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2 Managing For Dummies, 3rd Edition 

About This Book
Managing For Dummies, 3rd Edition is perfect for all levels of management. If 
you’re a new manager or a manager-to-be, you can find everything you need 
to know to be successful. If you’re an experienced manager, we challenge you 
to shift your perspective and take a fresh look at your management philoso-
phies and techniques. Despite the popular saying that you can’t teach an old 
dog new tricks, you can always incorporate changes that make your job (and 
the jobs of your employees) easier, resulting in more fun and effectiveness.

Of course, even the most experienced manager can feel overwhelmed from 
time to time, new tricks or not.

For Bob, this moment came when he was giving an important business pre-
sentation to a group of international executives — only to have one of the 
executives point out that his pants were unzipped. Although Bob scored 
bonus points for getting his audience’s attention with this novel fashion 
statement, he could’ve done so in a more strategic way.

For Peter, his overwhelming moment came when he reprimanded an 
employee for arriving late to work and later learned that the employee had 
been late because she had stopped at a bakery to buy Peter a cake in celebra-
tion of Boss’s Day. Needless to say, the event wasn’t quite as festive as it 
could’ve been!

Face it, whether you’re new to the job or are facing a new task in your cur-
rent job, all managers feel overwhelmed sometimes. The secret to dealing 
with stress is to discover what you can do better (or differently) to obtain 
your desired results. When you do make a mistake, pick yourself up, laugh it 
off, and learn from it. We wrote this book to make learning easier so that you 
won’t have to make all the same mistakes and learn the hard way.

Conventions Used in This Book
When writing this book, we included some general conventions that all For 
Dummies books use. We use the following:

 ✓ We italicize any words you may not be familiar with and provide 
definitions.

 ✓ We bold all keywords in bulleted lists and the actual steps in numbered 
lists.

 ✓ All Web sites and e-mail addresses appear in monofont.

              



3 Introduction

What You’re Not to Read
Not surprisingly, we think every word in this book is worth your time. We 
know, however, that you may not want to read it all. With that understanding 
in mind, we make it easy for you to identify “skippable” material by placing it 
in sidebars. A sidebar is a gray box in each chapter that contains information 
that is interesting and related to the topic at hand, but not absolutely essen-
tial for your success as a manager.

Foolish Assumptions
As we wrote this book, we made a few assumptions about you, our readers. 
For example, we assumed that you’re either a manager or a manager-to-be 
and that you’re truly motivated to discover some new approaches to manag-
ing organizations and to leading people. We also assumed that you’re ready, 
willing, and able to commit yourself to becoming a better manager.

How This Book Is Organized
Managing For Dummies, 3rd Edition is organized into five parts. Each part 
covers a major area of management practice, and the chapters within each 
part cover specific topics in detail. Following is a summary of what you’ll find 
in each part.

Part I: Getting Started as a Manager
Becoming a successful manager means understanding and applying several 
basic skills. This part begins with a discussion of what managers are and 
what they do, and then looks at the most basic management skills: leading, 
inspiring, and engaging.

Part II: Mastering Key 
Management Duties
The heart of management boils down to a number of important management 
duties — tasks every manager needs to master to successfully get the job 
done. These duties include hiring new employees, setting goals, coaching and 
mentoring, working with teams, managing virtual employees, and monitoring 
performance and execution. We cover each of these duties in this part.

              















11 Chapter 1: You’re a Manager — Now What?

This type of management is often known as Theory X management, which 
assumes that people are inherently lazy and need to be driven to perform. 
Managing by fear and intimidation is always guaranteed to get a response. 
The question is, do you get the kind of response you really want? When you 
closely monitor your employees’ work, you usually end up with only short-
term compliance. In other words, you never get the best from others by light-
ing a fire under them — you have to find a way to build a fire within them.

Sometimes managers have to take command of the situation. If a proposal 
has to be shipped out in an hour and your customer just sent you some 
important changes, take charge of the situation to ensure that the right 
people are on the task. When you have to act quickly with perhaps not 
as much discussion as you’d like, however, it’s important to apologize in 
advance and let people know why you’re acting the way you are. Remember 
that the majority of employees leave their positions because of the actions 
(or lack thereof) of their direct supervisor or manager. So make sure you 
move quickly but with clear communication and respect for your staff.

Nice guy (or gal) management
At the other end of the spectrum, some people see management as a “nice 
guy” or “nice gal” kind of idea. Theory Y management assumes that people 
basically want to do a good job. In the extreme interpretation of this theory, 
managers are supposed to be sensitive to their employees’ feelings and 
avoid disturbing their employees’ tranquility and sense of self-worth. This 
approach may come across like this: “Uh, there’s this little problem with your 
report; none of the numbers are correct. Now, don’t take this personally, but 
we need to consider our alternatives for taking a more careful look at these 
figures in the future.” This scenario also plays out when someone from the 
peer group is promoted into a management position. He sometimes can’t 
easily transition from being a buddy into being the manager.

Again, managers may get a response with this approach (or they may choose 
to do the work themselves!), but are they likely to get the best possible 
response? No, the employees are likely to take advantage of the managers.

The right kind of management
Good managers realize that they don’t have to be tough all the time — and 
that nice guys and gals often finish first. If your employees are diligently 
performing their assigned tasks and no business emergency requires your 

              











16 Part I: Getting Started as a Manager 

In the new business environment, what’s going on inside the organization is 
a reflection of what’s going on outside the organization. The following factors 
are creating rapid and constant change in today’s new business environment:

 ✓ A surge of global competition

 ✓ New technology and innovation

 ✓ The flattening of organizational hierarchies

 ✓ A global economic downturn, with widespread cost cutting and layoffs

 ✓ The rise of small business

 ✓ The changing values of today’s workers

 ✓ The increasing demands for better customer service

Sure, managers still have to divide and assign work, but workers are taking 
on more of that responsibility. Most important, managers are finding out 
that they can’t command their employees’ best work — they have to create 
an environment that fosters their employees’ desire to do their best work. 
In short, the new reality is the partnership of managers and workers in the 
workplace.

The landscape of business worldwide has changed dramatically during 
the past few decades. If you don’t change with it, you’re going to be left far 
behind your competitors. You may think that you can get away with treating 
your employees like “human assets” or children, but you can’t. You can’t, 
because your competitors are discovering how to unleash the hidden power 
of their employees. They’re no longer just talking about it; they’re doing it!

Watch out! Technology explosion ahead!
In the new world of information technology, the 
old ways of doing business are being turned 
on their sides. With the presence of computer 
networks, e-mail, and voice mail, the walls that 
divide individuals, departments, and organiza-
tional units have come crashing down. In the 
words of Frederick Kovac, former vice president 

of planning for the Goodyear Tire and Rubber 
Company, “It used to be, if you wanted informa-
tion, you had to go up, over, and down through 
the organization. Now you just tap in. Everybody 
can know as much about the company as the 
chairman of the board.”
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Figure 1-2: 
Nordstrom’s 

rules 
show an 

exceptional 
amount 

of trust in 
employees.

 
Source:  Business and Society Review, Spring 1993, n85

Today employees also receive a standard employee handbook — the compa-
ny’s legal environment has changed considerably over the past decade — but 
this one page still guides most employee behavior at the company. You may 
think that a small company with five or ten employees can get away with a 
similar policy, but certainly not a big company like yours. However, Nordstrom 
isn’t a small business, by any stretch of the imagination — unless you consider 
a company with 52,000 or so employees and more than $8.5 billion in annual 
sales small.

How does management at a large business like Nordstrom get away with such 
a policy? They do it through trust.

