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Preface

In this second book in the Reflections for Managers Series, we invite
you to join us as we continue our exploration of management. We call
this our journey because we believe that we, even as the authors, must
join you as we explore ourselves, our organizations, and our society in
search of better and better ways to work together.

Being a manager is alternately exciting, depressing, challenging, bor-
ing, fun, scary, fulfilling, and lonely. It is, at the least, a very enlivening
career. Whether you've found your way here by plan (attending the
best MBA schools) or by accident (being promoted because you were a
good worker), your destiny is the same.

You are the person your employees look to for guidance and the per-
son your organization looks to in order to make it a success. How you
respond to that challenge and responsibility will determine your des-
tiny.

In our management, consulting, and counseling careers we have
experienced every one of these emotions. We’ve felt the weight of
responsibility, the sting of failure, the joy of seeing individuals and
teams come alive, and the ultimate thrill of success. In experiencing
these we learned better ways to handle the, responsibility which was
entrusted to us.

We also continue to ask executives, managers, supervisors, and
employees for their insights. We would certainly not be so arrogant as
to believe that we have all the answers. By listening, carrying on an
exploratory dialogue, and sharing our insights, we find ways to
improve our managerial skill. More Reflections brings you the latest
insights we have gathered as we continue this adventure.




This time we offer several more themes in management:
Professionalism; “People” Development; Working with People;
Increasing Productivity; Understanding and Motivating the Team;
Making It Work; Creativity and Innovation; The Big Picture; and
Managers Are Human, Too.

This is a journey that can be a lot of fun. We invite you to explore that
part of the journey with us as well. If you spend a career in manage-
ment and retire without saying that it was fun, then you got lost along
the way. Perhaps in some small way this book will show you how to
have fun and enjoy your work. We hope so.

Come now and explore with us the continuing journey of manage-
ment.

Bruce N. Hyland
Merle |. Yost
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ACCEPT YOUR RESPONSIBILITY

You're the boss. You are ultimately responsible. You cannot abdicate that.
When you accept your responsibility, you claim your power and earn people’s
respect.

In More Depth

To accept your responsibility might sound redundant. After all, you
are the boss and you are responsible, right? So far so good, but this
rule goes further. To accept your responsibility means to fully accept
it: no blaming, no passing the buck; being committed to do whatever
it takes to make sure the job gets done, and actually accepting the real-
ity that it is up to you. It is the very act of fully accepting responsibili-
ty that gives you great power.

You have certain influence by the mere fact of being the formal
boss. Don’t assume that the title conveys full power. You earn full
power when you behave professionally in a manner that says you
have not only formal power but also personal power, because you
know in your bones that you accept your responsibility. Somehow,
some way, that message comes across to employees.

Certainly you can delegate your power, and should. Ultimately,
however, you must accept responsibility. By being fully responsible
and yet sharing power with those whom you assign responsibility,
you earn the respect and sometimes the admiration of the people who
work for and with you.




The Idea in Action

Pamela was director of marketing for an international architgfturat.
firm. She had a habit of not accepting full responsibility fox H&E divis¥
sion. When problems arose, she would frequently find reasong tha¥
were “not my fault.” She would point to the economy, lack of support
from the tech team, the foul-up by an employee, or the activities of the
competition.

Word got around that she was not a responsible leader. Pamela
wasn'’t a bad person. She simply did not accept full responsibility for
her position or her professional behavior.

One day the vice president told her he was unhappy with this pat-
tern. She initially tried the same old behavior, blaming everything and
everybody. “Stop,” he said. “Certainly there are things that happen,
but all that is your responsibility to deal with. I don’t expect you to be
able to control some things; but I do expect you to be responsible
enough to see it as a part of your job to deal with. Stop blaming.”

She was very upset and thought of quitting. Fortunately, she didn’t.
Instead, she accepted her responsibility, faced the issues squarely, and
stopped the blaming,.

For Reflection
How do you send signals to your employees that you accept responsibility
for your functional area?
In what way do you demonstrate personal and professional responsibility?
What area of your job do you have trouble taking responsibility for?
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LEARN FROM OTHERS

Great ideas are as close as the people around you. There are good ideas every-
where. Learn from them. Learn from competitors, employees, colleagues, ene-
mies, friends, teachers, mentors, children, and people on the street.

