Lombardo, well-known researchers at CCL, were among the first to uncover reasons why people derailed decades ago, and those reasons are still relevant today.1 Be aware of these because they can get in the way of flipping your script and ruin your chances of being a boss everyone wants to work for.

Reason 1: “$@#! Happens”

Some reasons leaders derail are beyond our control. For instance, “$@#! happens” with a downsizing, merger, reorganization, or bad luck. Things that have nothing to do with who we are, things that happened in our organization that we had no control over, derail our chances at being an effective leader.

But even when “$@#! happens” and you survived that downsizing or reorg, you may still derail because you failed to do something that you actually had control over. Many rock-star individual contributors derailed as leaders because they were set in their ways, unable to change and adapt to new surroundings, environments, and organizational or management culture. They didn’t flip their script. As a new leader, adapt to changes that come your way, to avoid derailing.

Reason 2: Success Goes to Our Heads

Because rock-star individual contributors lived the script that helped them become successful, they’ve hardly ever received negative feedback. They start believing in their own press clippings. They get big egos. They feel invincible. So, they become overly ambitious and unaware of the follow-through needed to move work toward completion or meet the obligations of the business. When some transition to leadership, where they can’t rely on their successes, talent, skills, and technical savvy anymore, it all falls apart. They didn’t flip their script. They derailed.

Reason 3: Weaknesses Were Ignored and Never Addressed

Our own weaknesses play a huge role in derailment. Granted, these weaknesses may have been overlooked in the beginning. They may have even “worked” in the beginning. But over time, these weaknesses persisted, were ignored, never addressed, and eventually led to derailment.

Think about the person in your organization who is rather cold, arrogant, or insensitive. This individual doesn’t handle conflicts well and can’t build teams effectively. He or she is self-centered and gets things done by being insensitive, pushing others as hard as humanly possible, up to and beyond the tipping point. This person yells, screams, belittles, berates, and leaves a trail of bruised people behind. In the script of some individual contributors, bullying helped them become successful; it’s how they made (and exceeded) the numbers and got ahead. And research sort of supports it. Gerald Ferris and his colleagues2 believe bullying can be effective at certain times and in certain situations if used infrequently, strategically, and for short-term improvements. Bullying “immature” workers may force them to either “shape up” or, better yet, compel them to “ship out” so that the position can be filled with someone more appropriate, mature, or just plain easier to work with.

So does this mean the boss everyone wants to work for should bully others? No. Ferris and his colleagues also say emphatically that bullying is not effective in the long term and can cause a dysfunctional work environment. People who are bullied at work tend to feel less satisfied in their jobs; their health worsens; absenteeism rates rise; and they’ll want to leave your organization for good. Further, the long-term effects of constant bullying lead to decreased motivation, morale, and satisfaction in jobs. All that bullying, pushing, and insensitivity is really part of a weakness some leaders may have. And bullying definitely won’t work as leaders move up the organization, where artful influence, perspective taking, and political savvy are undeniably needed.

These leaders who bully clearly have problems with interpersonal relationships and are unable to build and lead teams. If these or other ignored weaknesses have been part of your script as an individual contributor, flip your script now.

Reason 4: Strengths Became Weaknesses

Lastly, strengths people had as individual contributors may become weaknesses as they become leaders later. No doubt, we all must rely on our strengths, the things we are good at, the things that make us stand out from other people. Strengths are part of our script. They make us subject matter experts and specialists in our trade, and help us get promoted into leadership. For example, being independent is a strength many individual contributors have, and oftentimes part of our script.

But strengths like independence, which served us well as individual contributors, can become weaknesses later as leaders. For instance, new leaders must rely on others, work with others, and manage teams. Although you were being lauded for the independence that’s part of your script as an individual contributor, as a new leader you will be criticized and vilified for your independence because it is nowhere in the script of a boss.

Derailment definitely went through my own head, as a new leader, before my “official” first day as a boss.

It’s sort of ironic; I study derailment, and now that I’m a boss, I’m nervous it will happen to me. One of my strengths is my ability to do things on my own. I get things done by myself all the time. But as a new leader, if I really and truly intend to succeed at being a boss, I should let that go. I must work with others to accomplish some major things that I would never be able to do alone. If I try to do it by myself, I may start behaving like those derailed leaders I study.

Maybe knowing all of these reasons could have helped Kurt avoid derailment.

A Case Study in Derailment: Kurt the Expert

Kurt excelled in high school. He was in all sorts of extracurricular activities, got into a great college, graduated with honors, and got into his first choice for a graduate program. During an internship, he landed in a dream organization, and excelled at doing all the work he was assigned, and more. He continually went above and beyond what was asked and became known for things he’d always been given praise for his entire life: his confidence, discipline, drive, determination, rigor, attention to detail, strong work ethic, ambition, take-charge attitude, and technical ability. He was groomed to be a supervisor as soon as he finished his degree.

“It’s a lock,” Kurt thought. “They’d be stupid if they didn’t hire me. I’m productive. I get work done. All I have to do is pass this simple little supervisor selection test. I just have to say all the right things, answer all the questions correctly. No problem.”

Though he thought he knew all the answers, he failed the test. He was shocked and dumbfounded. He asked his boss and superiors what went wrong. “Kurt, you clearly conveyed that you have the knowledge and skills to be a great worker. But you fell short in telling us how you can work well with others. You don’t have the experience beyond your job to understand how things work around here and how relationships are so important. You didn’t convey how you can lead teams effectively and explain how you can encourage, manage, and motivate others. You just don’t have enough experience being a supervisor, and in all the things supervisors must do, in order to be a supervisor.”

Kurt’s dream job was gone. There was no place else to go in the organization. Eventually he had no choice but to leave the organization.

You can probably see how the behaviors and reasons people derail all played out in Kurt’s derailment. Kurt’s ego got the better of him. He clearly had knowledge and technical savvy. But he wasn’t able to show that he could cultivate relationships inside and outside his department. He couldn’t get out of his role as a great individual contributor and show how he could work well leading teams and working with others up and down the organization. His strengths as an individual contributor clearly were weaknesses as a supervisor. He never flipped his script.

Let Kurt’s story be a warning sign that it can happen to anyone.

Even me.

I’m Kurt. I had my “dream job” all lined up for me out of graduate school. Yet I failed the supervisory selection test for all the reasons listed. And here is the humbling, ironic part. I failed a supervisor selection test made by a bunch of industrial-organizational psychologists. My degree? Industrial-organizational psychology. My major field of study? Leadership. So, I failed a test that in many respects I had the degree and education to actually make. Epic fail.

Out of graduate school, I was known for being bright, highly skilled, and a hard worker. The script obviously worked for me as an individual contributor. But my career stalled out and derailed at that organization because I thought I could just rest on that reputation. I didn’t realize I had to flip my script.

Granted, some of you may be saying, “This isn’t me, and it will never be me.” You may be right. It’s like what I’ve said in my research: about half of managers are effective in the workplace3 and are great at what they do. They will never venture too far into the possibility of derailment.

Of course, if my research says 50 percent of managers are effective, that means the other 50 percent aren’t. So some may be living in denial, on their way to derailment, and just don’t know it yet. In my research, blind spots are relevant predictors of derailment potential, and it can happen to anybody. Let this be a public service announcement for you to flip your script to get off the track to derailment.

Others, however, may see it unfolding in front of them. You may feel helpless and demoralized because you do see the derailment signs. Is there hope? Emphatically, yes! With work, time, and support, you and anyone else who truly want to get off the track to derailment can. That’s what the science, practice, and art behind this book are all about.

Your Mindset Is a Terrible Thing to Waste

For all new leaders, let this be your wake-up call. If you truly want to be the boss everyone wants to work for, the first thing you need to do is flip your mindset.

Why You Should Flip Your Mindset

In my latest research on nearly 300 new leaders, the most effective ones flipped their mindset.

First, I gathered performance ratings of each of the new leaders. Through CCL assessments, I asked the bosses of these new leaders how well they were doing on the job as new leaders, to understand who excelled and who struggled.

I also asked these new leaders a series of questions about their own motivation behind learning and development.4 Now, we all have motivations, reasons why we want to learn something new. One of these is Charlie’s main motivation:

I want to learn because it will make me look good in front of others, especially my coworkers. It will really set me apart from everyone. I’ll impress others with what I’m learning, and I’ll get some great recognition too, which is pretty motivating.

Now, there’s nothing inherently wrong with this. We are all ambitious and seek personal excellence. For some of us, that’s our major motivational factor for learning. For others, it’s sort of in the background. But all of us have this motivation for learning to some degree or another.

There’s a second motivation we all have, like the one Judy primarily feels:

I want to learn because I find learning inherently satisfying. I really love to learn; it’s so engaging to learn something new. It’s fun. It’s not really about me, my skills, my abilities, and wanting to impress others. No, I’m motivated to learn because of the joy that comes from it.

Again, some of us feel this way a lot, some a little. But all of us have this motivation for learning to some degree or another.

So how do those two motivations play out for new leaders?

Let’s first look at new leaders who were struggling and were ineffective in their jobs, according to their bosses. Their motivation to learn because it brought them recognition, made people aware of how good they were, and impressed others (like Charlie’s major motivation) was more prevalent than the motivation to learn because it was fun, exciting, and engaging. It’s like that old breakup line: “It’s not you; it’s me.” And we know that’s the script of individual contributors who want people to know how talented they are, drawing attention to their own abilities, achievements, and personal desire to get ahead. Their script stayed the same and never flipped when they transitioned into leadership. And the results suggest they weren’t very successful.

And the new leaders who excelled? The ones with high performance ratings from their own boss? The opposite was true. Their motivation to learn because it was fun, exciting, and engaging (like Judy’s major motivation) far outweighed their motivation to learn because it would bring them rewards, recognition, and would impress others. They flipped their script by flipping their mindset.

Want to be effective as a new leader and be the boss everyone wants to work for? My research on new leaders suggests that you flip your script by flipping your mindset. Be motivated to learn because it’s fun, engaging, exciting, and you enjoy it.

Some have found the importance of flipping your mindset. Carol Dweck is arguably best known for her book Mindset.5 According to Dweck, there are two predominant mindsets. Some people have a fixed mindset (what some academics call entity theorists). They think what gets them ahead in life are their innate abilities, intelligence, talents, and hard work. They must constantly prove themselves to others. They want to look smart. They are motivated by extrinsic motives (external rewards, approval from others, wanting to look good in front of others, or wanting to prove they are better than others). They also have a fear of failure because failure says something negative about their abilities.

Others have a growth mindset (what some academics call incremental theorists). They think their abilities can be developed through learning, training, and persistence. They believe they can improve from their own failures. They want to learn because it’s fun, engaging, intrinsically pleasing, and challenging. This attitude resembles a flipped script.

The research of Dweck and others clearly demonstrates the positive effects of a growth mindset in parenting, school, and relationships. And regardless of leadership experience, their research provides evidence that leaders with a growth mindset, a flipped script, are much better off than leaders with a fixed mindset.

For some, that’s great news. You’re convinced and ready to flip. But for others, you know yourself really well. You may believe you have a fixed mindset. It’s probably impractical and unattainable to even try to flip. Are you stuck? Can you really flip your mindset? Yes, you can.

In one study, Peter Heslin, Don Vandewalle, and Gary Latham focused only on managers with a fixed mindset.6 They purposefully split fixed-mindset managers into two groups, each taking a 90-minute workshop. The formats of the workshops were nearly identical, with one critical difference:

•  One group’s 90-minute workshop emphasized the fact that people have multiple abilities, and in some areas they are strong, whereas in other areas, they are weak.

•  The other group’s 90-minute workshop focused specifically on adopting a growth mindset through “self-persuasion.” In that workshop, managers tried to talk themselves into adopting a growth mindset—in other words, flipping their mindset.

So what happened?

The fixed-mindset managers who attended the “self-persuasion” training (described in the second bullet point) were more willing to provide coaching and had higher quantity and quality of performance improvement suggestions. These changes were not seen in the fixed-mindset managers who attended the other workshop (described in the first bullet point).

If you think you have a fixed mindset, the research offers you hope. If given the proper time, energy, and support, you can flip your mindset. These studies point to three great things for you to remember as a new leader in flipping your mindset.

First, mindsets can be valuable to you as a new leader. Undoubtedly, mindsets have deep and positive effects on us.

Second, you can flip your mindset. You are not stuck with one mindset your entire life. Your brain is highly malleable, always forming new connections. You can learn new things and flip your mindset at any age if you work hard enough, focus hard enough, and want it badly enough.

Third, you need support. With enough time and support from others, you can flip your mindset. Support from people at work, and away from work, is an important factor in your own personal development. Leaders who report high levels of social support are better able to cope with hardships, overcome challenges, and learn and develop in their jobs.7 Having support around you is crucial for you to flip your mindset.

What You Can Do to Flip Your Mindset

The one big thing you can do to flip your script by flipping your mindset? It’s your “mindchatter”: talk to yourself differently. A lot of what Dweck, Heslin and his colleagues, and others recommend in flipping your mindset revolves around the voices that come from us—self-talk, or what I call “mindchatter.” It’s that inner dialogue we have providing us opinions and evaluations on how well (or not so well) we are at doing things. It’s the play-by-play commentary. It’s the positive, optimistic, and validating chatter we hear when we do something right. It’s also the critical, harsh, crippling, destructive chatter we hear when we aren’t at our best and are struggling.

Organizational psychologist Steven Rogelberg and his research team literally read what leaders told themselves, the mindchatter of 189 top executives who went through a leadership development program at CCL.8 All of these leaders wrote a letter addressed to themselves that would be mailed to them weeks later. In the letters, the executives talked about goals they wanted to achieve, what they had learned in the program, their work and personal life issues, and their hopes for the future. Rogelberg and his team deconstructed the mindchatter in these letters and found a key difference between the type of mindchatter effective and ineffective executives have.

They first examined effective executives who were rated by their own followers and bosses as “outstanding” and “exceptional” at demonstrating leadership to others in providing support, mentoring, helpfulness, and collaboration. The mindchatter of these executives was constructive, insightful, self-reflective, motivational, and practical in nature. Interestingly, they tended to view themselves as being in better health too. Plus, they usually ended their letters on a positive, reassuring note, confident of their success in the future.

What about ineffective executives? Their mindchatter was destructive, more negative in nature. They didn’t want to face the challenges ahead. Some were even afraid of challenges and failure. They were also pessimistic. Further, they tended to feel that job stress was affecting their health. And they usually ended their letters on a more depressing note, believing they wouldn’t reach their goals.

I know it’s tough. We all face doubt and uncertainty. We all have times when the voices in our head say something like, “I’ve never been a boss before. Can I do it?” Or, “I’ve never failed at anything. What happens if I fail at this?” Or worse, “I’m not good at this. I’ll never be able to flip my script.”

When things start to go sideways, we all tend to start focusing more on ourselves, our own talents, and keeping our egos in check. When you hear these sorts of lines in your head, recognize it’s not the mindset of the boss everyone wants to work for. Shut it up. And flip it.

Mindchatter matters. As a new leader, make sure your mindchatter is constructive. Be perceptive, motivational, realistic, and positive. Listen to the right mindchatter. Use your mindchatter to tell yourself, “You can do it in time” or “You do have the power to learn about leading others” and “You can be the boss everyone wants to work for.”

And it’s really important to use “you,” not “me.”

Even the Pronouns Matter

The nearly 300 new leaders in my study all took part in CCL’s “Maximizing your Leadership Potential” program, a three-day leadership development course. Before they came to the program, they wrote a letter to themselves sort of like the executives did in the Rogelberg study. The difference? Instead of writing a letter to themselves in the future, these new leaders all wrote letters to their past selves. The instructions were:

You have learned many lessons since making the transition from an individual contributor to a manager. What do you now know about leading people that would have been helpful to have known at the time of that transition? Write yourself a letter, telling your earlier self those helpful leadership lessons.

Consider this new leader in the construction industry:

Since I became a leader, I’ve overcome many obstacles and learned many lessons. Some the hard way. I know that there are so many different personalities, and all have to be dealt with in a different way. My biggest lessons have come with the more sensitive people. But I realize I am so much better at dealing with them.

I have learned to listen to their needs even though I know what they are. I also need to give them the praise that they figured things out, even when I already knew. I have a long ways to go to be the great leader that I want to be, but I know I am on the right path.

Now, look at this letter written by a new leader from the aerospace and defense industry:

You’ve grown a lot over the past three years. As you’ve come to really know your position, you’ve adapted it to suit your strengths. You worked hard to make it your own. You’ve challenged yourself to be a team player and also a team leader. Though you’ve done so much to come into your own as a leader, it would have been easier if you had let your voice be heard earlier and louder. A weakness you’ve had, even since college, is to let others lead if you think they know more than you. However, to effectively lead others and shape situations, you must use your skills, be confident, and speak up!

Undeniably, these leaders have great lessons for any new leader. But from a mindchatter perspective, did you notice the striking difference in pronoun usage? The focus of the mindchatter around the pronouns used, specifically, the first-person use of “I” and “me” pronouns versus the second-person “you” pronouns were quite different. And when I linked the amount of times those pronouns were used to performance ratings made by their coworkers, something very telling appeared.

New leaders who used the pronouns “me” and “I” more and more, like the person in the first example, were perceived by their peers as more likely to derail and their boss tended to rate them as low performers.

New leaders who used “you” more in their letters (like the second) were perceived by their peers as less likely to derail.

In her book, Carol Dweck discussed the “I” versus “you” pronoun among chief executive officers (CEOs), the people at the very top of organizations. CEOs who wanted validation—superstar or hero status, or wanted others to believe they were the smartest, most talented person in the room—tended to have a fixed mindset. They used the pronoun “I” more. Others mentioned in her book, like Jack Welch of GE, Anne Mulcahy of Xerox, or Lou Gerstner of IBM, had a growth mindset. They hated using the word “I” and preferred to use “you” or “we” or “us” in their writings and speeches. They also emphasized the importance of learning and growing as a leader, not being the smartest and best and brightest in the room. “It’s not about me anymore,” right? They got it. They flipped their script by flipping their mindset.

The research of Dweck and Rogelberg, as well as my own on new leaders, undeniably says our mindsets are powerful. Our mindchatter is powerful. What we think, the way we talk to ourselves, even drilled down to the smallest of pronouns we use in our own mindchatter, can predict our effectiveness as new leaders. Flip your script by flipping your mindset.

Back to Kurt

This chapter provided examples, cautionary tales, and true-life stories of leaders who couldn’t make it, those who did, and the scripts and mindsets they had. In closing, let’s return to Kurt . . . I mean me.

First, know that just because you derail or feel you may be on a track toward derailment, your career and life aren’t necessarily over. After coming to CCL, my career really flourished, and I became a director. Maybe you have suffered a demotion; maybe you had to leave your dream job. But, like me, you can make it someplace else.

But hear this too. When you get that second chance, flip your script, or a similar outcome will likely occur. Look at my own mindchatter:

I’ve had to flip my mindset, and it’s been extremely difficult. My first gut instinct? Think of myself and what should be done for my own benefit. As a leader, though, you’ve had to purposefully flip your mindset and think less of “me” and more of others so the ending won’t be the same. And when times get tough, or you don’t quite know what to do, stay positive and use “you” to stay motivated.

The takeaway from all of this?

The script you had as an individual contributor clearly worked for you because it got you your first leadership position. If you keep living that script over and over again as a new leader and still expect success, you are likely on the track to derailment.

Flip your mindset and you’ll be off to a great start as you flip your script. Next on your agenda? Flip your skill set. As a leader, it’s not your technical skills that make you a success, but your personal skills. And they’ll need developing. Concentrate, build, and develop skills that might not have been relevant to you as an individual contributor and technical expert, but that are now definitely needed as a new leader going forward.


THE COACH’S CORNER—YOU CAN FLIP YOUR MINDSET

Not all of us can have our own personal coach to help us flip our scripts. Well, this is the next best thing. Go to the companion website to further your learning and get more tips. For instance, in the resources page for this particular chapter, you’ll read more about how to avoid derailment, and find more ways to help you flip your mindset.