First, Nordstrom hires good people. Second, the company gives them the 
training and tools to do their jobs well. Then management gets out of the way 
and lets the employees do their work. Nordstrom knows that it can trust its 
employees to make the right decisions because the company knows that it 
has hired the right people for the job and has trained them well.

We’re not saying that Nordstrom doesn’t have problems — every company 
does. But Nordstrom has taken a proactive stance in creating the environ-
ment that employees most need and want.

Can you say the same for your organization?

              























29 Chapter 2: Lead, Follow, or Get Out of the Way

from managers. How so? Managers use values, policies, procedures, sched-
ules, milestones, incentives, discipline, and other mechanisms to push their 
employees to achieve the organization’s goals. Leaders, on the other hand, 
challenge their employees to achieve the organization’s goals by creating a 
compelling vision of the future — a vision that pulls employees to achieve 
those goals — and then unlocking their employees’ potential.

Think about some great leaders. President John F. Kennedy challenged the 
American people to land a man on the moon. We did. Jack Welch of General 
Electric challenged his workers to help the company attain first or second 
place in every business it owned. They did. Alan G. (A. G.) Lafley challenged 
the management and workers of Procter & Gamble (P&G) to pull the com-
pany out of its serious financial and product doldrums, restoring P&G’s 
industry leadership in profits and innovative new products. They did.

All these leaders share a common trait: They painted compelling visions that 
grabbed their followers’ imagination and then challenged them to achieve 
these visions. They also acknowledged the hard work and contributions of 
their employees. Without the vision leaders provide and the contributions 
of their followers’ hard work, energy, and innovation, the United States 
would never have landed a man on the moon, General Electric wouldn’t be 
the hugely successful firm it is today, and the name Procter & Gamble would 
have been eclipsed by the competition.

Figuring Out What Leaders Do
The skills you need to be a leader are no secret; some managers have figured 
out how to use the skills and others haven’t. And although some people seem 
to be born leaders, anyone can discover what leaders do and how to apply 
those skills.

Inspire action
Most workers want to feel pride in their organization and, when given the 
chance, happily give their all to a cause they believe in. Every organization 
has a tremendous well of creativity and energy just waiting to be tapped. 
Leaders use this knowledge to inspire their employees to take action and 
achieve greatness. Leaders know the value of employees and their critical 
importance in achieving the company’s goals. Do the managers in your com-
pany know the importance of their employees? Check out what these manag-
ers had to say in Bob Nelson’s 1001 Ways to Reward Employees:

              







32 Part I: Getting Started as a Manager 

Great leaders support their employees and facilitate their ability to reach 
their goals. The head of an organization where coauthor Peter once worked 
did just the opposite. Instead of leading his employees with vision and 
inspiration, he pushed them with the twin cattle prods of fear and intimida-
tion. Management team members lived in constant fear of his temper, which 
exploded without warning and seemingly without reason. More than a few 
managers wore the psychological bruises and scars of his often-public out-
bursts. Instead of contributing to the good of the organization, some man-
agers simply withdrew into their shells and said as little as possible in this 
leader’s presence.

Consider these managers’ statements in 1001 Ways to Reward Employees:

 ✓ Catherine Meek, former president of compensation consulting firm Meek 
and Associates, and now executive director of School on Wheels, says, 
“In the 20 years I have been doing this and the thousands of employees 
I have interviewed in hundreds of companies, if I had to pick one thing 
that comes through loud and clear, it is that organizations do a lousy 
job of recognizing people’s contributions. That is the number one thing 
employees say to us. ‘We don’t even care about the money; if my boss 
would just acknowledge that I exist. The only time I ever hear anything 
is when I screw up. I never hear when I do a good job.’”

 ✓ According to Lonnie Blittle, an assembly line worker for Nissan Motor 
Manufacturing Corporation U.S.A., “There was none of the hush-hush 
atmosphere with management behind closed doors and everybody else 
waiting until they drop the boom on us. They are right down pitching in, 
not standing around with their hands on their hips.”

 ✓ James Berdahl, vice president, Technology Solutions Group for BI, says, 
“People want to feel empowered to find better ways to do things and to 
take responsibility for their own environment. Allowing them to do this 
has had a big impact on how they do their jobs, as well as on their satis-
faction with the company.”

Instead of abandoning their employees to the sharks, great leaders throw 
their followers life preservers when the going gets particularly rough. 
Although leaders give their employees free rein in how they achieve their 
organizations’ goals, leaders are always there in the background ready to 
assist and support workers whenever necessary. With the added security of 
this safety net, employees are more willing to stretch themselves and take 
chances that can create enormous payoffs for their organizations.

Leaders may also take time to get to know their employees — learning about 
their employees’ interests, families, personal triumphs, and tragedies. By per-
sonalizing the experience, they get great buy-in from employees. The leaders 
also share their human side with their employees, which makes them more 
approachable while building bridges of understanding and trust.
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 ✓ Aside from Chairman and President Carol Sturman, employees of 
Colorado-based Sturman Industries don’t have titles. The organization 
is flat, and Carol encourages all employees to play an active role in deci-
sion making. Employees even vigorously discuss and debate high-level 
corporate policies, such as the company’s drug-free workplace policy 
and the company’s at-will employment policy, before the company 
adopts them.

In his book Leadership Ensemble: Lessons in Collaborative Management from 
the World’s Only Conductorless Orchestra, Peter takes a close look at the 
unique brand of collaborative leadership that New York City’s Orpheus 
Chamber Orchestra practices. One of the world’s greatest orchestras, 
Orpheus also is one of the few to perform without a conductor. Most orches-
tras are identified not by the musicians who play the music, but by their con-
ductors, who are often visionary, charismatic (and autocratic) leaders. The 
conductor calls all the shots when it comes to the notes that an orchestra’s 
musicians play, and how and when they play them.

By forgoing the traditional model of a conducted orchestra — one leader 
and many followers — Orpheus fosters a culture of collaboration in which 
every musician actively shapes the group’s final product: its music. Does this 
system work? Yes. Orpheus’s performances have been acclaimed throughout 
the world, and the group has numerous Grammy-winning albums and other 
awards to its credit.

At the heart of the Orpheus Process — the system of collaborative leadership 
that has brought the group great success over its three-decade history — are 
eight principles:

 ✓ Put power in the hands of the people doing the work. The employees 
closest to the customers are in the best position to understand the cus-
tomers’ needs and make decisions that directly impact the customers.

 ✓ Encourage individual responsibility for product and quality. Putting 
power in the hands of the people doing the work also requires employ-
ees to take responsibility for the quality of their work. When employ-
ees play an active role in the organization’s leadership, they naturally 
respond by taking a personal interest in the quality of their work.

 ✓ Create clarity of roles. Before employees can comfortably and effec-
tively share leadership duties with others, they need clearly defined 
roles indicating what each person is responsible for.

 ✓ Foster horizontal teamwork. No single person has all the answers to 
every question, so effective organizations rely on horizontal teams — 
both formal and informal — that reach across department and other 
organizational boundaries. These teams obtain input, solve problems, 
act on opportunities, and make decisions.
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 ✓ Share and rotate leadership. Moving people in and out of positions of 
leadership (depending on the particular talents and interests of the indi-
viduals) helps organizations tap the leadership potential within every 
employee, even employees who aren’t part of the formal leadership 
hierarchy.

 ✓ Discover how to listen and how to talk. Effective leaders don’t just 
listen; effective leaders talk — and they know the right (and wrong) 
times to make their views known. Effective organizations encourage 
employees to speak their minds and to contribute their ideas and opin-
ions, regardless of whether others agree with what they have to say.

 ✓ Seek consensus (and build creative systems that favor consensus). One 
of the best ways to involve others in the leadership process is to invite 
them to play a role in the discussions and debates involved in important 
organizational decisions. Seeking consensus requires a high level of par-
ticipation and trust, and it results in more democratic organizations.