In More Depth
Adopt an attitude that everyone has something to teach you. With
that attitude, you will be amazed to discover just how true it is. We
tend to think that we learn primarily from our professors, our bosses,
or “outside experts.” That’s true. But there are many others who may
teach us just as much.

The first step in learning from others is to be open to learning, to
admit that we do not already have the answers. Then we must bring
some focus to learning. For example, when we're just having a con-
versation to be polite or pleasant, we can ask for another person’s per-
spective on something that interests us. We must also listen with the
intention of learning. This means that we must pay attention to what
someone is telling us, to see what value lies there.

Yes, there are gold mines all around you. You simply must decide to
go exploring and mine them.

The Idea in Action
Emily was the creative director of an advertising agency. For years the
agency had won awards for advertising. Then, it just seemed to lose
its vitality and magic.




Emily was very distressed. The creative types still did good work,
but their pool of ideas seemed to dry up. They found themselves recy-
cling older ideas in new ways. Emily tried motivational speeches,
threatening speeches, beach parties, brainstorming exercises, and
more. Nothing seemed to work. They were in a rut, and she knew it.

At the end of the day Emily hailed a cab. The cabby asked her how
the job was going. She replied, “Awful.” We're in a rut and I don’t
have any new ideas.” He smiled. “So you need new ideas? Just ask
me. I've got lots of ideas.” She was annoyed at his flippancy “OK,
what’s a new idea for selling a bar of soap?” He smiled again. “Forget
talking about how clean it makes you; sell it for how much fun you
can have in the shower with it. My wife and I enjoy our soap,” he said
with a wink.

She knew that she had found her answer. She had stopped learning
from people. She and her staff had fallen prey to believing that they
were the only ones with ideas. Emily and her team vowed to learn
from others. They asked, listened, observed, and generally opened
themselves up to continuous learning.

Today the awards are back.

For Reflection
How do you learn from others?
What were the two best ideas you got from someone last week?
What do you think stops people from learning from others?
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DEVELOP REAL POWER

Real power comes when people willingly help you and the organization achieve
your goals. In reality, power is an illusion—it must be given, not demanded.

In More Depth
Power is one of those concepts that we all think we understand, yet
find difficult to define. That’s because power is more than just being
named the boss. Real power is much more difficult to attain and car-
ries with it an enormous responsibility. To become a great manager, it
is important to develop real power.

When people see you as powerful, they want to have you manage
and lead them. You are vested with a power which supersedes any for-
mal authority. Just imagine the difference. Think of someone you have
enjoyed working for and went that extra mile to help. You gave that
person your best. Then think of someone you have worked for and did
not like. Did you go the extra mile for that person? Did he or she get
your best? That's the difference between formal power and real power.

When your employees respect your use of power, and you use it
fairly and with good intentions, you will be rewarded with the real
thing. They will respect you and go that extra mile.

The Idea in Action

Mona was elected president of the local PTA. Mona called the board
members together and gave them their objectives for the year. She




asked that they report to her every month and to consult her before
they made any decisions. Several were quite annoyed with her
authoritarian approach.

Behind her back, the board members began talking. “Power sure
has gone to her head! She used to be helpful and anxious to work
with us, but now that she is president she rules like a tyrant.” As a
result, they engaged in no progressive work, since they “were not
given the authority by Madame President” (as they had taken to call-
ing her).

When Mona thought about running for another term, she polled
each board member. She thought they were 100 percent with her. To
her surprise, she found that aimost no one wanted her to run. She was
hurt and angry. She cornered the board members and demanded to
know why.

“If you must know, you hog all the power. You're obsessed with
power,” they told her.

Mona was shocked. She had the best of intentions, but she had to
admit that power had gone to her head. She decided to forget about
reelection and mend her ways. The board members were so impressed
that by the next month they were saying she should run again.

For Reflection
How do you define and use power?
What excuses have you heard from other managers for not sharing power?
How would your organization respond if power were given to people—the
power, responsibility, and authority to achieve?