And at the end of each chapter, I’ll pose two questions for you to think about and two ways to put the work into action. These are meant to keep you engaged in the learning and give you support as you flip your script. Reading this book with a group of peers? Use this to start a dialogue to coach, mentor, develop, and support each other. What you can learn from your own personal reflections and your peers can be just as valuable as what you read.

Some of the following are based on “self-persuasion” and similar work that both Dweck and Heslin and his colleagues have conducted.9 I hope it helps you flip your script by flipping your mindset.

Question 1: What is your own experience? Reflecting on your life experience can be a powerful way for you to flip your script. So, reflect on this: What are the reasons why it’s important for you as a new leader to develop your abilities?

Question 2: How did others flip their scripts? Reflect on a time when you thought somebody couldn’t do something, but the person persevered. Now that person is exceeding expectations. Maybe it’s someone who was in a similar “new leader” situation, who eventually became a boss everyone wanted to work for. What did the person do to flip his or her script? What does it tell you about your ability to flip your script?

Application 1: Role-play a conversation. Have one of your friends, peers, mentors, or trusted colleagues play the role of a struggling direct report you manage. Listen to what this person is struggling with, and provide examples of how his or her abilities can be developed and improved. Sympathize, empathize, and bring up a time when you lacked ability at something before, but now you are excelling.

Application 2: Write a letter to your past self. Handwrite a letter to your past self, detailing what you know now about leading others that you wished you would have known then. What is it about leading people that would have been helpful to have known back then? Put what you learned about mindchatter to good use. Be constructive, insightful, self-reflective, motivational, confident, and practical. End on a positive, reassuring note. And don’t use those “I” and “me” and “my” pronouns; use “you” and “your” in your letter and in your mindchatter going forward. Remember from the research, all of that matters and is linked to effective leaders.




chapter 3

Flip Your Skill Set

So it’s Monday. Same desk. Same computer. Same messy office I’ve been meaning to clean forever. But I’m different now—I’m a boss. I’ve got the mindset needed: “It’s not about me anymore.” I’m ready to learn what to do, not because it’s going to make me look good, but because it will be fun and engaging. But what skills do I need to learn and develop to best lead, skills that will help me with my direct reports and serve my coworkers? I know all about downloading data, writing academic articles, and making data come alive in reports, but that has nothing to do with leading others. There are tons of skills new leaders need in order to be effective. Which ones should I focus on the most?

That was my mindchatter on Monday at 7:45 A.M. Overwhelmed and lost. Again. But after I got my morning caffeine in my system, I told myself:

Technical skills, knowing how to run statistical programs, crunching numbers, and writing reports won’t help you as a new leader. You need to trust the research you’ve done on new leaders. Trust what you learned from training other new leaders. You know what to do. Flip your skill set.

The Four Skills to Flip

As a new leader, when you get promoted to be a boss, it’s not about having the skills of an individual contributor anymore. It’s not about technical smarts and savvy, knowing the lingo, mastering the program, operating the machine, closing the sale, or having the work-arounds at your fingertips. Now, flip your skill set.

Books, webinars, blogs, news articles, experts, and talking heads in the media—so much is being said about the dozens of leadership skills all managers must have. All this information can be brain overload, and it’s no wonder many new leaders are lost before they even get started. But why listen to talking heads and their inflated egos about what they think, when you can see what actual new leaders say? That’s where the science really comes in handy.

Each of the new leaders I studied took a 360-degree assessment. It’s a way to assess themselves and be assessed by their own bosses, peers, direct reports, or relevant others inside and outside the organization on how well or poorly they are performing in certain areas. That way, a leader gets to see a “360-degree view” of themselves from many different perspectives. It’s pretty daunting and even scary, but a lot of great information comes from these assessments.

In my research, I explored their data in two key areas:

•  Importance: What skills did new leaders and their coworkers think were most important for success as a leader in their organization?

•  Skill level: How effective (or ineffective) were these new leaders at performing these skills?

First I looked at the importance data. If new leaders themselves and their own bosses, peers, and direct reports think some skills are more important than others, that’s great information to know. When it comes down to it, it’s probably a waste of time to focus on building skills that are not that relevant to success. So, narrowing down the focus to the skills everyone says are important for success—that’s a good place to start.

Second, I looked at skill level, especially how effective—or in this case ineffective—new leaders are at those same important skills. If, across the board, new leaders are relatively strong at something, should we throw more time, money, and effort in building that up? Probably not. Remember the research; strengths overplayed and overused can eventually derail your career. So then I started looking at the weaknesses, because unaddressed weaknesses can derail your career.

Over and over again, four skills kept coming to the surface. The following four skills were consistently picked as being more important for success than others as well as being skills new leaders often struggled with more than others:

•  Communication

•  Influence

•  Leading team achievement

•  Developing others

If it’s highly important for success, and not many new leaders are good at it, that’s a skill gap worth closing.

When I ran the numbers, I vowed from that moment on I would tell the new leaders I trained to flip their skill set with those four skills to be the boss everyone wants to work for. And at 7:46 A.M. that Monday morning, sitting at my desk, I also made a commitment to better myself in these four key areas.

In this chapter, I’ll cover communication and influence specifically and leave the other two skills for later chapters.

Communication—It’s More Than Words

I remember sitting in my house around the end of 2008, flipping through the channels. One of the business channels had Warren Buffett on it. I tuned in because I wanted to learn how to make billions of dollars like he did. But the show was all about MBA students asking Buffett questions. One student asked, “What courses are MBA schools currently lacking in teaching their students?” Without hesitation, Buffett said, “Communication.” He said the same thing in a town-hall meeting a year later.1

The importance of communication was not lost on one of the richest people in the world. It shouldn’t be lost on you either.

But what is it about communication for new leaders? It’s not what you say, it’s how you say it.

Why You Should Flip Your Communication Skill Set

Think about it. As an individual contributor, people look at your work. As a new leader, people look at you—your face, body language, behaviors, and actions. Your ability to communicate with others is valued and relevant in accomplishing your work and connecting with your direct reports and other coworkers. Communication is a big portion of your job.

The data give more evidence. Each of the new leaders I studied provided answers to this question: “What are the three most critical leadership challenges you are currently facing?” When we examined these challenges, 17.6 percent of new leaders said communication in some form or another was one of their top challenges.2 For instance, one woman in the government sector said one of her biggest challenges was “getting my point across in an effective manner.” Or take this man in the construction industry who said it pretty plain and simple:

Effective communication! How to effectively tell them what to do without saying, “Because that’s what I said.”

Communication is such a broad topic. But the one area I consistently tell new leaders to understand, enhance, and improve when it comes to communication is nonverbal communication—whether it’s getting your point across, tailoring your communication to your audience, or saying something other than “Because that’s what I said.” Ironically, the type of communication that has nothing to do with words—that is, “nonverbals”—makes all the difference.

When you are talking with others in the hallway, during one-to-one meetings or presentations, or anywhere else at work, are you really “saying” what you think you are saying? The actual “words” said really make up a small portion of what’s actually being said. Science agrees. Researchers Ray Birdwhistell3 and Albert Mehrabian4 believed that nonverbal communication makes up anywhere between 65 and 93 percent of the total emotional interaction between two people. We tend to pay attention more to the nonverbals—that is, the behaviors—than to the verbals, the words. And when the words don’t match the behaviors? We believe what’s not being said, the nonverbals, rather than the words. Even the smallest, faintest nonverbal signal or behavior that is not aligned with the conversation, situation, or words can confuse your audience and lessen your credibility and your coworkers’ confidence, faith, and trust in you as a leader.


IT’S NOT WHAT YOU SAID—IT’S HOW YOU SAID IT

Imagine two different bosses. Each is getting some coffee at the machine in the break area. Both see a direct report who has a major problem with a project at work coming straight to them. The direct report briefly explains the problem and wants a little bit of the boss’s time to talk about what to do next and how to solve it.

Both bosses then say the exact same words after the problem is explained: “You know I always have an open-door policy. Come to my office when you are free, and we can discuss your concerns.”

One boss puts cream in the coffee and says these words very quickly, not really looking at the direct report, expressionless, and then starts to walk away while saying those words.

The other puts the cup down and says the words in a gentle manner, looking concerned and squaring up to talk, looking the direct report in the eye.

Which direct report do you think will actually feel welcomed enough to go see the boss?

The words, what many people think communication really is all about, were exactly the same. But the actions, and meaning behind them, were so different. This example may be extreme, but not out of the ordinary, particularly for new leaders.



Leaders who haven’t flipped their script don’t understand that. Their main priority is usually just getting their message—the words—across. They probably aren’t as concerned with how it’s being heard, or as receptive to what people think.

Be the boss everyone wants to work for, and flip your script by flipping your communication. Your nonverbals and how you say your words add credibility to what you say. And by reading the nonverbals of others, you will get your point across better. In fact, the science and research shows the connection between poor nonverbal communication and ineffective leadership. Consider these examples:

•  Leaders who display improper eye contact are seen as ineffective.5

•  Leaders who are not clear, fluent, and articulate with their words are judged as ineffective and less credible.6

•  Individuals with unsteady eye contact, unvaried voice modulation, inappropriate affect, and low energy level in hand gestures, smiles, and body movement were judged as possessing low leadership potential.7

•  Touching your hands, touching your face, crossing your arms, and leaning back are all tied to perceptions of untrustworthiness. We all know how important trust is in leadership. And here’s the kicker—when a robot made those gestures and postures, that robot was seen as untrustworthy, according to research led by David DeSteno.8 Think about that. If we are labeling a robot—something nonhuman, with no feelings or emotions—as untrustworthy based on nonverbals, think of how powerful those nonverbals can be to describe you, a human being who actually leads others.

What You Can Do to Flip Your Communication Skill Set

It’s what I tell new leaders all the time when I talk about the importance of communication: As a leader, you are never not communicating. Even when you are not saying a word, you are saying something with your actions and behaviors, whether you know it or not. Your nonverbals affect how you are seen as a leader. So to flip your communication skill set, be aware of every type of way you communicate nonverbally. These ways are what psychologists Steve Nowicki and Marshall Duke,9 among others, term different “channels” of nonverbal communication. Marshall and I believe it is especially significant for leaders to understand these six channels.10 To flip your communication skill set, here are the six.

1. Rhythm and use of time: not just for music. Rhythm plays a role in the way you communicate with others. Being “out of sync” with others may cause confusion, anxiety, or discomfort for both you and the other person or people you are with. Your use of time is closely related to rhythm. How you organize time and commitments says a lot about you. No words said, but you are communicating something about yourself and others just based on how you treat the aspect of time. Consider coming into a meeting five minutes late. You may be telling people your time is more valuable than theirs without saying one word.

2. Interpersonal distance (space) and touch: not about being touchy-feely. This channel deals with boundaries or territories around us. According to anthropologist Edward Hall,11 our “personal space” is sort of an imaginary, flexible bubble around us, bigger in the back than the front, which grows or shrinks depending on the situation we are in, whom we are talking to, and the culture we are living in. There are several “zones” we use for communication, and if someone invades a zone and the rules that are part of them, that causes problems. So, standing too close to someone you don’t know well (like the “close talker” from the TV show Seinfeld) may be irritating or somewhat intimidating.

Touch is on the extreme end of the “intimate zone” of interpersonal space. For friends and family, touch is usually meant to convey liking or love. In the workplace, touch carries extreme meanings and should definitely be used with caution. You don’t want a lawsuit on your hands, or a negative reputation (i.e., being that person who gives people the creeps).

3. Objectics: more than “dress for success.” A nonverbal channel that you may overlook at times, yet equally effective at telling people things about you without saying a word, is objectics. Think about your clothes, hair, tattoos, jewelry, cosmetics, and fragrance. Many times, it’s the first thing people notice about you, and these objectics may tell people a lot about you in that split second: who you are, what you do, what you believe in, what you support, and your own personal values. And you didn’t even say one word.

The dress code at work tells us what to wear. And though the style of dress may communicate to others your fashion sense, it may not be acceptable at work. But even if you follow the dress code, the way you wear your clothes tells people something about you. An unwrinkled shirt, pressed pants, clean lines, fitted clothes, color coordination, polished shoes, and styled hair sends the message that you are organized, neat, efficient, and confident. Messed-up hair and wrinkled clothes that are untucked, stained, mismatched, or inappropriate may tell others you don’t take the time to take care of yourself. Think about what fragrances or colognes you use (and how much), how much makeup you may use, the height of your heels, or how you keep your moustache, beard, van dyke, goatee, or soul patch groomed. When it comes to communication, you definitely are what you wear and how you look.

4. Gestures and postures: you reveal a lot with your hands and stance. A fourth channel of nonverbal communication is gestures and postures. You can say a lot with your hands and body without uttering a single word: a wave hi, for example, or raising your hand to stop something. You can tell people what you think by shaking your head in a certain direction, or that you have no clue by shrugging your shoulders. These and other gestures can say a lot without speaking one word.

Your posture can say things as well. If you have a slouched posture, people may think you are tired or disinterested. Hands in pockets may convey boredom. But standing straight may tell others you are attentive, excited, enthused, or confident. Leaning in may tell someone you are interested in what is being said.

Have you seen the popular TED Talk by social psychologist Amy Cuddy?12 If not, watch it. In both her talk and her book Presence,13 Dr. Cuddy exposes how posture and “power posing” can greatly affect how we feel and act as leaders. The way you stand, like making yourself “big” or standing like Wonder Woman—all of that can communicate so much about you and can even make you feel powerful and enthusiastic as a leader.

5. Facial expressions: you can read it all over my face. In face-to-face interactions, a smile, frown, grimace, raising your eyebrows, eye contact—all of that can tell people something that words may not. It is true that the eyes are the windows to the soul. Like when you smile. Yes, of course, the corners of the mouth turn up. But many times, you fake a smile, and people know you are not sincerely happy. Why? When you genuinely smile, what is called a “Duchenne smile” (after its discoverer, Guillaume Duchenne) the “crow’s-feet” (the “crinkles”) around the eyes appear, and the pupils of the eyes may be dilated. When you fake a smile, none of that shows up.

6. Paralanguage: say what? The sixth nonverbal communication channel is paralanguage, or all the things that make up the sound that accompanies the words. Think about your tone of voice. The loudness, speed, and intensity of your speech. Silence (or absence of it) too. And don’t forget those “credibility killers” that ruin your credibility, authority, and reputation, like, well, “like” and “you know” and “uh” and “um.” All of these examples are part of paralanguage.

Think about the sentence “I need the report today.” Emphasizing or stressing one word in that sentence may totally change the meaning. If you emphasize “I,” you are clearly telling someone whom the report is for. If you stress “today,” you are clearly telling someone the time urgency of the matter. If you say “Um, like, I need the report, by, like, today,” well, how credible do you sound? The entirety of the emotional meaning, interpretation, and credibility of what was said can change just based on paralanguage.


NONVERBAL COMMUNICATION IS BOTH GLOBAL AND LOCAL

Nonverbal communication is hard enough when you are thinking about how to say the right thing. Now add on the cultural contingencies behind nonverbal communication, and it becomes even harder. Some nonverbals span the globe, but others are culturally distinct. Knowing these nuances can help you be a better boss with your global colleagues. Not knowing them can make you look like a naïve and uncultured wannabe or, worse, negatively affect your authority and ability to lead others.

When it comes to nonverbal communication and culture, the saying really is true: “When in Rome, do as the Romans do.” If you are going somewhere new or meeting people from another part of the world, look up customs, what to do, not to do, and nonverbals that are offensive or off-limits in books that specialize in that country, area, or region. Or ask people who have recently been there or are natives to get insight. For more information, read books by authors Roger Axtell, Terri Morrison and Wayne Conaway, Stella Ting-Toomey, or the work of Don Prince and Michael Hoppe of CCL.14



So now you know the six nonverbal channels and how they can communicate to people so much more than the words that you say. But to truly flip your script when it comes to your communication skill set, you realize “It’s not about me anymore.” So how do you put it into practice? Follow the platinum rule.

The Platinum Rule of Communication

Even though flipping your communication sounds easy, we know it’s difficult. The reason why it’s so difficult may go back to what we’ve been told our entire lives. My mom (maybe yours too) told me to live by the golden rule—you know, “Treat others the way you want to be treated.”

The golden rule can be applied to communication. Maybe your style of communication is to keep things at a bare minimum. All you want are the facts and nothing else. As humans, we tend to do what’s natural and comfortable for us. So, as a new leader, you will tend to have those same, straight, to-the-point conversations when you’re the boss. Why? Because it’s the natural and preferred way you like to be communicated with. It’s the golden rule: communicate with others the way you want to be communicated with.

In my time reading, writing, and researching new leaders, training them, and being one, I’ve realized the golden rule doesn’t work when it comes to all things leadership. Flip it to the platinum rule:

Treat others the way they want to be treated.

It’s a subtle difference, but so important. And it can greatly help new leaders flip their script, communicate better, and be the boss everyone wants to work for.

The platinum rule is a good tool to remember when you communicate with others. Say you only want to hear the bare minimum. You’ll tend to converse with others in that manner too. But others (possibly the people who report to you) have a desire to hear more and be engaged in conversations and decisions. They want to be heard. So, flip your script by flipping your communication. Talk with others more, understand what others are feeling, and become more aware of the verbal and, in particular, nonverbal messages.

New leaders who have flipped their script by flipping their communication skill set get this point. With their flipped script, their mindchatter may be:

It’s no longer about “me” and being the center of attention. It matters less the way “I” like to communicate and the words said. So shine the spotlight on the people you are communicating with. Pay attention to how you are saying those words with your nonverbals and how the message is being received. It’s the platinum rule: communicate with others the way they want to be communicated with.

Maybe you’ve gotten feedback or simply know that communicating with others isn’t your strong suit. It’s hard enough saying what needs to be said. Now there’s all this other nonverbal stuff. Maybe you still haven’t gotten over that presentation or speech you bombed. It’s okay—we’ve all been there. Regardless of your past, you now are a new leader who can and will flip your communication skill set. You have the power to do it. Here are several pieces of research-based advice to help.

Communication is giving and receiving at the same time. You know the six channels. But it’s more than just knowing them. You must display or send messages nonverbally, and do so correctly and genuinely. That’s what communication experts call “expressive nonverbal communication”—it’s the ability to express, produce, and send any or all nonverbal behaviors to others.15

But it’s not that simple either. Those same experts agree that you must also attend to “receptive nonverbal communication”—that’s the ability to recognize, understand, and interpret the nonverbal behaviors of others.

Leaders who have not flipped their script tend to just focus on the words they are saying, trying to get their message across. They are neither concerned about how their nonverbals reinforce or emphasize their words and their message, nor by how it’s received by reading the nonverbals of others. But what if you did flip your script? Your mindchatter may be something like this:

Be aware of the messages you are sending nonverbally. Understand how your message is being heard by reading the nonverbals of others. Adjust your nonverbals if your message isn’t connecting. Your nonverbals strengthen your message and add credibility to what you are sending.

Flipping your script by flipping your communication is tough. But with the proper time, attention, energy, and support, it’s possible.

Your “resting” face and body. Leaders who have flipped their script also understand they send messages when they are not saying one word, when they are at “rest.” Here’s my story.

While I was an individual contributor, I received feedback on how “serious” and at times, “intimidating” I was when someone came to my desk. I always had a “furrowed brow” and “squinted eyes” and “crossed arms.” I got feedback saying, “You look focused, really busy and unapproachable.” I was also told, “Bill, you don’t really smile much; it’s not very inviting.” I also heard, “Bill, you talk really loudly, and it’s distracting.” In fact, as a joke, one person made a sign that said “!WARNING! Loud Talking in Progress” and made it a point to walk to my cube and put it up every time I talked on the phone. The person was about 50 feet away from me. I was that loud.

I actually got those same pieces of feedback about my nonverbals from three separate people on three separate occasions.

Such feedback has been tremendously helpful for me personally to flip my script by flipping my communication. As I said before, “you are never not communicating,” and it showed! But here’s the ironic part. All those nonverbals about me being “serious” and “intimidating” and “unapproachable” and “not very inviting” are all parts of my normal “resting” nonverbals. Our faces, our bodies, our voices naturally have a way they look and sound when we are not paying attention to them. That was all mine. I own it. When I’m not thinking about it, I cross my arms (because it’s comfortable for me), I squint my eyes and furrow my brow, and I’m naturally just a loud guy. It’s just what I do when I’m not thinking. It’s what is natural to me. But remember, when you flip your script, “It’s not about me anymore,” right?