 ✓ Dedicate passionately to your mission. When people feel passion for 
their organizations, they care more about them and their performance. 
They express this caring in increased participation and leadership.

Collaborative leadership is growing in popularity in all kinds of organizations, 
in all kinds of places. Why? Organizations today can’t afford to limit leader-
ship to just a few individuals at the top. To survive and prosper, today’s 
organizations need to get the most out of every employee. All employees 
need to take a leadership role in their organizations, to make decisions, 
serve customers, support colleagues, and improve systems and procedures. 
Employees — and leaders — who can’t meet this challenge may find them-
selves left behind by others who can.

Top five leadership Web sites
Wondering where to find the best information 
on the Web about the topics addressed in this 
chapter? Here are our top five favorites:

 ✓ Leader to Leader magazine: www.lead
ertoleader.org/knowledgecen
ter/journal.aspx

 ✓ Fast Company magazine: www.fastcom
pany.com

 ✓ Leadervalues: www.leader-values.
com

 ✓ Center for Leadership and Change 
Management: leadership.wharton.
upenn.edu

 ✓ The Leadership Network: www.tbs-
sct.gc.ca/chro-dprh/dev-eng.
asp
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During the good times, such rewards are often an essential retention and moti-
vation strategy. However, in tough and challenging times, many companies 
have found that they can’t afford to reward employees as they did before, but 
they also can’t afford not to reward them as well. Research by Accountemps 
found that 19 percent, the second highest category, reported that “recognition 
programs” served as one of the best remedies for low employee morale, and 
13 percent of executives reported that offering financial rewards was an impor-
tant aspect for improving employee morale in tough times; 11 percent of execu-
tives felt that “unexpected rewards” helped to improve morale.

According to a recent survey by incentive company Maritz, employees who 
work at recognition-oriented companies are

 ✓ Five times more likely to feel valued

 ✓ Seven times more likely to stay with the company

 ✓ Six times more likely to invest in the company

 ✓ Eleven times more likely to feel completely committed

Every company needs this commitment and effort from employees, espe-
cially in difficult times. A recent Tower Perrins study reports that committed 
employees deliver 57 percent more effort than uncommitted ones.

Figuring Out What Motivates 
Today’s Employees

Studies show that what managers believe their employees most want from 
their jobs differs considerably from what employees report as being most 
desirable. Nonmonetary forms of recognition are generally more effective 
motivators than monetary ones — including cash. Although simple forms of 
recognition such as verbal praise and written thank-you notes are proven to 
work as motivation, many employees report that they seldom receive such 
incentives during the course of their careers; it’s an enormous opportunity 
lost for countless organizations.

Using a variety of motivating incentives
According to Dr. Gerald Graham of Wichita State University, the most moti-
vating incentives (as reported by employees today) are
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 ✓ Open the channels of communication. All your employees must com-
municate openly and honestly with one another. Quick and efficient 
communication throughout your organization may be the factor that 
differentiates you from your competition. Encourage your employees 
to speak up, offer suggestions, and break down organizational barriers 
such as rampant departmentalization turf wars that separate them from 
one another. A collaborative environment will foster group success and 
build team respect and engagement.

 ✓ Make your employees feel safe. Can your employees tell you bad news 
as comfortably as they can good news? If not, you haven’t created a 
safe environment for your employees. Everyone makes mistakes; people 
discover valuable lessons from them. If you want motivated employees, 
let them take chances and share the bad along with the good. Avoid the 
urge to punish them when they make a mistake.

 ✓ Develop your greatest asset — your employees. The job of manag-
ing has shifted drastically from telling people what to do to finding out 
what best motivates employees and getting the work done through 
those motivations. Along the way, you can challenge your employees to 
improve their skills and knowledge, and give them the support and train-
ing they need to do so. Acknowledge their contributions and continu-
ally work with them on what they want and need. Concentrate on the 
positive progress employees make, and recognize and reward their suc-
cesses whenever possible. Above all, be honest with them and always 
show integrity; after all, they’re watching you!

Realizing that you hold the key 
to your employees’ motivation
In our experience, most managers believe that their employees determine 
how motivated they choose to be. Managers tend to think that some employ-
ees naturally have good attitudes, that others naturally have bad attitudes, 
and that they (as managers) can’t do much to change these attitudes. “If only 
we could unleash the same passion and energy people have for their families 
and hobbies,” these managers think. “Then we could really get something 
done around here!”

As convenient as blaming your employees for their bad attitudes may be, 
looking in a mirror may be a more honest approach. Studies show that, 
for the most part, you determine how motivated (and unmotivated) your 
employees are. Managers create a motivating environment that makes it 
easier for employees to be motivated. When the time comes, recognize and 
reward them fairly and equitably for the work they do well.
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 4. Stick with your recognition plan over time, but be prepared to make 
changes to your plan based on what works and what doesn’t.

In general, employees are more strongly motivated by the potential to earn 
rewards than they are by fear of punishment. Clearly, a well-constructed and 
well-planned rewards system is important in creating a motivated, effective 
workforce. Consider some simple guidelines when setting up a system of low-
cost rewards in your organization:

 ✓ Link rewards to organizational goals. To be effective, rewards need to 
reinforce the behavior that leads to an organization’s goals. Use rewards 
to increase the frequency of desired behavior and decrease the fre-
quency of undesired behavior. For example, find ways to recognize the 
organization’s core values or most pressing strategic objectives for the 
current quarter.

 ✓ Define parameters and mechanics. After you identify the behaviors 
you want to reinforce, develop the specifics of your rewards system. 
Establish clear and easily understandable rules. Make the targets attain-
able and ensure that all employees have a chance to obtain rewards. For 
example, all employees should have an opportunity to be recognized for 
achievements of their positions, not just salespeople for sales.

 ✓ Obtain commitment and support. To get the best results, plan and 
implement your rewards program with direct involvement from both 
your employees and your managers. You need to market your program 
throughout the organization on an ongoing basis, reminding everyone of 
the importance of recognition, past successes, available tools, and ben-
efits to the organization.

 ✓ Monitor effectiveness. Is your rewards system getting the results you 
want? If not, take another look at the behaviors you want to reinforce 
and make sure that your rewards are closely linked. Even the most suc-
cessful rewards programs tend to lose their effectiveness over time as 
employees begin to take them for granted. Keep your program fresh by 
discontinuing rewards that have lost their luster and bringing in new 
ones from time to time.

Using Praise and Recognition 
to Everyone’s Advantage

A common misconception about using rewards and recognition to motivate 
employees is that it costs a company too much money — money that should 
be devoted to other purposes, especially when budgets are tight. This mis-
conception is problematic enough in times of high economic growth and 
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research has found that, almost universally (more than 99 percent of the 
time), today’s employees want and expect to be recognized when they do 
good work. However, only 12 percent of employees report that they’re con-
sistently recognized in ways that are important to them; three times as many 
employees (36 percent) report that they’re definitely not recognized in mean-
ingful ways, and most employees (85 percent) say they feel overworked and 
underappreciated.

When done well, the act of recognizing an employee should take into account 
the following considerations:

 ✓ Contingency: Contingency relates to how closely the recognition is tied 
to the behavior recognized. Contingent recognition is given only when 
an employee exhibits some sort of desired behavior or performance, 
such as when an employee handles a difficult customer request or 
completes a project on time. Noncontingent recognition is generalized; 
it may be given, for example, when an organization holds a company 
picnic for all employees or celebrates an employee’s birthday.