So when I became a boss, I knew I had to flip. I now make a conscious effort to open my eyes wider whenever someone approaches me. I purposefully try to uncross my arms and be more open in my posture when talking to people. I try to speak a little more softly. And I try to smile more because recent research by Dana Joseph and colleagues found 25 studies that connected happiness with positive leadership outcomes.16 I even smile a real, genuine smile, not a fake one, when I greet someone or even when I’m about to call someone on the phone. Why?

Emotions are contagious. How you feel can impact those you lead. Some of this can be traced way back to Charles Darwin himself. This century, a 2011 review article led by Rashimah Rajah17 listed more than 10 articles published in the first decade of the 2000s about emotions being contagious. Each of these studies connected a leader’s positive affect with positive outcomes, including the mood and resilience of followers and a leader’s own effectiveness. In 2013, Victoria Visser and her colleagues18 found that when leaders displayed happiness, they were seen as more effective.

Though fewer in number, Rajah and colleagues also listed studies inspecting negative affect, with predictable results—leaders with negative emotions have followers who feel bad. And when you are stressed, the people around you will feel stressed as well.

The people you interact with, the people you lead and serve, all feed off of your emotions. So flip your script. Be mindful of what you feel and how you are expressing those feelings at all times, because your emotions affect more than just you.


YOUR EMOTIONS AND HOW YOU FEEL CAN AFFECT THE HEALTH OF OTHERS TOO

These positive and negative interactions won’t just affect you and how you are perceived as a leader. They can potentially affect the health and well-being of the people you interact with and lead. In a 2015 study, Jennifer Wong and Kevin Kelloway19 hooked up blood pressure monitors to care workers in nursing homes. Every hour the monitor took a reading, and the workers answered items on a questionnaire, including whether or not they talked with their boss, and if so, how positive or negative that interaction was. Interestingly, when these workers had a negative interaction with their boss, their blood pressure went up, and it stayed elevated even when they got home. There’s a real health cost when workers have negative interactions with their boss. The emotions you have as a leader and how you interact with your direct reports, staff, and team members truly have a lasting effect on them, even their health.



Feel what others feel: build your empathy. When you flip your script by flipping your communication skill set, pay attention to what’s being said, and more importantly what’s not being said, by the other person. You should be in tune with, understand, and relate to the thoughts, feelings, emotions, and experiences of your direct report, staff, team members, coworkers, and customers, and possibly even be moved to help them. That’s what empathy is all about, and you should have it. And my own research illustrates that empathy is tied to a leader’s success. Flipping your script by paying less attention to your own emotions and more to others’ can help your career.

In a study of over 6,000 managers from 38 different countries, we found that managers displaying more empathy were rated by their own bosses as better performers. And while displaying empathy was positively related to performance around the world, in some countries like China, Egypt, Hong Kong, Malaysia, New Zealand, Poland, Singapore, and Taiwan, empathy had an even stronger positive relationship with performance.20

Further, in a 2015 study of managers in Australia,21 we discovered a relationship between empathy and derailment potential—leaders who displayed less empathy tended to have a high potential to derail, according to their bosses and peers. And for leaders who displayed a lot of empathy, the opposite was true: they were perceived as having a low potential to derail. Interestingly, we also found that empathy was important for men and just as important, if not more so, for women. Man or woman, the ability to empathize with others matters to your present performance and future career as a leader.

Communication is one of the biggest skill gaps new leaders have. And for good reason—it’s tough to flip your script when it comes to your communication. So, what if you don’t? Well, think about the person who works for a leader who hasn’t flipped his script. What would that person say about the leader’s communication? Probably things that closely resemble comments from coworkers of the new leaders I researched:


LISTEN UP!

Can you understand another person’s perspective? Do you pay attention to what your direct reports, boss, coworkers, or customers are saying to you? One great way to enhance your empathy skill is to listen better. Professors Kyle Brink and Robert Costigan22 discovered listening as the most important oral communication skill in the workplace, more important than conversing or even presenting. Yet, only 11 percent of the business schools in their study listed listening as a learning goal, way fewer than those who listed presentation skills (76 percent). Listening in the workplace is a skill gap that all leaders should address, especially new leaders learning to develop others.

To enhance your empathy, listen better. Practice active listening. The Coach’s Corner and the resources on the companion website give quick tips and advice to enhance your active listening.



He needs to be more engaged in conversation. If he’s frustrated, it spills over into his attitude and optimism. . . . He needs to pay more attention to people when communicating. Stop being distracted. Be more empathetic. . . . Some of us feel intimidated by him because we don’t understand him and because the way he communicates mistakes comes across as a bit abrasive in his tone and mannerisms. . . . He usually takes center stage when he talks. A better strategy to communicate is to listen more than speak.

Is this the type of boss you want to be? Flip your script and be the boss everyone wants to work for by flipping your communication.

Influence—“Do It Because I’m The Boss” Is Not Your Only Option

Influence is all about your power, authority, and ability to shape or change your audiences’ actions, decisions, or opinions. Influence happens all the time at work. If you influence well, you’ll be successful at work. But as you will read, influence is more than just “Do it because I’m the boss.”

Why You Should Flip Your Influence Skill Set

In 2003, Chad Higgins and his colleagues23 looked at 31 studies about influence at work, and found certain influence tactics were consistently related with work outcomes. Specifically, ingratiation (getting people to like you or making people feel good about you by acting friendly and respectful or giving compliments) and rationality (using data, facts, figures, information, and logic to support your opinion) were both tied to how you are evaluated in your job. Specifically, those who tend to influence through ingratiation and rationality tactics are likely evaluated as better job performers.

Up to this point, you’ve probably used ingratiation and rationality pretty well. But as a new leader, that script must flip. Influence isn’t about getting what you need for your own success. “It’s not about me anymore.” Flip your script.

As a new leader, your influence is essential in many different ways. You’ll use it to carry out decisions. To obtain support for your ideas or vision. To acquire the necessary resources to get work done. You’ll need to influence others to make their work easier and increase their dedication.

What You Can Do to Flip Your Influence Skill Set

As the boss, you have one huge influence tactic in your possession. That “supervisor” or “manager” or “director” or similar title you possess gives you a natural power base to influence certain people, especially the ones who directly report to you. Using threats, rewards, and your own authority—the “Do it because I’m your boss and I said so” influence tactic—is appropriate and totally in line with getting work done. But there’s a catch. Using that all the time will demotivate others. Plus, you really can’t use that line with your peers, your own boss, upper management, and others across your organization because, well, you’re not the boss of them. So what else is there?

Gary Yukl has studied influence for more than three decades. He has a taxonomy of 11 different influence tactics24 that range from using flattery (part of ingratiation pointed out earlier) to using threats (i.e., pressure). If you want a deeper understanding of each of these 11 tactics, I highly recommend reading his work.

I will admit, 11 tactics may seem overwhelming as a new leader. So I’ll try to make it a little more straightforward and simple. It’s the “3 H’s,” and luckily they correspond to different body parts (figuratively speaking, of course), which makes them a bit easier to remember and apply.

Head—Influence people using rational approaches. Use your intellect, reason, logical arguments, and facts.

Heart—Influence people using emotional appeals. Let people know how a decision will affect their own lives, work, values, beliefs, or those of the people around them.

Hands—Influence people using a connection you have with them. Work together to accomplish a common goal.

So now you know three ways that you can influence others. The one big takeaway to flip your script by flipping your influence skill set? Follow the platinum rule—influence others the way they want to be influenced.

The Platinum Rule of Influence

Suppose you are a new leader who likes to be influenced (or even energized) through facts, figures, and data (through the “head”). Your natural way to influence others is probably through the use of those same facts, figures, and data. The golden rule would say: Influence others the way you want to be influenced. But just as with communication, as a new leader, flip it. The platinum rule states: Influence others the way they want to be influenced.

Though you may love talking about data, others may be bored to tears when they hear it. Maybe that’s the way you’ve done it before, and your influence attempts fell short. Now is your chance to flip your influence skill set by talking about values, beliefs, and feelings (“heart”) or through reciprocity and collaboration (“hands”).

“Do it because I said so” won’t cut it anymore. But now you have several different ways to influence people. So just pick your favorite one and go, right? Leaders who didn’t flip their script would do just that. And if you keep living that script, people will be disengaged and you won’t have buy-in for your decisions.

But you know better! Remember: “It’s not about me anymore.”

The best way to flip your influence skill set is to understand your audience and influence them the way they want to be influenced. The next time you must influence someone or an audience, whether it is in a formal presentation to a group of people, a team meeting, or a one-on-one conversation, flip your script by flipping your influence skill set.

Need to influence through the head? Well, be specific and practical, and offer sensible goals. Are you providing step-by-step detail? Are you providing the numbers, the evidence?

Is your audience more likely to be influenced through the heart? Think about what you can do to build connections through harmony and teamwork. How can you passionately share your vision and link it with a person’s own values and beliefs? How can you tell someone he or she is capable of what you are asking? What are ways to tap into a person’s sense of service or desire to be attached to an outcome?

Is it going to be best to influence through the hands? Then ask, “What can we do so that both of us get something out of it?” How would you consult with others who have a lot of power, to get their buy-in or speak on your behalf? What sort of ideas can you bring to the table that you can offer a person in return for doing something for you?

I hope the takeaways with these two skills make it easier for you as a new leader. They are especially important in your relationships with others, discussed in the next chapter.


THE COACH’S CORNER—YOU CAN FLIP YOUR SKILL SET

Go to the companion website, and in the resources page for this chapter you’ll find content including ways to improve your ability to express and receive the correct nonverbal behaviors, and information on how to build an “influence plan” to maximize your efforts to influence others.

Here are two questions and two applications for you to help you flip your skill set.

Question 1: Do you hear or do you listen? Think about the times you’ve gotten feedback about not listening. What were you doing (or not doing) when you got called out for not listening? What are the ways, through your nonverbals, that you can show others you are listening to them and paying attention?

Question 2: Who is a master influencer? Think about the leader in your organization who has the reputation of being able to influence others really well and get buy-in from everyone. What does that person do to build and maintain that reputation of being a great influencer?

Application 1: Videochat and get feedback. Many of us don’t know how we come across in conversations and communication. So, Skype or FaceTime with a peer, a fellow new leader, or a trusted colleague, for ten minutes every week for the next ten weeks. Record the sessions, if you can. After each session, get this person’s feedback on all six of your nonverbal channels. It will be uncomfortable, but worth it. You won’t know what you are good at, bad at, or what you should change, until you hear it from someone (and if recorded, you can see it yourself).

And return the favor. Give these people insights on their nonverbals to help them flip their script by flipping their communication.

Application 2: Write out and practice influence through a head, heart, and hands tactic. Think about a current situation where you must influence someone. Write out a head, heart, and hands influence tactic. Then decide which tactic you think would be best for that person. Remember: influence others the way they want to be influenced. Once you decide, stand in front of a mirror, and practice influencing that person with that one particular tactic. The more you practice, the more comfortable you will be when it’s go-time.

If you turn your attention to how someone else wants to be communicated with and wants to be influenced—instead of just relying on “my” way of doing things—you are on your way to flipping your script.




chapter 4

Flip Your Relationships

It’s still Monday, not even lunch yet. Geez, I’m hungry. And this meeting isn’t helping my appetite either. I really wanted to use my communication and influence skills to help set a good impression as I was introduced as a new leader. I was excited to help set a new course and direction for our group’s work. But then I heard, “You all don’t understand. You all need to do things differently. You all are not providing the things we need.” Wait, did I just hear, “You all?” I worked side by side with these people on Friday, and now I’m, “You all” less than 72 hours later? That was quick. They really see me differently. And, well, they are different too, now that I think about it. Today I’m the boss of people who were peers and friends Friday. What do I do about these relationships?

Mid-morning on Monday, my first day as a boss, that’s what I felt. I walked right into a buzz saw that I didn’t expect. I’ve known these people, worked alongside them. They know me and know what I can do. Why didn’t I get more credit? Why didn’t they give me the benefit of the doubt that I have their best interest in mind?

It may not feel like a ton of bricks falling on your head, as it did for me. But clearly, even though the people have stayed the same, your relationship with all of them is different now that you are their boss. As I tell the new leaders I train:

When you officially become part of management, you start wearing the imaginary T-shirt that says, in big bold letters, “Leader” across your chest and the imaginary hat that has “Boss” stitched in, and everybody can spot your new wardrobe. Once that happens, people immediately see you differently. Adjust, get used to it, and flip your script.

As an individual contributor, you get rewarded for focusing on yourself, like that old breakup line, “It’s not you; it’s me.” That script worked. It’s how you got this boss gig.

But as a new leader, you now get rewarded for shining the spotlight on others and making others your priority. When you flip your script by flipping your relationships, you now pay attention to others, their needs, and their well-being. Although that’s never really a part of the individual contributor’s script, relationships are a major part of your script as a new leader. There are two major relationships you have to flip: one with your peers (some, your friends) and one with your team.

From BFF to Boss

I really had to start from zero. My work and reputation as an individual contributor did nothing for my former peers. I was “with them” before, and now I have to continually convince them they are my priority. I had to flip my script by flipping my “peer-to-boss” and in some cases, “BFF (best friend forever)-to-boss” relationship.

Why You Should Flip Your BFF-to-Boss Relationship

Among the nearly 300 new leaders in my research study, the challenge most often mentioned was a relationship issue: “adjustment to people management and displaying authority.” Almost 60 percent of new leaders mentioned it as one of their biggest challenges. Many new leaders have difficulties with moving from a coworker to a boss role. You were BFFs yesterday, and you are their boss today. How can you gain respect and still maintain the personal relationships you value? If that sounds familiar, you can feel the pain of this man who works at a nonprofit:

I feel like I’m being taken advantage of because of my previous relationships with some members of my team. Sometimes I feel that people don’t take tasks and projects as seriously as they should because they think they can use their friendly relationship with me to their advantage. It’s difficult drawing that line because we were all at the same level. It’s hard for me adjusting to managing people who were my coworkers, some my close friends.

Many new leaders have difficulty displaying authority, particularly to those with whom they have a history and friendship. It’s the biggest challenge new leaders have according to my research, and many just don’t know how to go about flipping that relationship.

What You Can Do to Flip Your Relationships with Your Former Peers (or BFFs)

We all need friends—even at work. We may call them BFFs (Taylor Swift has them) or “besties” (like Amy from the TV show The Big Bang Theory), or we may have our own Wolf Pack (who wouldn’t want to hang out with Alan and others from the movie The Hangover?). Friends are significant. Even one of the biggest television shows in the history of mankind was about the topic, so it’s hugely important, right?

Abraham Maslow famously said that a sense of belonging, the need for friendship, is a basic human need. Only food, water, and safety are more important. That sense of belonging, having friends at work in particular, carries great benefit. Studies show that people who have a best friend at work are more likely to report positive outcomes.1 Karen Jehn and Priti Pradhan Shah imply that groups of friends tend to communicate more, provide more encouragement, and possess higher levels of commitment, and they are more cooperative than strangers or acquaintances.2 Or, as Christine Riordan and Rodger Griffeth argue, when we believe we have the opportunity to make friends at work, we tend to identify with our work more, feel more involved and satisfied with our jobs, and become more committed to our organizations.3

Clearly, we need friends; they benefit us as well as our organizations. As an individual contributor, it’s only natural you made friends at work.

But as a new leader, you may be managing those same friends. Awkward. So what do you do to flip these relationships in your new role as their boss? Flip your script. Here are four ways to get you started.

Be clear. Unless there is a clear written rule in your HR handbook against it, yes, you can still be friends. But both you and your friend-turned-subordinate must realize that your work relationship has changed. It’s your job as the boss to talk about the new responsibilities you face in your new role and to set clear expectations and boundaries from the start. Explain that you are accountable for the development and performance of everyone who reports to you, not just your BFFs. The amount of time you spend with your friend-turned-subordinate and the nature of your interaction will probably change, so make that clear to your BFF.

Have this conversation as soon as possible. Get any issues you or your friend-turned-subordinate has out in the open. Talk about your expectations of him or her. And remember, communication is a two-way street. Listen to any expectations your friend has of you as the boss. Discuss where there is agreement or why there are discrepancies, if any.

Be aware. When you have that imaginary “Boss” hat and “Leader” T-shirt on that everyone can see, all eyes are on you. People will observe, notice, and go so far as to scrutinize every decision you make (or don’t make), and whom you give your time and attention to (or whom you don’t). Be aware of what you are doing and not doing.

The idea that you may give your friend-turned-subordinate more than you give others (or even that it’s perceived that way) may come as a shock. But it’s only natural to give more to those you know and trust. We’re human; that’s what humans do. However, success in your new leadership role is due in part to an understanding and awareness of the unique relationship you have with each of your direct reports, BFF or otherwise. This is based on one of the major theories in leadership research: Leader–Member Exchange (LMX) theory. It’s been around since the 1970s and proposes leadership as a dyadic relationship between you and each of your followers.

LMX theorists would group your friend-turned-subordinate, or others you may know fairly well and have a good working relationship with, as part of your “in-group.” They would call these “high-quality relationships.” You like, respect, and trust each other. It’s natural to give more to these people: more time, energy, resources, support, encouragement, responsibility, guidance, information, autonomy, and trust, as well as greater input in decisions. In return, they will go above and beyond for you.

But you also manage people with whom you may not be as close—your “out-group”—according to LMX theorists. They clock in, do their job, and clock out. You don’t “click” with them, and they are not very compatible with you. These are “low-quality relationships,” without the same level of liking, respect, and trust that you have with your in-group. You probably don’t go out of your way to include or involve them at work. And they don’t go out of their way for you either.

So what should you do? Flip your script and build high-quality relationships with as many of your subordinates as possible. Research exposes the benefits. Using data from 164 studies, Charlotte Gerstner and David Day4 conclude that when leaders have high-quality relationships, positive work experiences follow. Specifically, employees in high-quality relationships with their boss tend to have higher job performance, job satisfaction, commitment to the organization, and higher satisfaction with their leader.

The bosses everyone wants to work for are aware of the type of relationships they have with all their direct reports, staff, and team members, regardless of BFF status.

Be fair. As a new leader, you may believe that you should treat all your subordinates similarly and expect them to act in kind. But we know life isn’t like that. New leaders (and many well-seasoned ones too) often treat some followers differently than others. And that’s okay, so long as you follow these words of wisdom similar to what basketball coach John Wooden, football coach Paul “Bear” Bryant, and others have said:

“Treat everyone fairly, not equally.”

Contrary to what you might believe, treating everyone equally isn’t mandatory. You don’t have to give each and every subordinate you have the same amount of equal time. You don’t have to give equal bonuses or raises for every individual on your team. In fact, research indicates that treating everyone in a group the exact same way may be as dysfunctional as treating a few selected people especially well.5

But you should be fair. Leave the personal biases behind when allocating time, bonuses, raises, promotions, support, and resources. Many employees don’t like to see preferential treatment toward a select few. The bosses everyone wants to work for don’t make that mistake. They know that favoritism damages team relationships.

If you develop higher-quality relationships with some employees and not others, base those relationships on merit, not blatant favoritism. If some are provided opportunities to grow and expand in their roles and responsibilities, and if they receive development, support, encouragement, and rewards based on their performance, then different levels of treatment actually represent your fairness. If your former “bestie” deserved rewards and resources based on merit, great. If by something else, then gossip and distrust will follow, along with decreasing your team’s morale and performance. The boss everyone wants to work for is transparent—people know exactly where they stand. Such bosses give rewards and recognition not just to their friends, but to people who perform well and deserve it. These bosses know the difference between fairness and equality.

Be prepared. Steve Nowicki often portrays relationships in a four-stage life cycle: choice–beginning–deepening–ending. When you go from BFF to boss, the friendship as you and your BFF knew it has ended. It’s over. Done. You and your friend must choose whether a new relationship begins. If you or your friend can’t adjust, be prepared to move on. But don’t burn bridges. You never know who may be leading you one day.

A person in my own Wolf Pack at work once told me, “Relationships last for a reason, a season, or a lifetime.” (Funny, a girl once told me that, too, just before she stopped dating me.) My own personal torment aside, relationships change. Evaluate whether a friendship was for a reason, a season, or a lifetime. Friends can be valuable to your success and even your sanity at work. Being clear, aware, fair, and prepared will help you flip your relationships with your BFFs when they begin to report to you.

Leading Teams

That BFF-to-boss flip is not the only reality check you’ll get. The fact that your attention is less on yourself and more on those you lead and serve is a different reality for many new leaders. And believe me, focusing on relationships with your staff or team is much more difficult than just focusing on yourself. But that’s what you do when you flip your script.

Why You Should Flip Your Relationships with Your Team

When I train new leaders I always tell them, “Two things describe effective leaders: they get the job done and they are really good at relationships.” The research behind those two claims is well established. As early as the 1940s, studies originating from the University of Michigan and the Ohio State University concluded that leadership can be divided into two types of behaviors: task-and relationship-oriented behaviors.

With task-oriented behaviors, you lead others doing the work. You drive results, helping others be productive and complete work efficiently and effectively. You’ll learn more about this important flip in the next chapter.

Relationship-oriented behaviors are all the things leaders do to make others feel comfortable. It’s not just about being friendly. Flip your script by understanding the importance of the relationships you have with your team.

Professors Timothy Judge, Ronald Piccolo, and Remus Ilies6 reviewed 130 studies examining these two behaviors. Their results exposed strong relationships between task-oriented behaviors and relationship-oriented behaviors, and outcomes like satisfaction in a leader, job satisfaction, motivation, job performance, and leader effectiveness. In short, if you lead others doing the work and build relationships with them, good things happen.

Many new leaders struggle with leading teams. In fact, leading team achievement was the third-biggest challenge of new leaders in my study, mentioned by 43.4 percent of them. As described in Chapter 3, leading team achievement is also one of the four major skill gaps of new leaders. New leaders often have difficulty building teams, enhancing team chemistry, providing guidance, and communicating clear directions, goals, and expectations. They may fall short in monitoring their team’s work to stay organized and meet deadlines. And they don’t have the skills necessary to build and lead teams, like this man working in the energy sector:

[My biggest challenge is] having to deal with a diverse group of people, getting the entire team going in the same direction.

There are several reasons why managers derail in their careers, and this challenge helps explain why. According to CCL’s research,7 derailed managers tend to act like “lone wolves,” working in isolation. They are described as cold, arrogant, and aloof. These failed managers often show signs of problems with interpersonal relationships and difficulty building and leading teams. Most people don’t want to work for these types of bosses. If you don’t flip your script by flipping these relationships, you may be thought of in the same way.

What You Can Do to Flip Your Relationships When Leading Teams

You know the old saying, “There is no I in team.” But there is a me, right?

Joking aside, teams can accomplish more than any one person. A team can bring multiple perspectives to a problem. A team can generate more information and knowledge on a topic than any one individual can. More times than not, teams come up with more accurate, creative, and higher-quality solutions than any one person can.

As a new leader, you are expected to lead teams to greater performance, which is something not many individual contributors are known for, recognized for, or expected to do. Teams expert Dr. Eduardo Salas has coauthored over 320 journal articles and book chapters and coedited over 20 books, mainly on teams, teamwork, and designing and implementing team training strategies. He and his colleagues have studied teams in government settings, armed forces, law enforcement—even in spaceflight and operating rooms. In one of his investigations, he and his colleagues examined 50 studies that linked leadership and team effectiveness.8 They noticed that task- and relationship-oriented behaviors were tied to three important outcomes: (1) how productive teams are; (2) how effective team members believe the team to be; and (3) team learning (whether teams seek feedback and continuous improvement, discuss errors, and revise processes).

As a new leader, you clearly lead others doing the work (I’ll go deeper into this in the next chapter). But what Salas and his colleagues found even more critical was that focusing on relationships contributed more to explaining team outcomes than attending to the tasks of the team. As a new leader, work to enhance relationships and cohesion among team members; motivate others; and build camaraderie, trust, and respect. When you are the boss, you can make or break your team’s effectiveness, performance, and ability to learn not just by leading them in doing the work, but especially through building your relationships with team members.

So here’s the one big takeaway that will help you flip your script by flipping your relationships with teams: DAC.

Direction, Alignment, and Commitment (DAC)

When the subject of teams comes up when I train new leaders, I tell them to think about the best bosses they have ever worked for. Go ahead and do the same. Would you say things similar to what coworkers of the new leaders I studied mentioned?

His ability to promote a vision and strategy stands out. . . . She inspires others to move toward a common vision and shared goals. . . . She works hard to ensure that her team members feel empowered so they can deliver their best work. . . . He recognizes the strengths of his team members and uses that for the overall good.

Like these examples, when people describe what their bosses have done to lead teams, those descriptions fit nicely into a three-part model Cindy McCauley, Bill Drath, and their colleagues offer.9 They have noticed that anytime you have a collective of people with shared work, such as the teams you lead, you know that leadership is happening when you see three outcomes: direction, alignment, and commitment (DAC).

Direction. Each and every person on your team should agree with what the team is trying to achieve and that the goal is worthwhile. You’ve painted the picture so well that everyone agrees what success will look like. If people on your team have varying opinions on what success is or what the end goal is, and they feel like they are going in multiple directions, you don’t have direction.

Alignment. Each person knows his or her roles and responsibilities and what others are doing. Each person knows what a “meets expectations” level of performance is and what “excellent” performance means. If people in your group start to feel isolated and don’t know what is happening, and have varying opinions about what excellent performance is, you don’t have alignment.

Commitment. Each person should be dedicated to the work and committed to the team. The success of the team, more than any individual praise, is the top priority. Team members want what is best for the team. It is your responsibility to check in with your team, both individually and as a collective. If people are more self-interested than team-focused, then you don’t have commitment.

When I train new leaders, I tell them it is their responsibility to establish direction, shape alignment, and sustain commitment with their teams. The bosses everyone wants to work for do those three things really well when they lead teams.


FOSTER THE RELATIONSHIPS YOUR TEAM MEMBERS HAVE AMONG EACH OTHER

When you establish direction, shape alignment, and sustain commitment within your teams, you help your team feel engaged, secure, and safe in the work. Recently, Google’s People Operations10 discovered that psychological safety—feeling safe to take risks and be vulnerable with each other—is the most important dynamic that describes effective teams. According to Professor Amy Edmondson and her colleagues,11 research on psychological safety, studied since the 1960s, has shown that it’s critical for people to voice their opinions, concerns, and solutions, and is linked to teamwork and learning.

As I mentioned in Chapter 1 with Brené Brown, vulnerability is an important aspect of work. Team members may feel stupid or embarrassed if they don’t know the answers to a problem, or they may fear ridicule if they fail at a risky venture. So, it’s important that your team members feel safe, that they can take risks and feel vulnerable with each other. To be the boss everyone wants to work for, flip your script by encouraging team members to ask clarifying questions if they don’t know the answer. From the very start, assure them it’s okay to take on new roles, try things out, and that, in most cases, making mistakes won’t be the end of the world.



The Platinum Rule of Motivation

Remember the platinum rule discussed in Chapter 3? The bosses everyone wants to work for tend to follow this rule when it comes to motivating others: Motivate others the way they want to be motivated.

As they establish direction, shape alignment, and sustain commitment, many new leaders struggle with how to motivate their direct reports and teams: over 25 percent of new leaders in my research said motivating others was one of their biggest challenges. If you can take people who may not be all that into work and motivate them to do their work and be their best, you have developed a bond and improved performance. Anytime you do this, it’s to your advantage.


FOUR DIFFERENT TYPES OF MOTIVATION

According to Edward Deci and Richard Ryan12 and their self-determination theory, there are four types of motivation:

•  External—driven by external rewards (like money or promotions) or the threat of punishment (like not wanting a demotion or not being fired).

•  Introjected—driven by a desire to maintain a personal sense of self-worth and avoidance of guilt or anxiety because of failing to do something that “should” have been done.

•  Identified—driven by work that allows a person to fulfill values and goals that are personally important or may help address an important problem (like improving the environment).

•  Intrinsic—driven by a person’s own innate interests, doing something because it is enjoyable or fascinating.

As a new leader, it’s your responsibility to know these four motivations and understand which one (or ones) primarily motivate each of the people you lead and serve.



What makes motivating others tricky? You can’t just focus on one motive, particularly money, rewards, or praise. Granted, there are a lot of people who believe in external motivation—the more money you give, the more praise you heap, the more motivated a person will be to do their job. And both laboratory and field research by Chip Heath13 corroborates that thought pretty well: many of us are biased to think that extrinsic motivation is the way to motivate people. No doubt, people value money, and studies that date back to the 1960s show financial incentives are related to performance quantity.14

But as Dan Pink suggests in his book Drive,15 although money, rewards, praise and punishment are acceptable in the short-run for simple things, they simply won’t motivate people to do complex work for the long haul. Other research suggests those of us who are more externally motivated by pay or compensation are, in fact, less satisfied as employees, have a strong desire to leave our organizations,16 and are less productive and committed to our work activities.17 Money, compensation, incentives—they just aren’t the long-term answer to motivate people.

You probably don’t have the resources or control to give raises, bonuses, and promotions to everyone you manage either. Plus, not everyone shows up to work just to collect a paycheck. As Jeffrey Pfeffer said,18 people will work for money, but what they want more is to work to find meaning in their lives, to believe they and their work matter, and to have fun too. That’s their motivation.

To make motivation more complicated, everyone has a different “motivational profile” based on different levels of extrinsic, introjected, identified, and intrinsic motivations. I was on a research team, led by Professor Laura Graves,19 that examined these profiles among 321 leaders. Those with the highest job satisfaction, organizational commitment, and lowest intention to leave their organizations had some motivational similarities. They were driven by their personal values, goals, and interests, and in pursuing work that is personally interesting, important, or enjoyable. They were way less concerned with external motivations, doing things for rewards or to maintain their own self-images.

The managers with the lowest levels of job satisfaction and organizational commitment, and who had the highest intent to leave their organizations, were different. They had average levels of external motivation, which were higher than the well-below-average levels of the other three types of motivation.

It’s not about dollars, or euros, or yen. Instead of thinking exclusively of rewards, pay, or compensation, understand what drives and motivates each person you lead. Flip your script when it comes to motivation—it’s not some blanket method that covers everyone. Motivate others according to each individual’s need. The bosses everyone wants to work for understand what motivates each of the people reporting to them.

My Own Attempt at Flipping My Relationships

To close out this chapter, here’s my own not-so-successful attempt at flipping my relationships. Here’s what happened with a big data leadership (BDL) project I inherited when I became a leader.

When I took over BDL, I didn’t know much about how it began, where it currently stood, where it needed to go, or the importance of it. And the people—I knew nothing about the team dynamics and who did what. I didn’t fully understand why BDL was so important to our division. I didn’t really know what motivated people to do their work and why they were passionate about being part of the project, if they even were to begin with.

In my first meeting, the former project leader handed over the position of “team lead” to me, and she was going to stay on as a member. All I really did in that first meeting was say hi, let people say where the project was and what they were doing currently on the project, and go over timelines of what needed to be done. That was pretty much it.

One thing I wish I had done? Provide direction. I should have been more assertive at that first meeting, let people know my vision of the project, how important it was, and why. I wished I had conveyed how BDL can bring in revenue, add value to our work, and fuel our passions. I didn’t, and I think it hurt my efforts going forward.

As time went on, people were not as responsive with deadlines and timelines as I’d hoped. They lacked alignment. They needed someone to hold them accountable. More importantly, they needed someone to constantly tell them what their roles were and how important their work was to bring the project to completion. That’s what a leader does, and I didn’t do it very well.

They also didn’t see me as a leader who was whole-heartedly behind the project. So, they lacked commitment—if I wasn’t committed to it, they wouldn’t be either. What probably made matters worse, I never really took the time to meet with each of the team members individually. In my mind, I thought that if I did that, I would be seen as a “micromanager.” But what I should have done was to talk to each of them and find out what motivated them, what fueled their passion for the work, and then matched their motivations and passions to the work that needed to be completed.

A few months later, I told my boss and VP that the goals set for BDL would not be met at the end of the year. It was embarrassing and painful to admit that I could not lead this team effectively. I felt like a failure. And that was on me. Clearly, you can see that (1) nobody knew the vision or goals to achieve; (2) nobody knew what the tasks were and how those tasks were important in achieving those goals; and (3) nobody was engaged or motivated to do the work. No DAC.

But my boss and VP helped me see this as a learning opportunity. “So what will you do differently going forward?” they asked me.

I will help paint a picture of why BDL is so important for each of the members of the team. I’ll have weekly meetings where members will keep themselves updated on what is going on, so they feel connected and have clarity about what is happening. It’s a way for team members to publically say how they are fulfilling their work and be held accountable. If someone isn’t doing the work, we need to help that person understand how that negatively affects everyone. Finally, I will talk with each of the team members and understand his or her own personal motivations and passions. I’ll use that information to keep each person motivated and committed to the work.

Let the lessons I learned from BDL help you flip your script by flipping your relationships. It’s not too late. Provide DAC and get to know others, their passion, and what drives them and motivates them.

But for me, that wasn’t the only thing BDL helped me realize.

The work still has to get done. What happens if it doesn’t? As a new leader, do you just pick up the pieces and do it all yourself? Read the next chapter and find out.


THE COACH’S CORNER—YOU CAN FLIP YOUR RELATIONSHIPS

Go to the companion website and visit the resource page for this chapter to find ways to shrink your out-group and grow your in-group, build and enhance relationships with your team, work with people across different generations, and discover the one word that may strengthen your ability to flip your script by flipping your relationships.

Here, find two questions and two applications to help you flip your relationships.

Question 1: Do you strive for equality or fairness? Think about your definition of being fair. What is it? How is it seen right now in managing your direct reports, staff, or team?

Question 2: How are you flipping your relationships with your team? What have you done recently to show your direct reports, staff, or team that you have taken an interest in them? How have you tried to understand each of their needs?

Application 1: Make DAC clear. In your next meeting with your entire staff, team, or all of your direct reports, use the last 15 minutes to set direction, alignment, and commitment.

Direction—Verbalize your message so that everyone is clear on the collective aim, mission, vision, or goal.

Alignment—Draw a direct line of sight between the tasks and roles each person plays and the overall goals of the team.

Commitment—Stress the importance of each person giving their entire effort to do their job and accomplish team goals.

Application 2: Understand what motivates others. Over the next 30 days, find out what motivates each of your direct reports, each person on your staff or team. Have you recently observed what each person likes and doesn’t like about his or her job? That will give you a clue. If you don’t know what really motivates your direct reports, have a conversation with them. Ask why each person wants to work at your organization and what exactly he or she wants to get out of work.

Flip your script by flipping your relationships. You can provide DAC and foster, maintain, and enhance the work and dedication of the individuals and teams you lead and serve, no matter their age, job title, or experience.




chapter 5

Flip Your “Do-It-All” Attitude

BDL is not going to meet the year-end goal. But what can we do going forward to get the product out and back on track?

Okay, let’s delay the rollout a month. Wait—what? The user’s guide needs more work? Training protocol needs approval? Marketing needs to be notified? Sales sheet needs a revision? Decisions on pricing aren’t vetted yet? Internal communications needs more information? IT needs to be in the know?

There’s no way we can do all this in a month now. How is all this work going to be completed? How can I complete all of this?

If you’ve felt like I did with BDL, an identity crisis creeps in (or has gone full blown). For me, it was running stats, analytics, and writing reports and articles. For you, it can be any number of things that made you special and unique as an individual contributor. Making the most sales. Fixing things right the first time. Providing the best customer service. Writing the best story. Creating the best pitch or design. Being the force behind a patent or product. In the script of individual contributors, that’s how work is defined.

But as a new leader, your work is different. The work you once did won’t earn you recognition and won’t make you a successful leader. So if it’s not about doing all the work, what do you do? What’s your script?

Well, it’s probably not like the one had by these new leaders who have struggled with flipping their “do-it-all” attitude. Read how their team members feel about them:

He struggles delegating work. He’s obviously busy, and we are looking for work to do. I feel he doesn’t trust us to do the work. . . . She needs to delegate more, even if it takes a little longer to finish the work. Eventually, her team will have greater capacity to do great work if she can transition more tasks to her team . . . Delegate to staff and challenge staff to “stretch” themselves . . . He needs to find his way as a leader to drive and lead his team to deliver, in the same way he himself delivers . . . Use her technical expertise and extensive knowledge about the organization to coach other scientists and technicians and help them grow.

So what do you do?

First, you don’t do all the work anymore. Second, you develop others.

You Doing Your Team’s Work Does Not Make the Dream Work

To be the boss everyone wants to work for, you don’t do all the work anymore. Now, it’s your responsibility to ensure the work of your direct reports, staff, and team is actually getting done—and that you are not the one doing it all (or taking credit for it). Lead others to accomplish goals, get the work done, and be productive. One part of flipping your script is flipping your “do-it-all” attitude.

Why You Should Flip Your “Do-It-All” Attitude with Your Team

Many new leaders become confused about work. They believe they must develop both managerial and personal effectiveness. This confusion ranks second among the biggest challenges new leaders face. Nearly 43 percent of the new leaders in my research find it difficult (or nearly impossible) to balance being a great employee and a great boss at the same time.

Some new leaders feel they must do the work because there is not enough time or resources to get the work done. But many others do the work because they know it better than everyone else. They may feel or flat out say:

The work that you do just doesn’t measure up. I can do it so much better, so much faster, and way more efficiently and effectively than you can. Just let me do it. It’s easier that way, and I know it will get done.

What are you really telling others when you don’t let go of the work? When I ask new leaders this question, here are some common answers:

•  “I don’t trust you.”

•  “My way is better.”

•  “I don’t think the work will get done if you do it.”

•  “You are not good at your job.”

•  “When you don’t do the work the way I need it completed, it will make me look bad.”

Many new leaders get into trouble because they often struggle with letting go of the exact thing that made them successful. CCL calls this inability “too narrow of a functional orientation.” It consistently shows up as the biggest problem area leaders have in derailment. Technical skill and knowledge are valuable for individual contributors. But this strength as an individual contributor becomes a weakness in your new leadership role. Your ability to do all the work, no matter how good you are at it, will not compensate for the inability to lead others doing the work. If you don’t flip your script, you are on the track to derailment. That should be reason enough for you to flip your “do-it-all” attitude!

New leaders who flip their script realize that enhancing their relevant leadership skills and job-specific skills isn’t meant to separate themselves from the pack. “It’s not about me anymore.” Rather, it’s to simplify and accelerate the ability of their direct reports, team, or staff to accomplish their work. Flip your “do-it-all” attitude, and continue to be productive and drive results as a leader of others. Flip from “me” doing the work to now driving results and providing role clarity so that “we” as a team can do the work and be successful.

What You Can Do to Flip Your “Do-It-All” Attitude with Your Team

You don’t do it all by yourself—“It’s not about me anymore.” Flip your script. According to teams expert Dr. Eduardo Salas and his colleagues,1 team members should have all the information they need at their fingertips to get the job done and know all the procedures necessary to get the work accomplished. When you flip your “do-it-all” attitude, you drive results and productivity by leading others to perform the work, and you reduce ambiguity and provide structure to the work. According to Salas, the inability to do this is the biggest team killer! As he says, let your team know “who does what, when, why, and with whom.”2

Now, there may be times when you roll up your sleeves and work alongside your team members. The bosses everyone wants to work for would. But they also know this doesn’t occur all the time, not even the majority of the time. And it’s not about doing the work at the expense of, instead of, or in spite of all the members of your team. When you flip your “do-it-all” attitude, you are still results driven, focusing on the task and productivity. But it’s your team, not you, that demands your attention. Flip your “do-it-all” attitude, and drive results and productivity by leading others doing the work, not by doing it all yourself.

One other thing you do when you flip your “do-it-all” attitude is delegate. To be the boss everyone wants to work for, you clearly don’t do the work. However, you also don’t necessarily give people the work you hate doing. The boss everyone wants to work for appropriately and effectively delegates work. You should give someone important work and more responsibility while providing authority, resources, and support. And by delegating effectively, you free up your time to do other work that may need more of your attention. You also build trust among the people you delegate work to and provide autonomy. In the end, more work actually gets done. If you don’t learn how to delegate, your career as a leader may be shorter than you intended.