 ✓ Timing: Recognition is most meaningful when it’s given as soon as 
possible after the desired behavior or performance. Recognition loses 
meaning (or can even become alienating to the recipient) when it’s not 
timely, which means that saving up individual recognition for an annual 
performance appraisal or rewards banquet can be counterproductive.

 ✓ Frequency: Positive reinforcement is most effective in shaping desired 
behavior or performance when it’s frequent, at least until the behavior 
becomes established. For recognition to reinforce performance, the rec-
ognition itself has to be reinforced. Frequency should always be consid-
ered when designing a rewards and recognition program.

  Organizations typically use nonmonetary recognition on a formal yet 
infrequent basis around specific events, such as when celebrating a 
record sales quarter. If a company wants to institutionalize nonmon-
etary recognition, it often establishes programs, such as an employee-
of-the-month program or a safety awards program. Or it can go further, 
making this kind of recognition a daily part of management practices, 
such as with daily feedback on performance, personal one-on-one 
praise, and frequent thank-you notes.

 ✓ Formality: A formal reward is one that stems from a planned and 
agreed-upon program of incentives. Examples of formal rewards include 
employee-of-the-month programs, years-of-service awards, and atten-
dance awards. An informal reward is more spontaneous and flexible, 
often stemming from the relationship between the parties involved. 
Examples of informal rewards include a personal word of thanks for a 
job well done or recognition in a staff meeting for excellent customer 
service. Formality leads to a pattern of defined behaviors, whereas infor-
mality leads to a pattern of interacting roles.
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Top five motivation Web sites
Wondering where to find the best information 
on the Web about the topics addressed in this 
chapter? Here are our top five favorites:

 ✓ Nelson Motivation, Inc.: www.nelson-
motivation.com

 ✓ Recognition Professionals International: 
www.recognition.org

 ✓ Aubrey Daniels International: www.
aubreydaniels.com

 ✓ Towers Watson: www.towerswatson.
com

 ✓ Maritz: www.maritz.com
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When employees are armed with more frequent and relevant information, 
they’re more likely to act on that information in ways that can best help the 
organization. The act of honest and open communication shows that man-
agers have both trust and respect for their employees. Adding the explicit 
request and encouragement for employees to get involved in helping the 
company can lead to profound results, from improved daily operations to a 
better bottom line.

According to a survey we conducted of employees in a variety of industries, 
50 percent of employees want their managers to ask for their opinions and 
ideas at work, and more than 50 percent want their managers to involve them 
in decisions made at work. This section explores ways for you to become a 
more engaged manager, with engaged employees who share their ideas and 
have some input in decision making.

Guiding employee focus
Managers and workers are entering into a new kind of partnership in the 
workplace. Today’s managers are discovering that they have to create an 
environment that encourages employees to contribute their best ideas and 
work, to help seek out new opportunities (such as new sources of revenue), 
and to overcome obstacles facing the company (such as rising costs), wher-
ever possible. Workers are discovering that if they expect to survive the 
constant waves of change sweeping across the global business marketplace, 
as well as hold on to their current job, they have to join together with other 
employees to contribute to their organizations in ways they’ve never been 
called upon to do. Managers need to discuss the following questions with 
their employees:

 ✓ Employee impact: Are employees aware of how they impact the com-
pany’s bottom line — that is, how their jobs financially impact the 
organization?

 ✓ Revenue-generating ideas: How can the company generate additional 
income? Whether it’s new fees, cross-selling, or up-selling, what new 
ideas can the company try?

 ✓ Cost-saving suggestions: How can the company trim, delay, or eliminate 
costs? Which expenses are critical, and which are optional or can tem-
porarily be cut?

 ✓ Process improvements: What steps in the organization’s processes can 
be streamlined, to save time, resources, and money?

 ✓ Customer needs and requests: How can employees help others in the 
company who are focused on customer needs and requests? How can 
the company further explore customers’ needs?

 ✓ New products or services: What ideas exist for new products or ser-
vices? How can those ideas be better developed and implemented?
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 ✓ Morale and teambuilding: Who’s interested in helping to improve 
employee teamwork and morale? How can this be done at little cost?

 ✓ Telecommuter integration: How can the organization better use and 
integrate virtual employees?

Asking employees for their input and ideas
We haven’t yet found an organization that doesn’t have an “open door” policy 
encouraging employees to speak to their manager about any concerns, ideas, 
or suggestions. But in practice, this policy doesn’t work well. In the typical 
U.S. company today, the average employee makes 1.1 suggestions per year at 
work. Contrast that employee with the typical Japanese worker, who offers 
an average of 167 suggestions a year, and you see the potential opportunity 
for improvement.

Soliciting ideas needs to be a constant and expanding strategy. Anonymous 
surveys and casual questions at the end of a meeting aren’t enough to accom-
plish the task. After initial cost-saving measures are put into place, it’s time 
to talk seriously about how best to move forward in an economical yet pro-
ductive manner to make the changes stick. The company needs to revise poli-
cies and procedures, reinforcing its effort to do things smarter, cheaper, and 
better.

To maximize buy-in and motivation, challenge your employees to identify 
ways to improve. Employees must understand that you need their efforts 
now more than ever. After communicating this, you need to create new mech-
anisms that inspire ongoing employee involvement.

Do you want more ideas from your employees — ideas for saving money, 
improving customer service, streamlining processes, and so forth? What 
business manager or owner doesn’t?

We’re convinced that all employees have at least one $50,000 idea on the tip 
of their tongue. The trick is to find a way to let it out. (See the strategies that 
Boardroom, Inc., uses in the nearby sidebar for ideas.) Yet we find that most 
companies do little, if anything, to get ideas from their employees. If they 
do decide to take action, it’s in the form of a “suggestion box” placed in the 
lunchroom with (for some reason) a lock on it. The first dozen or so employ-
ees who submit suggestions, if they hear back at all, often get a form letter 
months later that more or less states, “Here’s why we’re not using your silly 
idea. . . .”

The result? The suggestion program grinds to a halt. We even recently 
heard of one company that ended its dead suggestion program because, it 
announced, the company had already gotten all the ideas. How convenient.
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 ✓ Personal referrals: Whether from co-workers, professional colleagues, 
friends, relatives, or neighbors, you can often find great candidates 
through referrals. Who better to present a candidate than someone 
whose opinion you already value and trust? You get far more insight 
about the candidates’ strengths and weaknesses from the people who 
refer them than you ever get from résumés alone. Not only that, but 
research shows that people hired through current employees tend to 
work out better, stay with the company longer, and act happier. When 
you’re getting ready to fill a position, make sure you let people know 
about it. Your employees and co-workers may well mount their own 
Twitter and Facebook campaigns for you, getting the word out to a wide 
audience.

 ✓ Temporary agencies: Hiring temps, or temporary employees, has 
become routine for many companies. When you simply have to fill a 
critical position for a short period of time, temporary agencies are the 
way to go — no muss, no fuss. And the best part is that when you hire 
temps, you get the opportunity to try out employees before you buy 
them. If you don’t like the temps you get, no problem. Simply call the 
agency, and they send replacements before you know it. But if you like 
your temps, most agencies allow you to hire them at a nominal fee or 
after a minimum time commitment. Either way, you win. One more point: 
If you’re using temps, you can complete your organization’s necessary 
work while you continue looking for the right full-time employee. This 
buys you more time to find the best person for the job without feeling 
pressure to hire someone who doesn’t really meet all your needs.

 ✓ Professional associations: Most professions have their accompanying 
associations that look out for their interests. Whether you’re a doctor 
(and belong to the American Medical Association) or a truck driver (and 
belong to the Teamster’s Union), you can likely find an affiliated associa-
tion for whatever you do for a living. Associations even have their own 
associations. Association newsletters, magazines, Web sites, blogs, and 
social networking sites are great places to advertise your openings when 
you’re looking for specific expertise, because your audience is already 
prescreened for you.