Developing Others Is Like a Gift

An important and oftentimes neglected part of flipping your “do-it-all” attitude is something not many individual contributors are known for: you develop others. The people you lead want to know that someone—you in particular—prioritizes their development and growth. So, make learning and development a priority for the people you lead and serve. Developing others is one of the biggest skill gaps of new leaders (something that is highly important for new leaders to do, yet not many are skilled at it) and rare for new leaders to excel at from the start. Yet the boss everyone wants to work for is known for making time to develop others and believing that developing others is a top priority. It’s like I tell all new leaders: developing others is like a gift, as good to give as it is to receive.

Why You Should Flip Your “Do-It-All” Attitude by Developing Others

Of the nearly 300 new leaders I studied, more than 20 percent acknowledged that developing others is one of their biggest challenges. Tammy Allen, Lillian Eby, and their colleagues examined 43 studies that connected the act of developing others with important outcomes.3 They discovered that those who receive development usually attain higher salaries, compensation, promotions, and recognition. If you’ve been lucky enough to receive development, you’ve probably felt such positive outcomes. Now, think of how successful your direct reports and followers will be if you develop them or support efforts to develop them! Flip your script because “It’s not about me anymore.” Put your attention on developing others.


DEVELOPING OTHERS ALSO MAKES YOU SUCCESSFUL

Even though you know “It’s not about me anymore,” you may have this lingering thought: “Developing others takes a lot of time. So what’s in it for me? If I develop others, will it help me?”

Yes. Developing others actually helps you and your own career. Researchers Aarti Ramaswami and George Dreher4 have several theoretical reasons why, which include learning more information to make you effective in your job, freeing up your time to accomplish other work, and growing your reputation. As Rajashi Ghosh and Thomas Reio concluded in their research, if you develop others, you’ll tend to have higher job satisfaction and organizational commitment, and you’ll view your own career as successful.5 In my own work with Todd Weber and Golnaz Sadri, managers who were better at developing others were seen as better performers in their job.6 And though that positive relationship was found among 30,365 managers from 33 different countries in our study, in some countries (like the United States, Canada, Mexico, Venezuela, Brazil, Argentina, Portugal, and the Philippines) that positive relationship was even stronger. In another study of 1,623 managers, John Sosik and I found that those managers who were better at developing others tended to be perceived as more promotable by their bosses and peers.7 The science shows that developing others helps you too.



The quicker you realize developing others is part of flipping your “do-it-all” attitude, the better off you’ll be, like this new leader coming to that realization:

I remember one day thinking to myself, “Developing others takes so much time out of my day and takes me away from my work. It’s almost impossible for me to do my work anymore.” Then it hit me. Developing others is my work. From that point on, I had a clear sense of what my work was all about.

The evidence clearly shows, developing others is like a gift: it’s as good to give as it is to receive.

What You Can Do To Flip Your “Do-It-All” Attitude by Developing Others

When you flip your script by flipping your “do-it-all” attitude, you develop others to be their best. So what does the script of a boss who develops others look like? Probably a combination of what several new leaders said:

Passionately care about your team members, how they perform, how they could improve, how they could be promoted, how they could be seen throughout the organization and not be left behind. . . . Look out for your team members, and do what you can to give them challenging assignments. . . . Identify and bring out an individual’s brightest potential, the cause and origin of one’s weaknesses or struggles, and help that person overcome them.

The boss everyone wants to work for coaches and mentors his or her staff, team, and direct reports. When you develop others, your attention is squarely on others, championing their efforts to grow, develop, and succeed. To best do that, to be the boss everyone wants to work for, flip your script by flipping your “do-it-all” attitude, and do these three things to develop others: (1) support others; (2) create goals; and (3) give feedback.


WHAT’S THE DIFFERENCE BETWEEN COACHING AND MENTORING?

Many people think coaching and mentoring are interchangeable. They are not the same thing.8

Coaching is building another’s capacity to be effective in his or her current job or preparing someone for a short-term change or increase in responsibility. Your conversations revolve around tasks, behaviors, short-to-intermediate-term results and goals, actionable learning, and a results orientation. You provide feedback on tasks and performance. It’s not, “I would have done it this way.” Instead, open up a dialogue by asking, “What else could you do?” or “What haven’t you considered?”

Mentoring is different. Granted, “mentor” may bring to your mind an older person helping a newbie out. It’s like Obi Wan Kenobi and Yoda with Luke Skywalker in the Star Wars franchise or Professor Dumbledore and Harry Potter. In the “real world,” it’s Lorne Michaels and Tina Fey, or Tony Bennett and Lady Gaga. But being a “gray-haired old fart” is not mandatory to mentor others. Mentoring has a long-term focus with a spotlight on the person’s career path and future success. As a mentor, leverage your own position in your organization and your own expertise to sponsor others and transfer your knowledge to them. You can do that, no matter how old or young you or the person you are developing is.



Success is no longer defined by all the things “I” can do. Now, success as a new leader is defined by all the things your direct reports, staff, and team can accomplish. And for them to accomplish great things, you need to flip your script: support them, give them goals to accomplish, and regularly tell them whether they are on the right track and performing well or not.

Support others the right way. Kathy Kram has pioneered research on developmental relationships, particularly through mentoring. She believes9 (and dozens of studies affirm) that there are two different types of support you should provide when you develop others.

One is career-related support. You help others understand organizational life, gain exposure, and obtain promotions. Four ways to provide this type of support are listed here:

1. Build the reputation of the people you are developing by bragging about them. This doesn’t take away anything from you or how you are perceived as a good employee or boss. There is no competition here (and there shouldn’t be). You tell others (particularly higher management) about all the great work of the people you are developing, and possibly help those you develop obtain lateral or upward job opportunities. It’s okay to brag about the work of others.

2. Help others develop their skill sets. Assign the people you are developing important tasks and responsibilities. Help them learn how to do the work, and provide clear instructions about how to do it (without you actually doing it). This builds their skill set. Also, give them knowledge and understanding of the world of work. Provide advice, share ideas, and offer different perspectives.

3. Protect others from things they don’t need to know. Many of the people you are developing may not know the pros and cons of getting involved in certain projects. It’s your job to shield them from harm, from unnecessary risk, or from getting involved in things that waste their time.

4. Give them interesting, challenging assignments. The only way people are challenged is if they actually take on a challenge. So, give the people you are developing a difficult yet attainable task to accomplish (and if it’s a high-profile task, that’s even better).

The second type of support you should provide is emotional support. Those you develop often find great support from you that inevitably increases or builds up their competence, identity, self-worth, and effectiveness. Two ways to provide this type of support are by (1) being a role model and (2) accepting others for who they are. First, as a role model, you set an example for how to act and work. The people you develop will identify with you and exhibit your attitudes, values, and behavior. Second, by accepting people for who they are, you are giving support, trust, encouragement, and respect. These actions help others take risks and develop their own professional identity.

Create goals the right way. Simply put, goals should be (1) specific, (2) difficult, (3) yet attainable, according to researchers Ed Locke and Gary Latham.10

An example of being specific is to “increase the profitability of your group by 20 percent in the next six months,” not to “try your best sometime soon to do something impactful.”

Besides specificity, make sure the goal is difficult yet attainable. If it’s too easy, people may become bored or see accomplishing it as worthless. If it’s unattainable, they may give up altogether.

According to Locke and Latham, specific, difficult, yet attainable goals are linked to reduced absenteeism, fewer injuries, and increased production. Further, in 99 out of 110 studies they examined, specific, difficult, yet attainable goals led to better performance than easy, “try your best” type goals or having no goals at all. That’s a 90 percent success rate. The next time you set those yearly goals with your direct reports, staff, or team, make it your goal to help others create goals the right way! See? It’s not so hard to make specific, difficult, yet attainable goals, is it?

Give feedback the right way. Give regular feedback to the individuals on your staff and team. From this point forward, it’s not about “me” and how “I” am doing; instead, flip your attention toward developing others by providing feedback.

When I introduce the concept of feedback to new leaders I train, I tell them feedback is a gift too. And sometimes, like gifts, we want to return them immediately (like that ugly pair of socks or useless kitchenware). Too often, feedback is treated the same way.

We all know receiving feedback can be awkward or painful at times; there can be a lot of emotions and feelings involved. Delivering it can be just as awkward and painful. But providing positive and negative feedback to your direct reports, staff, or team is the only way they will know how they are performing well or, if they are not, how they can become better. It’s what the boss everyone wants to work for does and is part of your script now.

Giving feedback and holding people accountable is a challenge to nearly 25 percent of new leaders according to my research. If you’re in that group, I recommend you adopt CCL’s model of feedback. It’s very simple, direct, and helps you avoid common missteps in providing feedback, such as judging individuals, not actions; being vague; or giving unwanted advice. The model is an easy-to-remember abbreviation. SBI: situation, behavior, impact. Here’s how to deliver feedback the SBI way.

Step 1: Situation. Describe the situation. Be specific about what day, what time, where, and when the behavior happened that you are giving feedback for.

•  Good example: “Monday morning at the 11 o’clock meeting in room 210.” Why is this a good example? It clearly states the place and time you are referencing so both you and the person you’re giving feedback to can clearly remember the context.

•  Poor example: “Last week at the meeting.” Why is this a poor example? It’s vague. There are many meetings that happened last week. What meeting? What day last week? What time? It’s entirely possible that you are thinking of a completely different day and time than the other person is. There will be confusion from the start.

Step 2: Behavior. Describe the observable behavior you are giving feedback for. It’s actually what was said or what was done, something a video camera could pick up or hear. No values given. No judgments made. Simply state the fact of what was said or done.

•  Good example: “You spoke at the same time the presenter was going over the budget.” Why is this a good example? You focus on the behavior, the action, the facts. Because behaviors can change, you can help the person start, stop, or continue that specific behavior.

•  Poor example: “You were rude.” Why is this a poor example? “Rude” is not a behavior. It is a judgment. It’s your impression or interpretation of what went on. Can you imagine how you would take hearing that? Probably not well. Neither would anybody else who heard that!

Step 3: Impact. Describe how you felt or how the behavior impacted you, either positively or negatively. You can use positive words that reinforce the behavior, like “happy,” or “proud,” or “impressed.” If you intend to give negative feedback encouraging someone to stop or change a behavior, you could use words like “troubled,” “worried,” “disengaged,” or “irritated.”

•  Good example: “I felt embarrassed.” Why is this a good example? You focus on how you felt about the behavior, the true feelings that you experienced, and not how it affected others. Because a person cannot dismiss what you truly felt, the feedback recipient will be more likely to hear what you said.

•  Poor example: “What’s wrong with you? Why aren’t you more respectful?” Why is this a poor example? You didn’t let the other person know how you felt. And you are likely to put the other person on the defensive by asking what he or she was thinking or by putting your own values on what the person should be doing. You judged this individual and made him or her feel like you know what’s right and wrong. Don’t play armchair or Monday morning quarterback. Don’t be Sigmund Freud by psychoanalyzing what is going on.

See the difference between SBI feedback and feedback without the SBI formula? Would you rather hear this?

Monday morning at the 11 o’clock meeting in room 210, you spoke at the same time the presenter was going over the budget. I felt embarrassed.

Or this?

Last week at the meeting, you were rude. What’s wrong with you? Why aren’t you more respectful?

You probably know the answer. So would the boss everyone wants to work for.

If you want to be the boss everyone wants to work for, and you genuinely want to flip your script by flipping your “do-it-all’ attitude, feedback is essential. So if feedback truly is a gift, here are two research-based tips to help you give “gifts” that no one will ever want to return.

Tip 1: Provide “wise feedback.” “I’m giving you these comments because I have very high expectations, and I know that you can reach them.”11 Those 19 words may work wonders for you in giving feedback. David Yeager and his colleagues instructed teachers to provide somewhat harsh, critical feedback (or as they suggested, “substantive and rigorous criticism”) on papers written by their students. Some students received those 19 words (the “wise feedback”), while others didn’t. Students who received the “wise feedback” were more likely to turn in a revised paper and make the suggested changes based on the feedback, and the quality of the revision was better than the original. Those 19 words (or something like them) provide a standard of excellence you hold, and they convey your belief in others. Those words can give you powerful reassurance that delivering tough feedback won’t necessarily break the people you lead.


FLIP YOUR “DO-IT-ALL” ATTITUDE WITH PERFORMANCE REVIEWS

Performance reviews are now part of your work too. Be clear about what your organization and the HR department requires you to do; understand directions, responsibilities, timelines, and how to make and rate goals and measure behavioral change.

But if you think reviews are a ritual, just something to do to “check the box” or something that “legal” or “compliance” says you must do “or else,” the person you are reviewing won’t take it seriously. In what they call “perceived system knowledge,” psychologist Paul Levy and his colleagues believe when employees understand the system surrounding performance reviews and know the reviews are taken seriously, great things happen. Specifically, they’ll have similar ratings as yours (so that’s less fussing and nit-picking); they’ll have better job attitudes (always a plus); and they’ll feel that the system is “theirs,” and not something handed down by you or HR (so they’ll feel empowered and have ownership of something).12 So, take performance reviews seriously, and your direct reports will too. Plus, if someone is not performing up to standards, and eventually a “we-need-to-let-you-go” conversation is needed, documenting performance and taking it seriously from the start will give the evidence needed for those personnel decisions.

And finally, remember this: although an annual formality at many organizations, performance reviews are not something you do once a year. If the year-end performance review is the first time you talk about goals since you set them, it’s too late to develop them. At every single meeting you have with your direct reports or individual staff members, you should review what they are doing to accomplish their goals. Give feedback often so they won’t be surprised when the year-end performance review comes.



Tip 2: Deliver feedback often. Many new leaders ask me how often they should give feedback. I say, “As often as possible, and strive to give five positive pieces of feedback over a period of time before you must deliver a negative one.” The 5:1 ratio of positive to negative feedback doesn’t come out of thin air. Consider relationship experts John and Julie Gottman and their work investigating successful marriages and those ending in divorce.13 During conversations around conflict resolution, the ratio of positive to negative interactions for successful couples is usually around 5:1. For unstable marriages, the ratio’s usually 0.8:1. Granted, your spouse or partner probably isn’t your direct report at work (unless you’re part of a family-run business). But as a rule of thumb, if a 5:1 ratio accurately predicts successful marriages 80 percent of the time (and in some cases, the Gottmans’ success rate is at 94 percent), how can it hurt to follow the same ratio for giving feedback?

Great bosses give harsh feedback too. But that feedback is meant to help, not to belittle or embarrass. And they give more pieces of positive than negative feedback. To be the boss everyone wants to work for, give both positive and negative feedback in at least a 5:1 ratio to the people you lead and serve.

Keep Doing It All and See What Happens

This chapter should give you some great evidence and reasons why you can’t do all the work anymore. But let’s say you just can’t let it go. Think about what happens if you don’t flip your script by flipping your “do-it-all” attitude. Picture it.

Your coworkers have all gone home. You are still at work, doing their work. You are probably regretting it too.

Your team hasn’t accomplished anything major recently. If you asked them, probably none of them know what to do, when to do it, or why.

You see it in their faces. They are disengaged. They don’t feel supported.

And they feel stuck in their jobs. They aren’t able to grow as people, develop as future leaders. They don’t have goals, and they rarely get feedback on what they are doing to better themselves.

Do you want these people working for you?

It doesn’t have to be this way. You can flip your script. Realize that as a new leader you can’t do it all anymore, nor are you supposed to. You now help others understand what their work is, drive their results, and develop them by providing support, goals, and feedback.

But it’s not just about the work either. As you flip your script, you’ll come to find out that the work becomes much broader than before. You interact with other groups and work across the organization, seeing politics at play. So you must flip your perspective, the subject of the next chapter.


THE COACH’S CORNER—YOU CAN FLIP YOUR “DO-IT-ALL” ATTITUDE

On the companion website, the resources page for this chapter gives you certain questions you can ask when you have coaching conversations, tips on how to make your staff or team meetings more enjoyable (or at least, tolerable), as well as ways to deal with conflict among your team.

Here are two questions and two applications to help you flip your “do-it-all” attitude.

Question 1: What is delegation for you? Think about all the positive things that can happen when you effectively delegate work. How are you developing others by delegating work to them? How can your work become easier when you effectively delegate work to others?

Question 2: How are you flipping your “do-it-all” attitude with your team? What have you done recently to make sure the people you lead and serve are doing their work, and doing it well? How are you simplifying and accelerating the ability of others to achieve goals and objectives? How are you clarifying processes, roles, and responsibilities? Organizing, scheduling, and providing structure to their work?

Application 1: Brag on the accomplishments of each of your direct reports in the next one-on-one meeting with your boss. Write out one thing each of the people who report to you is doing effectively and the positive impact that this is having on you, your staff, team, and/or organization. Share those with your boss. Don’t have a meeting scheduled with your boss for a while? Schedule one and make it happen in the next two weeks.

Application 2: Give five positive SBIs to each of your direct reports, staff, and team members over the next 30 days. It may sound daunting, but you can do it. If you aren’t experienced at giving feedback, if it’s not a natural part of your script, start by writing it out. Next, practice saying it in front of a mirror. Then, in your next formal one-on-one meeting, deliver it. Don’t have a meeting scheduled for a while? Proactively see or call the person this week and deliver the positive feedback. The more frequently you are able to give feedback, the easier it will be.




chapter 6

Flip Your Perspective

So, I’ve made it to “the inner sanctum”—my first management team meeting. I always wondered what it was like in here. Before, my friends and I only speculated about what went on in these meetings. Now, I get to see what it’s really like.

It’s nothing like what we thought.

I’ve only been here for five minutes, and I’m in way over my head. All the managers are talking about lack of resources, needing more people. And a lot of their suggestions sound like they are at my expense. Are they trying to steal some of my people? Steal some of my budget? It’s my first meeting for goodness sakes.

I need to stop this. I must talk about my group and what I need. That’s how things get done around here, right? But that sounds so selfish. How do I do that so I don’t piss other people off? That’s not the impression I wanted to leave in my very first management team meeting. Does it have to be “I win and you lose?”

Later in the agenda, we will discuss a long-term strategy for our entire department. How do we communicate better to the entire organization and effectively work across boundaries to show how important our group and department are?

Who am I to say? I just got here!

I’m out of my league. What am I supposed to do?

Being Politically Savvy Is Not a Bad Reputation to Have

My first management team meeting was something I’d much rather forget than remember. I was the newbie. All the other managers had been managing their groups for years and had way more experience. One was actually my boss years ago. I felt like I didn’t belong. It showed.

They talked about their teams, which after a few weeks in my new role, I felt I could do too. But they also discussed resources, stakeholders, strategy. They each had a desire to portray how their specific team was an integral part of the organization. I had a completely new team and no clue how we fit in with the strategy of our department or our organization, or how we work with different stakeholders to bring value across the organization. These were all examples of the type of perspective that was considerably different, bigger, and unlike anything I’ve ever had to think about before. It can be unnerving for any new leader.

In this chapter, you learn what that meeting made all too clear to me. I had to flip my perspective. You do too. Most individual contributors have a narrow view of what goes on in their organizations. Now that you’re a new leader, flip your perspective. What does that mean? See things more broadly. Expand your vantage point. And realize that politics exists!

If you don’t flip your script by flipping your perspective, and account for the politics in your organization, what will people say about you? Things similar to what was said about these new leaders:

He needs to broaden and increase his degree of influence over projects and people (including those he does not formally manage) by developing win–win solutions. He needs to think a couple of steps ahead, and gain buy-in from stakeholders. . . . He should become more active in the broader corporate community so he can better understand the needs and perspectives of colleagues in other areas, especially those senior to him. Then, he can meet their needs and better influence decisions across the organization. . . . He doesn’t build consensus outside of his group to move larger ideas forward. . . . The internal relationships of this organization are not what she is used to. She has years of service but is considered an outsider to some of the management staff. Not fostering personal relations with peers has really worked against her.