 ✓ Employment agencies: If you’re filling a particularly specialized posi-
tion, are recruiting in a small market, or simply prefer to have someone 
else take care of recruiting and screening your applicants, employment 
agencies are a good, albeit pricey (with a cost of up to a third of the 
employee’s first-year salary, or more), alternative. Although employment 
agencies can usually locate qualified candidates in lower-level or admin-
istrative positions, you may need help from an executive search firm or 
headhunter (someone who specializes in recruiting key employees away 
from one firm to place in a client’s firm) for your higher-level positions.
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 ✓ Social networking sites: Although many social networking sites exist, 
a small handful have risen to the top of the heap. Two, in particular, 
deserve your attention if you hope to broaden your search for good can-
didates: Facebook (www.facebook.com) and LinkedIn (www.linkedin.
com). Many millions of people have established accounts at both of these 
sites; however, LinkedIn was specifically designed to help job seekers 
network with one another to find new job opportunities. This makes it 
a particularly effective way for you to get the word out about your open 
positions. Although Facebook isn’t specifically set up for job network-
ing, you can set up a fan page there and use it as an effective recruiting 
platform. There’s no charge to set up and use a Facebook or LinkedIn 
account.

 ✓ Twitter: Many organizations today are using Twitter (www.twitter.
com) as a real-time platform for getting out information to anyone 
interested in getting it. This includes prospective job applicants. The 
variety of information you can send out to the world is limited only by 
your imagination — and by the 140-character limit for individual tweets. 
There’s no charge to set up and use your Twitter account.

 ✓ Traditional job-hunting sites: A number of job-hunting sites have 
become popular with people looking for new positions. This makes them 
good platforms from which to pitch your own job openings. Some of the 
most popular include CareerBuilder.com (www.careerbuilder.com), 
Monster.com (www.monster.com), and Beyond.com (www.beyond.
com). You’ll likely have to pay to post your jobs on these sites — prices 
vary.

Becoming a Great Interviewer
After you narrow the field to the top three or five applicants, the next step 
is to start interviewing. What kind of interviewer are you? Do you spend sev-
eral hours preparing for interviews — reviewing résumés, looking over job 
descriptions, writing and rewriting questions until each one is as finely honed 
as a razor blade? Or are you the kind of interviewer who, busy as you already 
are, starts preparing for the interview when you get the call from your recep-
tionist that your candidate has arrived?

Here’s a hint: The secret to becoming a great interviewer is to be thoroughly 
prepared for your interviews. Remember how much time you spent preparing 
to be interviewed for your current job? You didn’t just walk in the door, sit 
down, and get offered the job, did you? You probably spent hours research-
ing the company, its products and services, its financials, its market, and 
other business information. You probably brushed up on your interviewing 
skills and may have even done some role-playing with a friend or in front of a 
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mirror. Don’t you think you should spend at least as much time getting ready 
for the interview as the people you’re going to interview?

Asking the right questions
More than anything else, the heart of the interview process is the questions 
you ask and the answers you get in response. You get the best answers when 
you ask the best questions. Lousy questions often result in lousy answers 
that don’t really tell you whether the candidate is right for the job.

A great interviewer asks great questions. According to Richard Nelson Bolles, 
author of the perennially popular job-hunting guide What Color Is Your 
Parachute?, you can categorize all interview questions under one of the fol-
lowing four headings:

 ✓ Why are you here? Why is the person sitting across from you going to 
the trouble of interviewing with you today? You have just one way to 
find out — ask. You may assume that the answer is because he or she 
wants a job with your firm, but what you find may surprise you.

  Consider the story of the interviewee who forgot that he was interview-
ing for a job with Hewlett-Packard. During the entire interview, the appli-
cant referred to Hewlett-Packard by the name of one of its competitors. 
He didn’t get the job.

 ✓ What can you do for us? Always an important consideration! Of course, 
your candidates are all going to dazzle you with their incredible per-
sonalities, experience, work ethic, and love of teamwork — that almost 
goes without saying. However, despite what many job seekers seem to 
believe, the question is not, “What can your firm do for me?” — at least, 
not from your perspective. The question that you want an answer to is, 
“What can you do for us?”

  One recruiter shares a story about the job applicant who slammed his 
hand on her desk and demanded a signing bonus. And this was before 
the interview had even started! We’re not surprised that this particular 
candidate landed neither the job nor the bonus!

 ✓ What kind of person are you? Few of your candidates will be absolute 
angels or demons, but don’t forget that you’ll spend a lot of time with the 
person you hire. You want to hire someone you’ll enjoy being with during 
the many work hours, weeks, and years that stretch before you — and 
the holiday parties, company picnics, and countless other events you’re 
expected to attend. You also want to confirm a few other issues: Are your 
candidates honest and ethical? Do they share your views regarding work 
hours, responsibility, and so forth? Are they responsible and dependable 
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 ✓ Disability

 ✓ Height and weight

 ✓ Marital status

 ✓ National origin

 ✓ Race or skin color

 ✓ Religion (or lack thereof)

 ✓ Sex

 ✓ Sexual orientation

Legal or illegal, the point is that none of the preceding topics is necessary to 
determine applicants’ ability to perform their jobs. Therefore, ask questions 
that directly relate to the candidates’ ability to perform the tasks required. 
To do otherwise can put you at definite legal risk. In other words, what does 
count is job-related criteria — that is, information that’s directly pertinent to 
the candidate’s ability to do the job (you clearly need to decide this prior to 
interviewing!).

Evaluating Your Candidates
Now comes the really fun part of the hiring process — evaluating your can-
didates. If you’ve done your homework, then you already have an amazing 
selection of candidates to choose from, you’ve narrowed your search to 
the ones showing the best potential to excel in your position, and you’ve 
interviewed them to see whether they can live up to the promises they made 
in their résumés. Before you make your final decision, you need a bit more 
information.

Checking references
Wow! What a résumé! What an interview! What a candidate! Would you be 
surprised to find out that this shining employee-to-be didn’t really go to Yale? 
Or that he really wasn’t the account manager on that nationwide marketing 
campaign? Or that his last supervisor wasn’t particularly impressed with his 
analytical skills?

A résumé and interview are great tools, but a reference check is probably the 
only chance you have to find out before you make a hiring decision whether 
your candidates are actually who they say they are. Depending on your orga-
nization, you may be expected to do reference checks. Or maybe your human 
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The ultimate decision on how many rounds and levels of interviews to con-
duct depends on the nature of the job itself, the size of your company, and 
your policies and procedures. If the job is simple or at a relatively low level 
in the company, a single phone interview may be sufficient to determine the 
best candidate. However, if the job is complex or at a relatively high level in 
the organization, you may need several rounds of testing and personal inter-
views to determine the best candidate.

Hiring the Best (and Leaving the Rest)
The first step in making a hiring decision is to rank your candidates within 
the groups of winners and potential winners that you established during the 
evaluation phase of the hiring process. You don’t need to bother ranking the 
losers because you wouldn’t hire them anyway — no matter what. The best 
candidate in your group of winners is first, the next best is second, and so on. 
If you’ve done your job thoroughly and well, the best candidates for the job 
are readily apparent at this point.

The next step is to get on the phone and offer your first choice the job. Don’t 
waste any time — you never know whether your candidate has interviewed 
with other employers. It would be a shame to invest all this time in the hiring 
process only to find out that your top choice accepted a job with one of your 
competitors. If you can’t come to terms with your first choice in a reasonable 
amount of time, go on to your second choice. Keep going through your pool 
of winners until you either make a hire or exhaust the list of candidates.

The following sections give you a few tips to keep in mind as you rank your 
candidates and make your final decision.

Being objective
In some cases, you may prefer certain candidates because of their personali-
ties or personal charisma, regardless of their abilities or work experience. 
Sometimes the desire to like these candidates can obscure their shortcom-
ings, while a better qualified, albeit less socially adept, candidate may fade in 
your estimation.

Be objective. Consider the job to be done, as well as the skills and qualifica-
tions that being successful requires. Do your candidates have these skills and 
qualifications? What would it take for your candidates to be considered fully 
qualified for the position?
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If you guessed the planned, goal-oriented approach, you’ve earned a big gold 
star and a place in the Managing For Dummies Hall of Fame. Congratulations!

Following are the main reasons to set goals whenever you want to accom-
plish something significant:

 ✓ Goals provide direction. For our preceding example (starting up a new 
sales office in Prague), you can probably find a million different ways 
to better serve your Eastern European business accounts. However, 
to get something done, you have to set a definite vision — a target to 
aim for and to guide the efforts of you and your organization. You can 
then translate this vision into goals that take you where you want to go. 
Without goals, you’re doomed to waste countless hours going nowhere. 
With goals, you can focus your efforts and your team’s efforts on only 
the activities that move you toward where you’re going — in this case, 
opening a new sales office.

 ✓ Goals tell you how far you’ve traveled. Goals provide milestones to 
measure how effectively you’re working toward accomplishing your 
vision. If you determine that you must accomplish several specific mile-
stones to reach your final destination and you complete a few of them, 
you know exactly how many remain. You know right where you stand 
and how far you have yet to go.

 ✓ Goals help make your overall vision attainable. You can’t reach your 
vision in one big step — you need many small steps to get there. If, again, 
your vision is to open a new sales office in Prague, you can’t expect to 
proclaim your vision on Friday and walk into a fully staffed and function-
ing office on Monday. You must accomplish many goals — from shopping 
for office space, to hiring and relocating staff, to printing stationery and 
business cards — before you can attain your vision. Goals enable you to 
achieve your overall vision by dividing your efforts into smaller pieces 
that, when accomplished individually, add up to big results.

 ✓ Goals clarify everyone’s role. When you discuss your vision with your 
employees, they may have some idea of where you want to go but no 
idea of how to go about getting there. As your well-intentioned employ-
ees head off to help you achieve your vision, some employees may 
duplicate the efforts of others, some employees may focus on the wrong 
strategies and ignore more important tasks, and some employees may 
simply do something else altogether (and hope that you don’t notice 
the difference). Setting goals with your team clarifies what the tasks are, 
who handles which tasks, and what is expected from each employee 
and, ultimately, from the entire team.

 ✓ Goals give people something to strive for. People are typically more 
motivated when challenged to attain a goal that’s beyond their normal 
level of performance — this is known as a stretch goal. Not only do goals 
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to each other in the next fiscal year”). Still other goals can be accomplished 
relatively easily (“Reception staff will always answer the phone by the third 
ring”), whereas others are virtually impossible to attain (“All employees will 
master the five languages that our customers speak before the end of the 
fiscal year”).

How do you know what kind of goals to set? The whole point of setting goals, 
after all, is to achieve them. It does you no good to go to the trouble of calling 
meetings, hacking through the needs of your organization, and burning up 
precious time only to end up with goals that aren’t acted on or completed. 
Unfortunately, this scenario describes what far too many managers do with 
their time.

The best goals are smart goals — actually, SMART goals is the acronym to 
help you remember them. SMART refers to a handy checklist for the five 
characteristics of well-designed goals:

 ✓ Specific: Goals must be clear and unambiguous; broad and fuzzy think-
ing has no place in goal setting. When goals are specific, they tell 
employees exactly what’s expected, when, and how much. Because the 
goals are specific, you can easily measure your employees’ progress 
toward their completion.

 ✓ Measurable: What good is a goal that you can’t measure? If your goals 
aren’t measurable, you never know whether your employees are making 
progress toward their successful completion. Not only that, but your 
employees may have a tough time staying motivated to complete their 
goals when they have no milestones to indicate their progress.

 ✓ Attainable: Goals must be realistic and attainable by average employ-
ees. The best goals require employees to stretch a bit to achieve them, 
but they aren’t extreme. That is, the goals are neither out of reach nor 
set too low. Goals that are set too high or too low become meaningless, 
and employees naturally come to ignore them.

 ✓ Relevant: Goals must be an important tool in the grand scheme of reach-
ing your company’s vision and mission. We’ve heard that 80 percent 
of workers’ productivity comes from only 20 percent of their activities. 
You can guess where the other 80 percent of work activity ends up! This 
relationship comes from Italian economist Vilfredo Pareto’s 80/20 rule. 
This rule, which states that 80 percent of the wealth of most countries 
is held by only 20 percent of the population, has been applied to many 
other fields since its discovery. Relevant goals address the 20 percent 
of workers’ activities that has such a great impact on performance and 
brings your organization closer to its vision, thereby making it, and you, 
a success.
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 ✓ Gain the commitment of your employees, whether individually or on 
teams, to work toward the successful accomplishment of their goals.

  Ask your employees to prepare and present plans and milestone 
schedules explaining how they can accomplish the assigned goals in 
the agreed-upon timeline. After your employees begin working on their 
goals, regularly monitor their progress to ensure that they’re on track, 
and collaborate with them to resolve any problems.

Juggling Priorities: Keeping 
Your Eye on the Ball

After you’ve decided what goals are important to you and your organization, 
you come to the difficult part. How do you, the manager, maintain the focus 
of your employees — and yourself, for that matter — on achieving the goals 
you’ve set?

The process of goal setting can generate excitement and engage employees in 
the inner workings of the business, whether the goals are set individually or 
by department or function. This excitement can quickly evaporate, though, 
when employees return to their desks. You, the manager, must take steps to 
ensure that the organization’s focus remains centered on the agreed-upon 
goals, not on other matters (which are less important but momentarily more 
pressing). Of course, this task is much easier said than done.

Hallmark’s many avenues of communication
The management of Hallmark Cards, Inc., the 
world’s largest producer of greeting cards, 
firmly believes in the value of communicating 
the organization’s vision, goals, and vital busi-
ness information to its employees. According 
to former Hallmark president and CEO Irvine O. 
Hockaday, Jr., “The only sustainable edge for 
a corporation is the energy and cleverness of 
its people. To tap that, a chief executive must 
craft a vision, empower employees, encourage 
teamwork, and kindle the competitive fires.”

To back up its commitment to getting the word 
out to employees, Hallmark developed an 

elaborate portfolio of formal employee publica-
tions. In addition to distributing a daily news-
letter, Noon News, for all employees, Hallmark 
publishes Crown, a bimonthly magazine for 
employees, and a newsletter for managers 
titled Directions. However, Hallmark’s com-
mitment to communication doesn’t end with 
newsletters and magazines — when Hockaday 
worked at Hallmark, he regularly invited work-
ers from throughout the organization to join him 
for a meal to share information.
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approach to completing the assignment with your employee and then 
having him give it a try.

 ✓ Employees who work smarter are better employees. Simply put, 
smarter employees are better employees. If you could help your employ-
ees develop and begin to work smarter and more effectively — and 
doubtless you can — why wouldn’t you? No one in your organization 
knows everything there is to know. Find out what your employees don’t 
know about their jobs and then make plans for getting them help with 
what they need to know. When your employees have achieved their 
development goals, they’ll work smarter, your organization will reap 
the benefits in greater employee efficiency and effectiveness, and you’ll 
sleep better at night — all good things when you’re a manager.