As you flip your script by flipping your perspective and you start to take on that bigger view, you’ll quickly see the organizational politics at play. Your ability to flip your perspective has a bearing on how well you manage politics, how well you work with coworkers and stakeholders (up and down as well as across the organization), how you feel about your organization, and how well you do your job. Crummy politics have grave consequences, but embracing that perspective is not your only choice. You can flip your perspective, prosper in your organization, and be the boss everyone wants to work for.

Why You Should Flip Your Perspective

Many new leaders have a certain perspective on politics, for example, fulfilling their own agenda or working on projects personally satisfying to them. They want resources just for themselves at the expense of others. They are blind or closed-minded when it comes to understanding how others feel, how others can be helped, or how to share resources. For many new leaders, that win–lose mentality is there from the start. Why? It’s that old breakup line again, “It’s not you; it’s me.” They must win, or refuse to lose, because frankly that’s all they have ever known. It may even be the way they see their own leaders act.

For many, politics is a necessary evil or a game to play. Favoritism, bullying, power struggles, and self-interest abound. These individuals see people making others feel small, stealing credit, or passing off the work of others as their own to get attention, glory, power, or resources. And bending or blatantly breaking rules and manipulating the system or people to get what they personally want. It’s Frank Underwood in House of Cards.

Many new leaders don’t like seeing things this way and feel bad for succumbing to this view of organizational politics. They see politics as an unfortunate reality that can’t be avoided. It’s very discouraging, often demoralizing. They can’t comprehend how this perspective can be flipped. Just look at the word politics:

Poli—from the Latin, meaning “many.”

Tics—a bunch of blood-sucking insects.

That’s taken from Gerald Ferris and Pamela Perrewé, who have been studying politics for more than three decades. Their research1 portrays a grim picture. If you only see people going along to get ahead, cutting corners to get what they want, being rewarded for behaviors not formally endorsed by the organization, forming cliques to gain personal power, and/or the “favorites” being rewarded with higher pay and promotions, you’ll sense that the environment is rather threatening and unpredictable. You’ll feel less in control and won’t understand what should and shouldn’t be rewarded. The ambiguity can be confusing, upsetting, maybe even debilitating as Perrewé and her colleagues’ research shows; when politics is viewed in this manner:

•  The health of workers is negatively affected.

•  Conflict, stress, strain, tension, fatigue, and anxiety all increase.

•  Feelings of helplessness, victimization, and burnout all increase.

•  Performance at work is negatively affected.

•  People want to leave their organizations.2

For one-third of the new leaders I studied in my research, managing internal stakeholders and politics was a current challenge. Of all the challenges, it ranked fourth. Consider the words of a woman in the nonprofit sector, who said:

[There is a] new focus on quality and speed, but peers are resistant. They find comfort in the old way of doing things. Unlike my peers, the new focus on quality and speed excites me, and I want to move faster than those around me. This causes friction, and I don’t know how to acknowledge their concerns and yet still get them to move faster.

Or this woman in the financial services sector, stuck with managing up:

My first line supervisor and second line supervisor have two very different (often opposing) leadership styles. One is “full speed ahead,” and the other is “proceed with caution.” The challenge is managing messages to both of them, since they often have opposing views. My first line supervisor may direct work; the second line disagrees with the direction. It’s a difficult place.

Unfortunately, managing politics won’t go away, and you will continually face it as you progress in your career. I once led a study3 asking 763 leaders from China, Hong Kong, Egypt, India, Singapore, Spain, the United Kingdom, and the United States the following question: “What are the three most critical leadership challenges you are currently facing?” These were all well-seasoned leaders with years of management experience, mostly in middle to upper middle or executive levels of management all over the world. They clearly knew how to lead others. Yet, struggling with managing internal stakeholders and politics was as relevant a challenge for them as it is for new leaders.

Organizational politics will not go away. You may not like to deal with politics. You may despise it, may even feel trapped by it and feel there’s just no other way but to act like everyone else.

No one blames you for feeling that way. But there is an alternative.

Flip your perspective.

Those who flip their perspective see politics differently. This is not to say that they are naïve. They understand that there are competing interests, scarce resources, ambiguity, unclear rules and regulations, and a lack of information. They see it all.

The difference? They don’t let those perceptions get in the way of their goal to bring transparency and clarity to their teams, their coworkers, or stakeholders they work with. They remove uncertainty in the environment.

When you flip your perspective, you no longer cut corners, play favorites, or work the system to get things for yourself at the expense of others. You don’t perpetuate the self-serving behaviors and ambiguity that fill organizations. “I have to be right all the time” is not part of your vocabulary.

Politics is not a game to be played, where you have to win and everyone else loses. In fact, it’s not negative or positive. Politics is simply the air we breathe in organizations. When you flip your perspective in this way, you’ll survive—even thrive—at navigating politics in your organization with your political savvy, and feel good about yourself and the way you do it too.

You are not stuck with just one view of politics. When you flip your perspective and see politics differently, you’ll do what the boss everyone wants to work with would do: remove uncertainty and bring transparency, clarity, and a shared meaning to those you work with, so everyone knows what to expect by using your political savvy.

Ferris and his colleagues describe political savvy4 in ways I also see in my research and training of new leaders.5

•  Understand yourself and the environment around you.

•  Use that knowledge to be flexible and versatile enough to obtain goals that benefit you and others.

•  Act in a sincere and authentic way.

That doesn’t sound bad, does it? Being politically savvy does not mean someone else must lose for you to win. It’s not about selfishness, having a façade, being a chameleon, or inauthenticity. Instead, it involves the sincere use of your skills, behaviors, and qualities to remove uncertainty and obtain goals that benefit you and others at the same time.

Being politically savvy is a must in modern organizations and in fact relates to many positive consequences. Across 130 studies, Ferris and others6 found that politically savvy people tend to

•  feel more satisfied with their job;

•  experience more commitment to their organization;

•  be more productive with their work;

•  go above and beyond what is outlined with their work; and

•  have better career success and prospects for their future.

My own research shows the benefits of political savvy. Over the years, we continuously find that managers with political savvy are seen as better leaders, more promotable, and less likely to derail in their careers according to their boss, peers, and direct reports.7 So don’t think of political savvy as being a brownnoser, a backstabber, a backroom dealer, a schmoozer, a shark, or a snake. It’s not embarrassing, patronizing, or inauthentic. And it’s not being part of the “old boys network” either; Jean Leslie and I have found that women rate themselves just as high in political savvy as men do, and the positive relationship between political savvy and performance is the same for both men and women.8 There are no meaningful gender differences.

Having political savvy is a good quality that benefits you, your coworkers, and stakeholders in your organization. So, flip your perspective.

What You Can Do to Flip Your Perspective

Here’s the skinny: Understand what you want, what others want, and determine where there is common ground so everyone wins and benefits. To do that, you need political savvy. According to Ferris and his colleagues, and my own work and research, there are four different aspects of political savvy that you can develop.

1. Read the situation. Objectively scan, observe, and gather information about yourself and the people and the environment around you. Academics call this “social astuteness.” You are highly self-aware with your own thoughts and behaviors. You also thoroughly understand the thoughts, behaviors, and needs of coworkers and stakeholders you interact with.

2. Determine the appropriate behavior before acting. Based on observations of what is going on around them, politically savvy bosses learn what to do in a given situation. Find common ground and do what needs to be done, so everyone wins something and feels good about the final result. You don’t manipulate others to get what you want. Instead, work through the system to ensure everyone’s needs are served.

Determining the appropriate behavior also means you don’t come unglued in times of crisis either. You don’t lose your cool. It’s about impulse control and remaining calm in the storm that is around you. It’s thinking before you speak and act.

Many of us have told an inappropriate joke, shared information publicly that should have been kept private, acted without a care in the world, or became a volcano when mistakes were made. Some of us realized later we shouldn’t have done those things; we lived to tell about it and learned from our mistakes. Others, however, are no longer around because of that lack of impulse control and inability to think before speaking. They lacked political savvy. It’s the type of thing many people don’t come back from. Truthfully, it almost set back my own career. Here’s that story.

I was in the middle of training a leadership development program at CCL. A high-ranking official, whom I knew rather well and considered just as much a friend as a superior in my organization, needed a status update on a project, inquired about my schedule for an upcoming meeting, and asked if I could be part of that meeting’s agenda. So, during a break I quickly wrote an email saying I was currently in a program training about 25 leaders, could only attend a portion of the meeting next week, and that I couldn’t put anything together given the short notice. To close the email, I wrote down a couple of problems our project encountered.

I thought I was being attentive to her needs. For me, it was less about the content of the email and how it was worded, and more about the action of sending an email quickly to show that I was attentive to her needs of wanting information.

The way my superior read that email was much different. A couple of weeks later, she gave me feedback on what she read. The two major lessons I learned:

1. The email was blunt, terse, and discourteous. I needed to layer some context around the email. I was in a program but should have let the reader know I’d give what I could now and would provide more detail later.

2. Second, I gave problems, not possible solutions. In the leadership role I have, I can’t just say what’s wrong. I need to broaden my perspective; identify concerns and come up with possible solutions.

Looking back, I should have taken a little more time and not have been so abrupt. Moreover, I needed to flip my perspective. If I give problems, I should offer solutions too. Or given the context (not having enough time to give a detailed email because I was in the middle of training a program), I should have said that we could talk about coming up with solutions later.

We all have probably made a mistake of not thinking before speaking and have acted on an impulse. But you can avoid it with your political savvy.

3. Network strategically. This is not about having the most friends on Facebook, the most connections on LinkedIn, or the most followers on Twitter (by the way, follow me on Twitter @Lead_Better). It’s not about going to conferences, joining social, professional, or civic groups and collecting a stack of business cards. Networking strategically is building strategic relationships and garnering support for your goals and those of your coworkers and stakeholders. By connecting with influential individuals who hold different resources and valuable assets, you’ll gain a voice where you might not have been heard otherwise. More importantly, you could gain access to important information from key insiders.

So what does a strategic network look like? ODD: open, diverse, and deep. Through their research, that’s how Phil Willburn and Kristin Cullen-Lester at CCL9 describe the networks of successful leaders.

Open—The people you know in your network should not all know each other (that’s a closed network). When you have an open network, the people you know are connected with other people that you don’t know. With this open network, you’ll likely hear new information you never would have before, gather different ideas and perspectives, and capitalize on that information to influence others or make well-informed decisions that benefit all parties involved.

Diverse—Those in your network should not all be from the same group or division (that’s a homogeneous network). In a diverse network, the people in your network should be from different groups and divisions and should cross several different boundaries, including up, down, and across the formal hierarchy, as well as those that span functional or geographic boundaries. When your network can span these boundaries, you can build bridges so that all involved feel part of the solution.

Deep—What you know about the people in your network isn’t just their name, title, and where they sit (that’s a shallow network). It goes deeper than that. Knowing where they went to school, what team they root for on the weekends, what their pet’s name is, or what their kid did to win the talent show is a good start. But it goes deeper still. Get to know these people: understand what they do, the situations they are in, and their motives, values, and needs.

4. Leave people with a good impression. Many of us who study political savvy believe what Ferris suggests: if you have political savvy, you appear not to have it. Everything you do—your behaviors, your actions, the words you say—are all genuine, transparent, and authentic. As a boss with political savvy, be sincere and authentic in all that you say and do, and leave people with a good impression.


ANYONE CAN NETWORK STRATEGICALLY

Now, some of us love networking. It energizes us. Others find networking a chore, painful and draining. Your feelings aside, networking strategically is necessary, and anybody can do it.10 If the thought of building an ODD network makes you nervous or anxious, take it piece by piece. Networks aren’t built over a weekend, so be patient. To help ease your apprehension, remember: it’s not about having the most connections. Look beyond the formal organizational hierarchy and org chart, and be strategic about who is in your network. It will be worth the time and effort in the end because these ODD networks can give you a foundation upon which to exchange information, resources, and skills. You’ll gain the perspective and resources to garner support and build camaraderie in the workplace for things you and others need now and in the future. It’s the type of thing the boss everyone wants to work for would do.



Think about the politically savvy attributes. If you read the situation in a sincere and authentic way, you will be described as “astute” or “ingenious” or “clever.” But if you do it in an inauthentic way, you’ll probably be labeled as “cunning” or “sly” by others. Determine your appropriate behavior in a sincere and authentic way, and you’ll be seen as “flexible” and “adaptable.” If not, you may be regarded as “cold” and “calculated” or possibly “Machiavellian” in nature. Network strategically in a sincere and authentic way, and you are a “relationship builder,” but if not, you’re branded a “brownnoser” and “power hungry.” Which adjectives would you want attached to you?

Think about leaders without political savvy, those who haven’t flipped their script. You know those people. They are seen as manipulative and selfish. They are like snakes in the grass (or maybe snakes on a plane, for Samuel L. Jackson fans). They say one thing, shake your hand, and stab you in the back later.

Do you want to manipulate someone to do something? Probably not. Even thinking about that probably feels disingenuous. But do you wish to sincerely and authentically influence someone to get what you and others need? That’s when you know you’ve flipped your script by flipping your perspective. Leave people with a good impression by being sincere, trustworthy, and genuine. You’ll build trust and confidence with those you work with now and in the future.

For some of us, this may be difficult. Maybe you’ve gotten some feedback that people see you as self-serving and manipulative. Maybe you’re afraid there’s just no other way. Well, fear no more. Ferris, Perrewé, and their colleagues believe that although political savvy is somewhat innate, it can be trained, developed, and enhanced in new and experienced leaders alike. I believe it too, as I continually help new leaders become aware of political savvy and, in programs and workshops, help them develop it.

Make it a point to flip your perspective. You can do it! It’s not how to manipulate people to achieve an outcome. Flip it. Choose to behave genuinely, and exhibit sincerity and trustworthiness to reach a goal all parties want. You have the potential to be considered a well-respected, politically savvy boss in your organization.

Two Ways to Flip Your Perspective

Up to this point, you’ve read how important it is to flip your script, shining the spotlight less on yourself and more on the people you lead and serve: “It’s not about me anymore.” As you flip your script by flipping your perspective, shine the spotlight in many different directions to many different stakeholders inside and outside the organization. As you do, your political savvy will help you deal with two of the topics I frequently hear about when I work with and train new leaders: “How do I manage up?” and “How do I manage in a matrix?”

Manage up. For many, “managing up” leaves a bad taste in their mouths. They think of it as self-promotion, kissing ass, brownnosing, pandering, bowing down, sucking up, not leaning in, or selling out. When you flip your script, you see it differently.

First, don’t think of it as managing your boss, superiors, and the like. Think of it as helping your senior colleagues. Managing your boss sounds like you are trying to get your boss under control. Helping your senior colleagues is less formal and stuffy, shows respect, and sounds less manipulating.

Second, think of helping your senior colleagues as part of your job. Take responsibility of the relationship and be proactive. It’s your job to seek out, understand, and influence your senior colleagues, not their job to find you, tell you what they think, and agree with what you want. If you have political savvy, you inform your senior colleagues about what is going on. You keep them in the loop. You’re busy, and so are your senior colleagues. So, be proactive in keeping your senior colleagues informed because they can’t know everything happening with your team.

It’s not brownnosing. Think of it this way: if you were in their shoes, what should they know about you and your team? That’s keeping your senior colleagues informed. They’ll be able to communicate that information up and across the organization.


A WARNING WHEN WHAT GOES UP DOESN’T COME DOWN

Words of caution: Don’t get sidetracked in making “managing up” 100 percent of your job. Remember the derailment research: careers go off track if you neglect your team. So, spend the appropriate time helping your senior colleagues help themselves and leading your own direct reports, staff, and team.



The Matrix is not just a movie. Quick story:

About two months into my role as director, I was in a difficult situation. I have an employee who reports to me, but the person isn’t in headquarters and frequently must respond to the needs of that location. So, I’m a boss who doesn’t have complete authority over the person. It’s very hard to get the person focused on work because many times this individual doesn’t know what to do and asks, “Should I focus on what you tell me or what the people in my location tell me?” And because role clarity is so important in leading teams, I knew I needed to give that to my direct report. But how, given the reporting relationship?

I went to my VP for help. Her response?

“Welcome to the matrix.”

Contemporary organizations are more complex than the hierarchies that structured them in the past. Some of our reporting relationships are in the matrix—we report to our department and a functional manager. Matrixed relationships are hard to manage. But not impossible. Find what makes your stakeholders tick. Listen to what they’re telling you. Find the common ground. This is how I dealt with the situation:

My direct report, my boss, my VP, and a senior colleague from the location in which my direct report works, all had a conference call.

It was 10:00 P.M. my time, an hour in, and I was struggling, frustrated, and sleepy. All I heard was “Do you realize what we are up against?” and “Do you know the things we are trying to do?”

By listening to the pressure points and needs of my senior colleagues, I found the common ground that would help everyone on the call. On the spot, I said something directed to the senior colleague at the other location.

“I truly sympathize with all that is occurring. I have a better understanding of the work you are doing and understand you are targeting a certain population. So, how can we in research help you with your strategy? Can we think of ways to do our research and target the population you feel is most important to you and your business?

My VP IM’d me immediately and gave me a great vote of confidence, saying, “Great reframe.” That’s when I knew I’d done something cool. Around 10:45 P.M. my time, it felt like everybody had won. To be clear, I have no direct authority over my senior colleagues (just the opposite). But because I expanded my perspective and looked at things through their eyes, my political savvy enabled me, from my less senior position, to align our work to the other location. And my direct report feels more engaged in the work. Everyone wins.

Coming Full Circle

I have come a long way since that first management team meeting. Granted, I sometimes feel like an imposter in those meetings. But I am growing more comfortable in my role. In fact, I remember the exact moment I felt like I sort of belonged. My mindchatter before the meeting went something like this:

Another team meeting, the usual suspects—don’t look like an idiot! Actually, you won’t. You’ll do great.

First thing on the agenda, we are talking about development planning of those working in our department. You will make sure to speak up for the people that report to you. Plus, show how increasing their effectiveness can directly help the other groups in our department too. This will show you genuinely care not just for your people, but for your peers and their people as well.

Second on the agenda is our own team development. From our own internal opinion surveys, we on the management team know that we are falling short in some areas. People don’t feel connected to each other. Ask your peers how we together can get our people to feel more connected. They have been in the organization and in their management role longer than you. So what have they seen or heard in the past that has been effective in getting people to feel more connected?

Final item on the agenda: How can our groups get better at internal messaging, at making clear to our stakeholders across the organization what we do and why it’s important. So try to understand our stakeholders’ point of view. How is our work important to them to get their work done? What would they need from us that could help right now?

Later that evening, I went out to a business dinner with some of my peers from that meeting. Upon leaving the restaurant, two of my peers praised the way I handled myself in that morning’s meeting. I asked them for clarity and feedback, what exactly it was that I did. Each told me I expanded my perspective. I also thought of things from their own perspective and from our stakeholders’ perspective too. That kind of thinking was needed in our group.

I truly felt like I flipped my perspective. I was looking out for my team, working well with my peers, and helping my senior colleagues. Without my political savvy, none of that would have been possible.

I felt great driving home that night, just like I did when I first got my promotion months ago.

Then a rhetorical question hit me:

Why did you flip your perspective? In fact, why did you flip your mindset, skill set, relationships, your “do-it-all” attitude—any of it? Do you truly have a desire to help the people that report to you? Do you really want your colleagues to succeed? Or are you doing these things for your own personal gain?

Like me, you have a choice to make. Will you lead from your own personal agenda? Does it matter what you do, so long as the ends justify the means, or the means justify the ends? Or will you be aware at all times that your actions and decisions can affect others, whether you know it or not?

Flipping your focus is the final act, probably the toughest in flipping your script. It’s the one that takes the most amount of soul searching. One with the highest stakes that can affect more than just you and the people you lead and serve. It may sound ominous, but it can be addressed, as you’ll read in the next chapter.


THE COACH’S CORNER—YOU CAN FLIP YOUR PERSPECTIVE

If you are interested in finding out other ways to flip your perspective by enhancing your political savvy and helping your senior colleagues help themselves, go to the companion website and the resources page for this chapter.

Here, you will find two questions and two applications to flip your perspective.