 ✓ Someone has to be prepared to step into your shoes. Do you ever 
plan to take a vacation? Or get a promotion? How are you going to go 
anywhere or do anything outside the office if you don’t prepare your 
employees to take on the higher-level duties that are part of your job? 
We both know managers who are so worried about what’s going on at 
the office when they’re on vacation that they call in for a status update 
several times a day. No matter where they are, they spend more time 
worrying about the office than they do enjoying themselves.

  The reason many managers don’t have to call their offices when they’re 
on vacation is that they make it a point to develop their employees to 
take over when they’re gone. You can do the same, too. The future of 
your organization depends on it — really.

 ✓ Your employees win, and so does your organization. When you allo-
cate funds to employee development, your employees win by learning 
higher-level skills and new ways of viewing the world — and your orga-
nization wins because of increased employee motivation and improved 
work skills. When you spend money for employee development, you 
actually double the effect of your investment because of this dual effect. 
Most important, you prepare your employees to fill the roles your orga-
nization will need them to move into in the future.

 ✓ Your employees are worth your time and money. New employees cost 
a lot of money to recruit and train. You have to consider the investment 
not only in dollars, but also in time.

  Back when coauthor Peter used to work in a real job, his secretary 
accepted a promotion to another department. The result was a parade 
of three or four temporary employees until Peter could recruit, inter-
view, and hire a replacement. To say that this parade disrupted his 
organization is an understatement. Peter and his staff had to invest 
hours training the temp in the essentials of the job, only to have a new 
one suddenly appear in her place. Then it was time for another round 
of training, and thus it continued. The moral of the story is, when you 
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The career development plan of a junior buyer may look like Figure 7-1.

 

Figure 7-1: 
Sample 

junior buyer 
career 

develop-
ment plan.

 

Career Development Plan
Sarah Smith

Become proficient in material requirements planning (MRP).

Skill goal:

•

Learn the basics of employee supervision.

Learning goal:

•

Shadow supervisor in daily work for half days, starting immediately.

Plan:

•
Attend quarterly supervisor’s update seminar on the first Wednesday of January,
April, July, and October. (No cost: in-house.)

•

Complete class “Basics of MRP” no later than the first quarter of fiscal year XX.
($550 plus travel costs.)

•

Successfully complete class “Intermediate MRP” no later than the second quarter
of fiscal year XX. ($750 plus travel costs.)

•

Continue self-funded accounting certificate program at local community college.•

As you can see, this career development plan contains each of the four nec-
essary elements that we describe. A career development plan doesn’t have to 
be complicated to be effective. In fact, when it comes to employee develop-
ment plans, simpler is definitely better. The exact format you decide on isn’t 
so important — the most important point is that you do career development 
plans.

Balancing development and downsizing
Most companies aren’t immune when the economy turns south. Maybe your 
organization has felt the sharp knife of layoffs, downsizing, or reductions in 
force. If so, you may ask, “Isn’t employee development too difficult to perform 
when everything is changing so fast around me? My employees may not even 
have careers next year, much less the need to plan for developing them.”

Actually, nothing is further from the truth. Although businesses are going 
through rapid change, employee development is more important than ever. 
As departments are combined, dissolved, or reorganized, employees have 
to be ready to take on roles they may never have performed. In some cases, 
employees may have to compete internally for positions or sell themselves to 
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their co-workers — they just make them different. Just as you need time 
to build relationships and trust in business, your employees need time to 
develop skills and experience.

Finding a Mentor, Being a Mentor
When you’re an inexperienced employee working your way up an organiza-
tion’s hierarchy, having someone with more experience to help guide you 
along the way is invaluable. Someone who’s already seen what it takes to get 
to the top can advise you about what you should and shouldn’t do as you 
work your way up. This someone is called a mentor.

Isn’t a manager supposed to be a mentor? No. A mentor is most typically an 
individual high up in the organization who isn’t your boss. A manager’s job is 
clearly to coach and help guide employees. Although managers certainly can 
act as mentors for their own employees, mentors most often act as confiden-
tial advisers and sounding boards to their chosen employees and, therefore, 
aren’t typically in the employee’s direct chain of command.

The day that a mentor finds you and takes you under his wing is a day for you 
to celebrate. Why? Not everyone is lucky enough to find a mentor. And don’t 
forget that someday you’ll be in the position to be a mentor to someone else. 
When that day comes, don’t be so caught up in your busy business life to 
neglect to reach out and help someone else find his way up the organization.

Mentors provide definite benefits to the employees they mentor, and they 
further benefit the organization by providing needed guidance to employees 
who may not otherwise get it. The following reasons are why mentors are a 
real benefit, both to your employees and to your organization:

 ✓ Mentors explain how the organization really works. Mentors are a 
great way to find out what’s really going on in an organization. You’ve 
probably noticed that a big difference exists between what’s formally 
announced to employees and what really goes on in the organization — 
particularly within the ranks of upper management. Your mentor quite 
likely has intimate knowledge of details behind the formal pronounce-
ments and can convey that knowledge to you (at least, the knowledge 
that isn’t confidential) without your having to find it out the hard way.

 ✓ Mentors teach by example. By watching how your mentor gets tasks 
done in the organization, you can discover a lot. Your mentor has likely 
already seen it all and can help you discover the most effective and effi-
cient ways to get things done. Why reinvent the wheel or get beaten up 
by the powers-that-be when you don’t have to?
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 ✓ Mentors provide growth experiences. A mentor can help guide you 
to activities above and beyond your formal career development 
plans that are helpful to your growth as an employee. For example, 
though your official development plan doesn’t identify a specific activ-
ity, your mentor may strongly suggest that you join a group such as 
Toastmasters, to improve your public-speaking skills. Your mentor 
makes this suggestion because he knows that public speaking skills are 
important to your future career growth.

 ✓ Mentors provide career guidance and discussion. Your mentor has prob-
ably seen more than a few employees and careers come and go over the 
years. He knows which career paths in your organization are dead ends 
and which offer the most rapid advancement. This knowledge can be 
incredibly important to your future as you make career choices within an 
organization. The advice your mentor gives you can be invaluable.

The mentoring process often happens when a more experienced employee 
takes a professional interest in a new or inexperienced employee. Employees 
can also initiate the mentoring process by engaging the interest of potential 
mentors while seeking advice or working on projects together. However, rec-
ognizing the potential benefits for the development of their employees, many 
organizations — including Merrill Lynch, Federal Express, and the Internal 
Revenue Service — have formalized the mentoring process and made it avail-
able to a wider range of employees than the old informal process ever could. 
If a formal mentoring program isn’t already in place in your organization, why 
don’t you recommend starting one?

Top five mentoring Web sites
Wondering where to find the best information 
on the Web about the topics addressed in this 
chapter? Here are our top five favorites:

 ✓ Service Corps of Retired Executives: www.
score.org

 ✓ Business Gateway Scotland: www.busi
nessmentoringscotland.org

 ✓ SBA Find a Mentor: www.sba.gov/
smallbusinessplanner/start/
findamentor/index.html

 ✓ GreenBiz.com Mentoring Handbook: 
www.greenbiz.com/research/
tool/2002/02/15/mentoring-
handbook

 ✓ SBA Office of Women’s Business 
Ownership: www.sba.gov/womenin
business/wnet.html
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 • Permit the team to choose the team leaders.

 • Allow the team to determine its goals and commitments.

 • Make sure the team knows you’re an advocate for it.

 • Make sure all team members have influence by involving them in 
the decision-making process.

 ✓ Remove the source of conflicts: Despite their attempts to empower 
employees, managers are often unwilling to live with the results. Be 
willing to start up a team and then accept the outcome by doing the 
following:

 • Recognize and work out personality conflicts.