Question 1: What does the politically savvy person in your organization look like? Think about the person in your organization who has a lot of political savvy—the one who reads the situation, knows what to do, has a strong network, and is truly genuine in everything he or she does. What are concrete examples of the way that leader used political savvy to bring transparency to the workplace and to offer solutions so everyone wins?

Question 2: What is the perspective of your senior colleagues? What are your senior colleagues’ pressure points? Their pains or anxieties? Their needs? What are their agendas, values, goals, and missions? If you can answer these questions, you can better understand what you and your team can offer to make their jobs easier and make them successful.

Application 1: Show your senior colleagues one way that you have the ability to help them meet their needs over the next 30 days. Think about your own strengths and what you or your group can bring to fill a need or overcome inadequacies, deficiencies, or limitations, given the rules and realities of the workplace. Then, suggest how you or your team can help fill the gap. Or talk with your peers about their strengths and determine how to address those gaps together.

Application 2: Map your network. It’s like your own “Six Degrees of Separation with Kevin Bacon” game, but you are at the center.

1. Start with a blank sheet of paper.

2. Write your name in the middle, and draw a circle around it.

3. Think of the many people you are connected to:

•  The people you know really well

•  Those who you don’t know well, but would like to

•  The people who you work with closely on a daily basis

•  The people who you work with, but who are out on the fringe

•  The people who you ought to know in the future as you progress in the organization

•  The people who you know have a lot of power and influence

•  Others important to you

4. Put the names of those people with whom you have a strong, high-quality relationship (like those described in Chapter 4) close to you on your map.

5. Draw circles around those names, and connect your encircled name to theirs.

6. Put the names of those you have a weak or distant relationship with farther from you.

7. Draw circles around those names, and connect your encircled name to theirs.

8. Notice that distance means something in this map. Not everyone in your network map will have a line of the same length.

9. Connect your connections. If one of your connections has a deep relationship with another one of your connections, connect those two names together with a line. Do the same for all connections you feel have deep connections with each other.

On page 140 is an example of what a network map could look like. Now that you’ve made your network map, see if your network is in fact ODD. Is it open? Is it diverse? Is it deep? If it is, what can you do in the future to ensure your map stays that way as you progress in the organization? If it is not ODD, ask if some of your close connections can help you connect with those more distant, or maybe more strategic.
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An example of a network map.


chapter 7

Flip Your Focus

You’ve had some really tough decisions to make. Some pretty small. But there are other decisions that are a little more complicated and distressing. Should you cut that project’s budget over another project? Do you give that piece of feedback to someone even though you know it will be hard for the person to hear? Do you really have to officially reprimand someone or do you let it slide? Do you recommend going forward with a decision that is cost-effective even though some cuts are involved? It’s so uncomfortable. But there’s this quote from a CEO:

“You will be confronted with questions every day that test your morals. The questions will get tougher, and the consequences will become more severe. Think carefully, and for your sake, do the right thing, not the easy thing.”

I love that quote for a couple of reasons. Whether you are an individual contributor, a brand-new boss, or well-seasoned leader, it speaks to where your focus is. Where is your integrity? Your character? How do those come into play when you make decisions? The quote speaks to the difficulty of doing what is right. It’s difficult to do, and even when we try, we may fall short. Mistakes will be made in our careers because we are imperfect people. But what I hope you realize, now that you are a leader, is that your actions and decisions, and the aftermath, may be amplified. It’s not just you who may deal with the consequences; your actions and decisions will affect others too. As a new leader, own it. Now that you are a boss, your focus must constantly be on your character, integrity, and doing what is “right.” Why?

Let’s face it: people look up to leaders and expect a lot out of them, damn near close to perfection 24/7/365, at work and even away from work. You may even feel the same about your leaders too. I know I do. On the flip side (pun intended), you probably have people right now looking up to you, expecting just as much. That’s a hard thing for any of us to live up to. The pressure can be unbearable at times, I know. I feel it myself as a new leader. I feel it’s way too much to ask, and it borders on being unfair. But that’s what many of us demand from our leaders. It comes with the territory of wearing the “Leader” T-shirt and “Boss” hat.

You clearly have a lot of power and influence over others. And so you have the potential to affect the lives of people outside of your own. “It’s not about me anymore,” remember? Accept it.

For some new leaders, that’s a huge rush, and it fills them with pride. For others, it can be intimidating, maybe even a little frightening or humbling to think about. However you feel, don’t take it for granted, because it’s so damaging to so many when leaders are involved in scandals because they didn’t flip their focus, and they didn’t focus on integrity, character, and doing what is “right.” Every few months, a leader’s inability to flip his or her focus and realize just how much his or her actions and decisions affect others comes up in the news and blows up into some sort of scandal.

It’s pretty heavy stuff, but too important not to bring up. In my opinion, flipping your focus—understanding and embracing that who you are and what you do can have repercussions beyond yourself—is the most challenging aspect of flipping your script as a new leader.

Oh, the Irony

There’s another reason why I love that opening quote. Picture yourself on your graduation day. Your commencement speaker, a CEO of a multibillion-dollar global organization, motivated you with those words of advice. Then, you throw your cap in the air and get your diploma, ready to take on the world.

Two weeks later, that same CEO, who gave such an amazing speech and inspired you so much with that quote, is arrested.

That’s what happened to former Tyco International CEO Dennis Kozlowski.1 At a commencement speech at Saint Anselm College, he spoke those words to the graduates. Seventeen days later, he was arrested and later was found guilty of grand larceny and conspiracy, falsifying business records, violating general business law, and misappropriating (or stealing) hundreds of millions of dollars from his organization.

Why do I really love this quote? Irony. A leader, talking about morals and doing not what is easy, but what is right, didn’t follow his own advice. He only looked out for himself and didn’t care how his actions and decisions would affect others. He didn’t flip his focus. The quote constantly reminds me that even though I am human and imperfect, if I don’t flip my focus, I am no better than Kozlowski. It could happen to me.

So, would you do the “right” thing in every situation, in the face of difficulty, unpopularity, discomfort, and distress? It’s easy to say, “Of course,” when it’s just a hypothetical or a scenario on paper. I know I would. Anyone would. No-brainer. But if our lives as leaders resemble anything like the TV shows with hidden cameras or the latest gossip news on TMZ, people don’t always do what’s right. Many are self-centered, only think of the short-term gain, and don’t always think of how their actions affect others and the future. They still believe, “It’s not you; it’s me.” They never flipped their focus.

We are all human. None of us are perfect. But I will level with you. You know as well as I do, people look up to you, put their trust in you, follow your example, even emulate you because you are their leader. You will make many decisions in your career. Your actions and decisions will affect others whether you know it, realize it, are purposefully doing it, or not. This chapter will help you understand just how important flipping your focus is now as a new leader, and for the rest of your career.

Some, though, may feel this chapter comes a little too late. You, or others around you, may have already started to question your actions and decisions as a new leader. Maybe things you did before your promotion led to these rumblings. Be assured, it’s not too late to change course. Use this chapter to check yourself so you don’t ultimately wreck yourself. Get the proper insight, the tools, and the confidence from this chapter to flip your focus and be the boss everyone wants to work for.

Why You Should Flip Your Focus

Although I hope my passion about this topic convinces you of the importance of flipping your focus, I know that some of you may still be skeptical. I get it. You see that others get promotions, fame, and fortune without ever thinking about the implications of their decisions. I’ve had similar thoughts too. But don’t allow those thoughts to convince you to not flip your focus. Here’s why.

Character and integrity at the top. When you flip your focus, you understand that your actions and decisions affect more than just you. All leaders have agendas. Some are very self-focused (what philosophers would call ethical egoism). Many of us are like that; we want to make it to the top. There’s nothing inherently wrong with it. But as a leader, you must seriously consider flipping your script by flipping your focus. Thinking about the greater good (what philosophers would call utilitarianism) or doing what is best for others, not yourself (i.e., altruism) will come across your mind. You’ll start to question what you really should do and where your focus really should be. That’s where your character, particularly your integrity, comes into play.

Starting in 2010, my colleagues and I began looking not at character flaws, but instead at the character strengths of leaders.2 In particular, we concentrated on 4 of the 24 character strengths Christopher Peterson and Martin Seligman classified in their “Values in Action” model3—integrity, bravery, perspective, and social intelligence.


DEFINING INTEGRITY, BRAVERY, PERSPECTIVE, AND SOCIAL INTELLIGENCE

•  Integrity—Acting in accordance with your stated values, showing consistency in your words and actions, following through on promises, and using ethical considerations to guide decisions and actions.

•  Bravery—Acting decisively to take the lead tackling difficult problems and persevering in the face of unpopularity, threat, or challenge.

•  Perspective—Understanding the perspectives of different functional areas in the organization and having a firm grasp of external conditions affecting the organization (like business opportunities and challenges, business trends, and the strengths and weaknesses of competitors).

•  Social intelligence—Understanding your own impact on situations and people, knowing what makes you and others tick, understanding their motives and feelings, and having the ability to adapt your behavior to what the situation dictates.



In our first study, we investigated these four character strengths among 191 top leaders of organizations (presidents, CEOs, and the like). The direct reports of these 191 leaders supplied the ratings of the four character strengths, and the bosses (in this case, board members) of the 191 leaders told us how effective these top leaders were in their jobs. After crunching the numbers, integrity, bravery, perspective, and social intelligence each positively related to performance. So, for example, top leaders who were high in integrity tended to have pretty high job performance ratings. And those who weren’t high in integrity likely performed pretty poorly in their jobs. We found the same pattern of results for the other three character strengths too.

Looking deeper into the data, we also learned which of the four character strengths was most important. Integrity came out on top. In the highest of levels in an organization, character strengths are important to a leader’s performance. And of the four we analyzed, none are more important than integrity.

Character and integrity are even tied to the financial performance and bottom lines of organizations, and how people feel about their jobs too. According to research by KRW International,4 CEOs rated as having high character, including integrity, had a five times greater average of return on assets than CEOs with low character. They also found that employee engagement was 26 percent higher in organizations with CEOs high in integrity. Character does matter at the top, especially integrity.

Character and integrity in the middle. In our next study of character strengths, we examined 246 middle-level managers—the leaders to whom you more than likely directly report, where your next leadership promotion will likely take you. Same variables as before, same method, same results: integrity, bravery, perspective, and social intelligence, each positively related to performance ratings. If you want to be effective at the next level, our results recommend you need strong character.

And just like before, we dug deeper into the data to find which of the four was most important. We were surprised. Social intelligence, not integrity, was the most important character strength. And when we looked at all four character strengths together, integrity had very little to do with how well these middle-level managers performed their job.

As you know, we usually get promoted based on our current performance, not the things we need in the future. Our findings suggest that integrity is not seen as being as important to the current performance of managers working in the middle of organizations. So leaders climbing the corporate ladder might not necessarily have the character strengths necessary at the highest of levels. No wonder so many people think you don’t need integrity to reach the top. It sort of played out in our research.

Character and integrity for you, now, in your current role. So now you may be left wondering,

What about new leaders like me? The research suggests integrity may not matter as much in my next step up in the organization, but it is definitely needed at the top. But what about now? As a new leader, do I need it now, where I am in the organization?

You may or may not be surprised by this. There was an absence of the mention of integrity in the close to 300 new leaders that I studied. For example, there were no mentions of integrity in any of their top challenges. I also collected written comments about the strengths and development needs of the new leaders from their own bosses, peers, direct reports, and new leaders themselves. In total, there were 3,294 written responses. Fascinatingly, only one entry, from a new leader’s direct report, mentioned that integrity was something that the new leader needed to develop. Looking at the strengths of these new leaders, integrity was mentioned only 96 times in the 3,294 entries. That’s less than 3 percent.

Why is this the case? Why does it look like integrity and character and doing what is “right” just doesn’t matter all that much unless you are at the top? Well, one way to look at it is that perhaps it’s just the “price of admission” to your new leader role. Perhaps integrity and character and doing what is “right” are treated as “a given” when you become a boss. That’s just what we expect of our leaders. Only when people have ethical failures does it come into our consciousness. Many times, unfortunately, it’s too late to do anything about it.

But you can do something about it now. Flip your script by flipping your focus. If you are interested in climbing the corporate ladder, making it to the top, and having that corner office with the windows looking out on the skyline (and don’t forget that all-important access to the executive washroom), you need integrity and character. Let these studies convince you to flip your focus. If character, particularly integrity, will be even more critical to your success as you continue to progress to the top levels of your organization, why not focus on it now and be prepared for your future?

But what if you have no desire to climb the corporate ladder? You don’t want to put in the time and effort to get that corner office. Being the next CEO or president of your organization is not your end goal and is not your definition of career success. That’s okay—there’s nothing wrong with that. But realize, that’s not an excuse to not flip your focus. Your actions and decisions will carry weight, and lapses in character and integrity can catch up to you, no matter where you are in the organization. It can happen to anyone.

Now some of you may be thinking:

Okay, I know integrity is important in flipping your focus, and that I need integrity, especially if I intend to go higher and higher in the organization. Not a problem. I have integrity.

No doubt, many of you do have integrity, and your followers are lucky. We all know how much integrity we truly have, right? Like this famous leader said:5

[I] lived my life in a certain way to make sure that I would never violate any law—certainly never any criminal laws—and always maintained that most important to me was my integrity, was my character, were my values.

Truly, this leader thinks he has character and integrity. So who was he?

Former Enron CEO Kenneth Lay. He said this in his first primetime interview on CNN’s Larry King Live after pleading not guilty to criminal counts. I probably don’t have to tell you how many suffered from the corruption of Lay and others from Enron. Clearly, Lay overestimated his integrity.

Lay’s story shows you that oftentimes we misjudge and in fact overestimate our integrity. As a matter of fact, our character strengths research6 hints to this phenomenon too. Leaders in our study tended to overrate how much integrity they had, particularly the top-level leaders we studied. Interestingly, the new leaders I studied also tended to overrate their integrity compared to what their direct reports saw.

The Real-Life Evidence

Although the studies speak to the importance of character strengths, particularly integrity, others still might not be convinced that they truly do matter. You’ve seen people make it to the top and not get caught. They reaped the benefits and got away with it. If it worked for them, it can work for you too, right?

As I wrote this chapter, Martin Shkreli (the thirty-something pharmaceutical executive who jacked up the drug Daraprim from $13.50 a pill to $750) was arrested for securities fraud and essentially running his business like a Ponzi scheme. Then there’s Bernie Ebbers of WorldCom, John and Timothy Rigas of Adelphia Communications, or Bernie Madoff. They were all leaders in their field, were connected with fraud, and got caught.

How about United Airlines CEO Jeff Smisek trading perks for influence with senior officials at the Port Authority of New York and New Jersey? Or several officials from FIFA, international soccer’s governing body, who received kickbacks and bribes? They got caught and personally suffered the consequences.

But their actions and decisions didn’t just affect them. Failing to flip their focus affected so much more than just the individuals involved.

Think about what happened at Worldcom or Adelphia, for example. The actions and decisions of those leaders didn’t just set in motion the downfall of their organizations, but also affected the livelihood and well-being of those who worked there. People lost jobs, couldn’t collect paychecks, couldn’t make a living, and that affected their families, their kids.

Do you think the decisions made by Volkswagen leaders who allowed the implementation of illegal software to help cars cheat pollution tests hurt only them? Look at the stock price of Volkswagen after the scandal; their stockholders and investors felt the pain in their pocketbooks, wallets, and 401(k)s. You can also imagine how the faith and trust of people who bought VW vehicles are now compromised because of it.

Many all over the world probably still lament over subprime mortgages and how the events surrounding decisions made at Lehman Brothers and other companies affected massive downturns in the United States and world economies. How many people lost homes, jobs, or retirement savings, or couldn’t afford to care for their family or future because of those decisions and the inability of leaders to flip their focus?

Is it your plan to end up like these notorious leaders? Do you want your name even associated with those people? I would hope not. The research is clear. But it happens in real life too. Leaders do get caught when they don’t flip their focus.

What You Can Do to Flip Your Focus

You have the potential to touch the lives of so many beyond you. When you flip your focus, you understand that your impact is bigger. Your actions and decisions truly affect others. Integrity matters. And you can’t just have it overnight.

Rome and integrity. I’m sure you’ve heard the old saying, “Rome wasn’t built in a day.” The same thing goes for integrity. Integrity takes time to develop and strengthen. Put in the time.

If you have the drive to make it to the top, you clearly need integrity. It’s the most important character strength we studied. It takes time, a career, a lifetime, to build your integrity; you can’t just flip a switch and overnight have it. As a new leader, start now: build your character and integrity for what is coming up in your bright future.

And though integrity isn’t built in a day, it can be ruined with one action or one decision. It takes a lifetime to build your integrity, and one instance, one second, to ruin it. Always be mindful of your integrity in everything you do because one action or decision can ruin a reputation you have worked so hard to build and can affect so much more than just you.

None of us are perfect, and a lapse in character can happen to even the best of us. If it does, swallow your pride, own up to it, and work extremely hard to build that reputation of high character all over again. We all make mistakes, and it’s not impossible to overcome them. But be prepared to put in the work if this sort of thing happens to you.

So the big takeaway here? Pay attention to integrity because you need it in many things you do as a new leader. In particular, you need integrity when making decisions and when building trust.

Integrity when making decisions. It’s not easy to flip your focus. Like the quote that opened this chapter, doing what is “right” is not necessarily easy. It will test you. But the more you are able to think about it, learn about it, and prepare for it, the easier it will be to flip your focus.

If you are doing things for your own selfish interest, not understanding the ramifications of your decisions, and not caring how it will affect others, you haven’t flipped your focus. The bosses everyone wants to work for, however, look beyond themselves and flip their script. How can you do that? Here are some tips to increase your odds of doing the “right” thing when the time comes.

What would Mom or others think about you? Ask yourself if the behavior you are about to engage in or the decision you are going to make would be approved by your mother, grandmother, or primary school teacher. If you think that’s a bit too far out there, what would your current coach or mentor think? What would your wife, husband, or partner think? Is this something you want your friends to read about in the local paper or the Wall Street Journal? Fifty years down the road, how would you describe what you are about to do to your grandkids? What would they think?

Promise and then deliver. Be clear about what you can do and the timeframe around it. Confidently commit to what you can do. Then deliver on it. Don’t “overpromise and under-deliver” as the old saying goes. A proven track record of constantly promising and then delivering builds your integrity. And proverbially speaking, when your “mouth writes checks that you can’t cash,” your credibility and integrity take a hit. The more that happens, the more difficult it is to recover.

Learn from why good people do bad things. We tend to think that only bad people do bad things. But that’s not necessarily the case. Researchers have shed light on the fact that good people, even us, may do bad things or may not do the “right” thing even though we know better. We oftentimes don’t do the “right” thing because we don’t fully comprehend the entire situation; we don’t see the big picture or understand the actual choices we can make.


YES, YOU CAN SAY “NO.”

I get that you probably intend to please those who ask for your service or help. It doesn’t matter if it’s your boss, your coworkers, customers, or other important stakeholders. You can’t stand disappointing others or coming across as being lazy, impolite, unsympathetic, uncaring, or selfish. I feel the same way. I hate saying “no” to anybody.

Even though we know deep down inside there’s just no way we can do everything requested of us, many of us can’t say “no.” And when we say “yes” and then end up not delivering on what we said we would do, it gets us in trouble. Or we actually do fulfill the request at the expense of others who depended on us, and we lose our credibility with them. The quality of work probably wasn’t its best. And worse, your team may feel like they weren’t heard, weren’t consulted, that their input didn’t matter, and they were thrown under the bus because you didn’t say “no” on their behalf.

So what do you do? You can’t say “no,” right?

Well, yes, you can! Give yourself permission to say “no.” In fact, saying “no” when you truly can’t fulfill the request can be a blessing because it will set some boundaries. Of course you’d like to help—be up front with that. But be transparent about why you are saying “no,” given the parameters and circumstances surrounding the request in that moment in time and what you and your team are ultimately responsible for.

Then it’s up to you whether that “no” is the final word or whether it’s the bridge to another conversation to work together to find the proper and best alternative.

You can still have integrity and say “no.” You are telling the truth, aren’t you? It’s when you say “yes” and you don’t deliver that your integrity takes a hit.



But you don’t have to fall into that trap.

First, don’t dwell on the people in the present, but rather, think about the future. Many of us like to help people, which is a noble thing to do. It’s totally natural and normal to care about and help the people we like. Yet doing so can cloud our judgment and prevents us from seeing what’s wrong in our actions and the future repercussions. By no means am I saying you no longer should help people or that how you feel about someone shouldn’t be part of your decisions. But according to research by Lamar Pierce and Francesca Gino,7 you shouldn’t let your relationship, or wanting to help someone, be the driving force and only reason behind your decisions. They recommend taking yourself out of the situation. Understand exactly what the cost to the future will be. How will your decisions truly affect you? The other person? Other people connected to your decision? That will be difficult because we can’t predict the future, and it’s so much easier to deal with the people we like in the present. But that’s how you can flip your focus and do the “right” thing. Fully understand the possible aftermath of your decisions, and be transparent to all parties involved about why you are making that decision.

Second, know the triggers and pressures that prompt making the wrong decision. There are circumstances or situations that would predict us acting unethically, or doing the “wrong” thing when we know all too well that we shouldn’t. Bazerman and Tenbrunsel in their book Blindspots8 and dean of Harvard Business School Nitin Nohria summarized research9 indicating we are more likely to act unethically when we work in uncertainty; we are under extreme time pressure; we work alone; or there are big rewards (usually monetary) tied to our work. If you are in any of these situations, you are more likely to go down a path you shouldn’t go or make a decision you don’t need to make. Act with integrity and do the “right” thing, particularly under these circumstances.

Integrity is needed when building trust. Although the findings of our character strengths research suggest that integrity only really matters at the top, trust is a reason why integrity is critical to you now as a new leader, and in your future, no matter where you are in your organization. Integrity has a lot to do with building trust. And as a leader, you know that without trust, you won’t get things done. So how do you build trust? Apply the work of Roger Mayer and his colleagues,10 cited over 13,000 times according to Google Scholar at the time of me writing this (so trust me—or Google, it’s good).

First, understand that you don’t have control over how trusting other people are. Some people are more trusting than others. So go easy on yourself if it seems difficult to build trust with someone—he or she may not be that trusting of anyone. Trust is not an automatic guarantee with everyone.

Second, to build trust, you must be trustworthy. Some people have an easier time being trusted than others. It’s usually because they are trustworthy, which embodies three elements according to Mayer and his colleagues: ability (are you highly skilled within the domain that is relevant to the relationship); benevolence (do you want to do good by the other person); and—you guessed it—integrity. And you can’t get away with just one of these; you really need all three.

Third, take a risk. If the other person is willing and you are seen as trustworthy, the next step is to take a risk and determine if the person can be trusted. Remember Brené Brown’s work: a little vulnerability goes a long way. That’s how trust really starts. Maybe it’s giving someone a project that you have some apprehension about because the stakes are high. Maybe it’s asking someone to do something a little beyond his or her talents, resources, or time. Maybe it’s having that person stand in or represent you in an important meeting or by delivering an important presentation. But that’s a necessary risk to take to build trust. And know that the other person is taking a risk too. If he or she does come through, that person is banking on you acknowledging it, giving him or her proper recognition, and not leaving him or her hanging out to dry. If the outcomes are favorable for both you and the other person, trust will grow. If not, trust fades.

Trust is essential to relationships at work, and there’s a big prize in the end once it’s built. A team of researchers led by Jason Colquitt11 analyzed 119 different studies and observed a consistently strong connection between high levels of trust and (1) high levels of job performance, (2) high levels of going above and beyond what is required in jobs, and (3) low levels of doing things that are counterproductive to the work and productivity of organizations (like sabotage or stealing). And in their study, although ability, benevolence, and integrity (the aforementioned three indicators of trustworthiness) are needed, Colquitt and his team found integrity had the strongest relationship to trust for leaders. Flip your focus, and you can build better and more trusting relationships at work. In the end, trust will benefit you and, more importantly, the people you lead and serve.

It’s Not Easy Writing about This Either

Flipping your focus is hard. It isn’t easy writing about it either. In fact, this was the hardest chapter for me to write in the entire book. I’d write something. Then rewrite it. Then change it again. And again. Over and over and over again. I felt like I could never get it right. I wanted the perfect words there on paper, to help you understand just how important flipping your focus is, because not enough is being done about it.

I also found it hard to write this chapter because I didn’t want to scare you out of your mind. I didn’t want you to feel that you must be perfect every single second of every single day or else you’ll fail as a leader. That was not my intention.

Let me make this absolutely clear: you don’t have to be perfect in everything you do, and you shouldn’t feel like you can’t make mistakes. You will make mistakes. I do. We all do. And most mistakes can be fixed. In fact, decades of research through our “lessons of experience” work at CCL show time and time again that we learn from our mistakes and failures, and they make us better leaders and people.12

There’s a reason why this is the last part of your script to flip. Aside from being the hardest part of your script to flip, in my opinion it’s the most important to how you lead and what your future will be as a leader. I hope as you read this chapter, you are fully aware your actions and decisions can affect the lives of not just the people you lead and serve, but your family, friends, and possibly people way beyond your control or span of influence, now and in the future. You have the ability to be a great leader, one that people look up to and follow, one that is a shining example of character, integrity, and doing the “right” thing. Flip your focus and be the type of boss everyone wants to work for, not just for the rest of your career at work, but just as importantly, in your life away from work with your family, community, your place of worship, and the society we all live in.


THE COACH’S CORNER—YOU CAN FLIP YOUR FOCUS

If you go to the companion website and the resources page for this chapter, you will find other ways to think about the importance of your integrity and character in everything you do, ways to enhance your character, ways to think about doing what is “right” when making decisions, and certain things to mention when you have to say “no” to people.

What follows are two questions and two applications to help you flip your focus.

Question 1: Why did leaders have lapses in integrity and ethical failures? Do some research on a person with an ethical failure. What started the person down that road? What choices did the person have? What did the person do or not do? How can you make sure the same won’t happen to you?

Question 2: How should you display trust? Think about the leader in your organization who has the reputation of being trustworthy. What does she or he do to enhance that reputation?

Application 1: Do a self-assessment. Think about the following and honestly answer these questions:

•  Do I walk the talk? Are my actions and words consistent?

•  Do I take a stand on things that mean a lot to me, my values, and principles? Am I true to myself?

•  Am I able to say what must be said when the situation demands it? Can I speak about the tough issues?

Application 2: Have a reality check with your own integrity. It is difficult for many of us to take the time and understand how we see ourselves and our character. And it’s just as difficult getting feedback on our character too. In the next 30 days, ask your coworkers the same questions about your integrity as you asked yourself in Application 1. Use an anonymous survey. Or maybe a face-to-face conversation can help, that is, if they know what they say won’t be used against them (which is a strong indicator of your integrity right there). It will be tough, maybe even extremely hard feedback to hear, particularly if you plan on asking those whom you may not get along with or have a less than ideal relationship with (and I highly suggest you do). But that’s what you do when you flip your focus. Better now and not when it’s too late.




chapter 8

Stick with Your Flipped Script

Since becoming a boss, I’ve struggled with helping others realize just how important their work is. I see how valued they are to our team and organization. But I just can’t quite get them to see it.

But today, I had the best call ever with one of my direct reports! She just completed a project and clearly sees how valuable her work is. And she had fun doing it too. Over the phone, I could hear it in her voice—how excited and proud she was of her own work. It felt like she’d turned a corner and has purpose and meaning that she never saw or felt before. She’s now ready to take on more work and make new goals to stretch herself.

What’s that secret sauce or magic formula so that can happen with everyone all the time?

That phone call was one of the best feelings I’ve had as a boss. My direct report felt energized with her work. She felt her work truly mattered. Looking back, it wasn’t one thing I did, but several, over a long period of time that brought her to that realization. For months I was deliberate in giving her clear direction and outlining her roles and responsibilities. We had several coaching conversations about her current work, and mentoring conversations about her future aspirations. At times it was exhausting and frustrating for me and probably for her too.

And in that one 15-minute phone call, all of that work was worth it. Everything came together for her. Granted, it’s not always like that in every phone call after that one, and there are times it feels like I have to start all over. I still make mistakes in my capacity as a boss. But at least I know it’s possible for someone to feel engaged at work, like they and their work matter. And that I had a hand in it. What an awesome feeling.

The Secret Sauce

That secret sauce, that magic formula? Sticking with your flipped script, the script of the boss everyone wants to work for, and not reverting back to the “It’s not you; it’s me,” script.

Psychologist Robert Eisenberger would likely approve. Arguably best known for his “organizational support theory,”1 he believes that if we feel our organization cares for us, we “pay back” the organization through our efforts, increased performance and commitment, and by going above and beyond our jobs to help our colleagues and our organization reach goals. The theory holds up as one of the most well-established explanations of employee–organization relationships and why employees do what they do; findings from 558 studies substantiate the theory’s claims.2

So why is this important for you as a new leader to know and understand?

Although employees form opinions about support from their organization, Eisenberger believes they form general beliefs about how much their leaders—that’s you—value their contributions and care about their well-being.3 As a leader, you represent, symbolize, and personify the organization to your direct reports. So those who report to you attribute how well the organization supports them based on how well you support them. Shine the spotlight on others. “It’s not about me anymore.”

Some may be hesitant about that.

She is a rock star. She gets everything done. She reminds me of me. And in many cases, she’s a lot more talented than me, even with a lot more potential. She gets all the credit, accolades, recognition, and opportunities that I used to get when I was an individual contributor not so long ago. Hate to say it, but I’m a little jealous. She may steal my job one day. How is that going to look?

Yes, you may get defensive and insecure. You may even start to think of ways to “undermine the underlings.” It happens to all of us. But those are from the “It’s not you; it’s me,” script. If you have truly flipped your script, you know that “It’s not about me anymore,” and your job is to shine the spotlight on others. You’ll be satisfied and happy with the success of those you lead and serve. You’ll want what is best for them.

If the people you lead and serve are successful, you are successful. Think about it. Maybe you are leading a small team right now. If they are successful, you’ll be seen as a driver of results and developer of talent. You’ll be given more responsibility. You’ll lead more people. If they continue to be successful, maybe you’ll lead an entire department, division, or function one day. The success of those you lead and serve will bring you success if you stick with your script. Don’t go back to “It’s not you; it’s me.” Realize “It’s not about me anymore,” and stick with that.

Other bosses definitely want to provide support and care for the well-being of those they lead and serve. But they think their whole persona must change. “Sounds like I have to start giving hugs to people,” they may say. It’s not about giving hugs (though, if you are known as a person who gives hugs, it’s a normal part of your organization’s culture, and it’s welcomed by the one getting those hugs, it won’t necessarily hurt). But if you give “professional hugs,” things that Eisenberger and his colleagues would suggest—telling people how important they are, for example, or appreciating their efforts, listening to their concerns, asking for their opinions, giving formal and informal recognition of their achievements—then you show that you value the contribution and care about the well-being of those you lead and serve. Support, develop, and attend to the needs of your direct reports, staff, or team. Make them feel appreciated and valued. They need to know that their best interests are your top priority. And there isn’t one blanket way to give professional hugs to every single person. Remember the platinum rule: make others feel appreciated and valued the way they want to feel it. That’s sticking with the flipped script. That’s what the boss everyone wants to work for would do.


YOU DON’T HAVE TO SOLVE ALL THE PROBLEMS—JUST LISTENING MAY HELP

There are times we just want to poke our heads in the office or cube of a staff or team member and say, “Hi, how are you?” and then run along to our next meeting. Or do the same with just a quick two-minute phone call. But then you either see something is off by the person’s face or nonverbals, hear something that just isn’t right, or he or she just comes right out and starts unloading. Now you feel as if you are being pulled into a vortex. And you probably feel you must now fix all this person’s problems.

Stop. You don’t. These people are adults and don’t need fixing. What they need is to feel valued and recognized. What they need is to feel like someone is in their corner, that someone has their back.

That someone is you.

If you don’t have the time right at that second, be up front with it, and schedule something with that person as soon as your schedule is free. But if you do have the time, just take five to ten minutes, sit with him or her, and listen. It might not seem like all that much, and you may never get any praise for it. But that one act can make a world of difference to that one person. Even the simple act of listening is something that the boss everyone wants to work for would do for the people they lead and serve.



Connect the Dots

The bosses everyone wants to work for instill a purpose, motivation, and meaning with every single one of the people who report to them and work with them. The people they lead and serve understand just how important and meaningful their work is to the team and organization. They understand how their lives matter. That’s connecting the dots.

Part of the foundation for Adam Grant’s popular work Give and Take4 is his early research on generosity, motivation, and meaningful work. Through multiple experiments in the lab and in organizations, Grant exposed the power of meaningful work.5 How did he do this? For example, in several studies,6 Grant brought into the workplace what he calls “beneficiaries,” or end users who shared their stories of how they directly benefitted from the work of a team. The results? The team’s performance, sales, and revenue all increased afterward.

Obviously, when people clearly understood how they and their work mattered to others, and how their work was significant and provided meaning to others, their dedication and performance increased; they felt more satisfied in their job; and they persisted through tough times. That’s connecting the dots.

The bosses everyone wants to work for stick with the script by connecting the dots. They make it clear to the people they lead and serve how they and their work matter.

You Don’t Know Jack—and Yes, You Should

There’s a lot for you to think about and apply to your work. All I can do is make you aware of why, what, and how to flip your script, and stick with the flipped script, to maximize your chances for success as a new leader. You will never read a leadership book or attend a leadership course that will tell you, “If you do X, then Y will happen every single time with success,” because we are human beings with feelings and emotions and imperfections—including the people who wrote those books or developed those courses.

But think about it. Being the boss everyone wants to work for does not mean you’re always perfect. Rather, stick with your flipped script. Put the spotlight not on you, but on those you lead and serve. If you do that, they will feel like they and their work have meaning, which produces greater motivation, engagement, and better performance. They will believe they make a difference. Like Jack.

Jack has been with our company for 30 years. He started out as a mail courier, moved up to the Print Center, and now works in distribution. There, he makes sure the needs of leaders all over the world are fulfilled by packaging and shipping the publications and materials they need to become better leaders.

In our service awards ceremony, Jack was able to give a speech to mark his 30 years. He acknowledged he’d never be a trainer and help participants. He knew he’d never be able to write a book to help leaders either. But if he didn’t do his job, and those publications and materials never got out, those leaders would never get what they need to be great leaders. You see, Jack understands just how important his job is to our organization. Jack felt his work in the distribution center was just as important in helping leaders become the bosses everyone would want to work for as the work I personally do training them and writing this book.

There are great lessons I have learned just by listening to Jack and his stories and seeing him at work. For instance, he knows exactly how his work matters, how important his job is to the organization, and how he makes a difference in the world. He connects the dots. No doubt, his leaders help him connect the dots as well, telling him just how important he is to them, their team, the organization, customers, clients—even the broader society. So should you with the people you lead and serve.

Jack also told me a story that happened long ago. The president of the organization at the time regularly walked the halls to visit every single department. The president was an old army guy, and this was his way of “visiting the troops.” One day, the president asked Jack, working then as the mail courier, if he could ride along on his mail run.

“The president wanted to ride along with me. Can you imagine that?” Jack said.

During that ride, the president asked Jack’s opinion on a company policy. Back then, the company usually gave bonuses to all workers at the end of the year, but the board had different ideas for how the money should be used that year.

“Well, I told the president that the $100 or $200 we get as a year-end bonus might not sound like much to him or others high up in the company. But to people like me, that’s a lot of money. We depend on it. We need it to survive. It makes us feel valued.”

The president went back to the board, and based on Jack’s insight, everyone got that year-end bonus like they always did.

To this day, Jack believes he made a difference that also helped his fellow employees, many of whom needed the money as much as he did. It was all because the president of the organization asked his opinion on how things were going and listened to what he had to say.

Now, there’s no way we can please everybody, and sometimes decisions will go against popular opinion. But the president asking his opinion and listening to what he said made Jack feel so proud. Still does today. If an organization’s president can do that for Jack, you can too for the people you lead and serve.

You Can Flip Your Script and Stick With It Too

The ultimate flip for any leader, really, is feeling invested in the people you lead and serve more than feeling totally invested in your own success. And if you truly made the flip, you know that’s exactly how you become successful and known as the boss everyone wants to work for. Ultimately as leaders, we are called to serve others, help others grow, and make the world around us a better place. Think about the greatest leaders of all time. Their greatest triumphs and achievements may not be attributed straight to them. And they truly believe that’s the way it should be. They’ve clearly flipped their script.

You can too.

You have the capability and capacity to make others feel wanted, needed, and special at work. You have the power to make them feel valued and appreciated. You can outline exactly what they do and how it matters to you, your organization, and even society at large. That’s a rare commodity in organizations right now, and it is sorely missed. You have the ability to flip your script and stick with it. Don’t take it for granted.

While I hope this book truly has given you a model, a game plan, a blueprint to flip your script and stick with it, more than that, I hope this book gives you hope. You can make it as a new leader. Flip your script. You’ll have more people who feel like Jack, engaged and proud of their work because you helped them feel that way.

As a new leader, you have the potential and ability to be the boss everyone wants to work for.

I believe you can do it. Now, go do it.


THE COACH’S CORNER—YOU CAN STICK WITH YOUR FLIPPED SCRIPT

If you are interested in digging deeper into ways to stick with your flipped script to be the boss everyone wants to work for, go to the companion website and find out more in the resources section for this chapter.

Here are two questions and two applications to help you stick with your flipped script.

Question 1: What would happen if you and others flipped their script? Imagine if all the managers in your organization flipped their scripts. How would you better serve your customers? How would people in your organization be happier and more engaged in their work? What would the culture of your organization look like?

Question 2: How did the best boss you ever worked for connect your dots? Think about the best boss you ever worked for. What did that person do to help you connect your dots, to help you feel appreciated, valued, or like you mattered? What can you learn from that person to help you do the same for the people you lead and serve?

Application 1: Share “Jack” stories. Sometime in the next 90 days, bring in a person whose life was directly touched by the work of your staff or team, and have this person share his or her story. Can’t physically bring in a person? Share personal stories of gratitude of how helpful your staff or team was for customers or internal stakeholders. Sharing these stories reminds the people you lead and serve just how valued their work is, and will inspire others and reinforce how their work and lives matter.

Application 2: Recognize achievements. Find out one thing each of your direct reports, or staff or team members, has done that has met or exceeded your expectation of performance. In the next seven days, in person (or by phone if they aren’t physically where you work), give these people SBI feedback on what they did, and thank all of them for their work and service.




Taking the First Step

Flipping your script is hard. But you can do it. This book, the resources on the companion website, and your peers, colleagues, and boss (if you ask) are all there to help.

But to truly flip your script, take that first step. Here’s how:

Step 1: Select the one part of your script you want to flip. You’ve read the book now. All parts are important, but what is the one part of your script you firmly believe will help you be the boss everyone wants to work for? And how can you get your own boss to support you in flipping your script in this one area?

Step 2: Set a goal to flip your script; then share it, and get feedback. It’s not just knowing what part of your script you want to flip. Now, put it into action.

•  Set a specific, difficult, yet attainable goal (like you read about in Chapter 5) that is linked to the most important part of your script you want to flip.

•  Share what that goal is with others (for example, your boss, your direct reports, your team, staff, coworkers).

•  Ask those people to give you feedback on how well you are progressing at attaining that goal over the next 66 days.1

Step 3: Write a letter to your future self. You have learned a lot about being a leader in reading this book. Write a letter to yourself, detailing how you want to be the boss everyone wants to work for in the future and what you will do to flip your script and stick with it. Make sure to include in that letter the one goal you just made. Remember, use all the right mindchatter—be positive, optimistic, motivational, and use you and your in your letter. End on a positive note, confident of your future success.

Mail the letter to yourself, and open it 66 days from the day you receive it.

Bonus: Want more support to flip your script? Tell people through Facebook or Instagram or LinkedIn. Hit me up on Twitter (@Lead_Better) and tell me (and the twittersphere) your goal, using #BeTheBossBook. Or, e-mail me your goal at William@WilliamGentryLeads.com.

If you truly want to flip your script, you can. You’ve got this.
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