 • Provide adequate resources to the team (and to individual 
members).

 • Fight turf protection and middle-management resistance.

 • Work to unify manager and team member views.

 • Minimize the stress of downsizing and process improvement tasks.

 ✓ Change other significant factors that influence team effectiveness: 
Each of these factors indicates that an organization has not yet brought 
true empowerment to its employees. You have the power to change this 
situation by doing the following:

 • Allow the team to discipline poorly performing members.

 • Make peer pressure less important in attaining high team 
performance.

 • Recognize the contributions of the team and individuals.

 • Train as many team members as you train managers or team 
leaders.

Although you can find clear examples of companies in which management 
has truly empowered its teams (they’re out there somewhere), team empow-
erment doesn’t just happen. Supervisors and managers must make concerted 
and ongoing efforts to ensure that authority and autonomy pass from man-
agement to teams. You can, too!

Taking advantage of new technology 
in team operations
According to a Fortune magazine article, three dominant forces are shaping 
21st-century organizations:

 ✓ A high-involvement workplace with self-managed teams and other 
devices for empowering employees
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 ✓ A new emphasis on managing business processes instead of functional 
departments

 ✓ The evolution of information technology, to the point that knowledge, 
accountability, and results can be distributed rapidly anywhere in the 
organization

The integrating ingredient of these three dominant forces is information. 
Information technology and the way information is handled are increasingly 
becoming the keys to an organization’s success.

In a team environment, process management information moves precisely to 
where the team needs it, unfiltered by a hierarchy. Raw numbers go straight 
to the people who need them in their jobs, because front-line workers such 
as salespeople and machinists have been trained in how to use that informa-
tion. By letting information flow wherever the team needs it, a horizontal 
self-managed company isn’t only possible, it’s also inevitable. Information 
technology–enabled team support systems include e-mail, computer confer-
encing, and videoconferencing that coordinate both geographically and across 
time zones more easily than ever. The development and use of computer soft-
ware to support teams also is growing. An example is the expanding body of 
software called groupware. Groupware consists of computer programs specifi-
cally designed to support collaborative work groups and processes.

As organizations make better use of information technology, they don’t need 
middle managers as often to make decisions. The result? Companies can dra-
matically reduce the number of management levels and the number of man-
agers. Jobs, careers, and knowledge shift constantly. Typical management 
career paths are eliminated, and workers advance by learning more skills to 
be of greater value to the organization.

The managers who remain need to take on new skills and attitudes to 
become more of a coach, supporter, and facilitator to the front-line employ-
ees. Supervisors and managers no longer have the luxury of spending time 
trying to control the organization — instead, they must change it. Their job is 
to seek out new customers at the same time they respond to the latest needs 
of their established customers. Managers still have considerable authority, 
but instead of commanding workers, their job is to inspire them.

Meetings: Putting Teams to Work
So what is a discussion about meetings doing in a chapter on teams? Well, 
meetings are the primary forum in which team members conduct business 
and communicate with one another. And with the proliferation of teams in 
business today, it pays to master the basic skills of meeting management.
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 ✓ Get feedback. Feedback can be a great way to measure the effective-
ness of your meetings. Not only can you find out what you did right, but 
you can find out what you did wrong and get ideas on how to make your 
future meetings more effective. After the meeting, ask participants to give 
you their honest and open feedback — verbally or in writing — and then 
use it. You can never see yourself as others do unless they show you.

Leveraging Internet meeting tools
The Internet has forever changed the way we do business, and it touches us 
in ways we never imagined possible. One of these ways is through the pro-
liferation of Web-enabled meeting tools. Using them in your own business 
can save you both time and money. Why fly across the country — or halfway 
around the world — when you can fire up your Web browser and conduct the 
meeting using your computer and a Web cam for free?

As technology improves and the widespread availability of fast Internet con-
nections increases, businesses are moving their meetings onto the Web. Be 
aware of these meeting tools:

 ✓ Internet voice and video call software: If your meeting involves a small 
group, an Internet voice and video calling software program like Skype 
(available at www.skype.com) may be all you need. Using voice over IP 
(VoIP) technology, Skype enables you to make free video calls to anyone 
who also has the Skype software installed on a computer. This includes 
someone down the street or on the other side of the globe.

 ✓ Meeting software: A number of Web-enabled meeting software programs 
are available. These are particularly handy for larger meetings or for 
meetings with participants who work in more than two locations. Most 
of these programs enable you to load PowerPoint presentations and 
documents that meeting participants can view. GoToMeeting (available 
at www.gotomeeting.com) is one of the most popular online meeting 
providers. Although you’ll pay a monthly fee for the service, you can 
try before you buy, with a 30-day free trial period. Other popular pro-
grams include WebEx (www.webex.com) and MegaMeeting (www.mega
meeting.com). If you have a Blackberry, iPhone, or other smartphone, 
some of these programs will also run on your mobile unit.
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Preparing to get virtual
Is your company ready for virtual employees? Are you ready for virtual 
employees? The following quick-and-easy checklist can help you determine 
whether your organization is ready and taking steps to make it so:

 ❏ Your company has established work standards to measure employee 
performance.

 ❏ Prospective virtual employees have the equipment they need to prop-
erly perform their work off-site.

 ❏ The work can be performed off-site.

 ❏ The work can be completed without ongoing interaction with other 
employees.

 ❏ Prospective virtual employees have demonstrated that they can work 
effectively without day-to-day supervision.

 ❏ Supervisors can manage and monitor employees by their results rather 
than by direct observation.

 ❏ Any state or local requirements for virtual workers (including overtime 
pay requirements) have been discussed with your legal and human 
resources departments.

 ❏ The company policy on flexible work arrangements is clear and has 
been well communicated.

 ❏ A standard agreement is in place to be used to document the terms of 
each customized work arrangement.

 ❏ Employee worksites have been examined to ensure that they’re ade-
quately equipped.

If you have several check marks, your organization is ready, willing, and able 
to initiate alternative work arrangements with your employees. If you have 
several empty boxes, you have your work cut out for you before you can rea-
sonably expect virtual employees to be a viable option in your organization.

To make your organization more ready for virtual employees, take another 
look at the checklist. By addressing each box that doesn’t have a check mark, 
you bring your company closer to making virtual employees a reality. For 
example, if your company doesn’t have the equipment virtual employees 
need to do their work off-site — say, laptop computers, wireless modems, 
and Blackberry phones — then you can budget for and buy them. Or if you 
don’t have a clear company policy on flexible work arrangements, you can 
create one. As you address each of the unchecked boxes, you’re one step 
closer to your goal.
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fewer people to replace them. Long story short, as the economy rebounds in 
coming years, a shortage of good workers is going to arise. Anything you can do 
to attract and retain good employees in the future will become not just a nicety, 
but a necessity.

Managing from a Distance
With the changing nature of work today, managers have to adapt to new 
circumstances for managing employees. How can managers keep up with an 
employee’s performance when that employee may not even have physical 
contact with the manager for weeks or months at a time? It’s hard enough for 
many managers to keep up with the employees who are in the office, much 
less a group of employees who are now working outside it.

Increasing your interaction
Today’s managers have to work harder to manage distant employees. If you 
value strong working relationships and clear communication (and you should), 
you need to reach out to your virtual employees to be sure adequate commu-
nication is taking place. Some of the answers to managing virtual employees 
effectively lie in a return to the following basics of human interaction:

 ✓ Make time for people. Nothing beats face time when it comes to build-
ing trusting relationships. Managing is a people job — if you’re a man-
ager, you need to take time for people. It’s a part of the job. And you 
need to do so not only when taking time is convenient, but also when-
ever employees are available and need to meet.

 ✓ Increase communication as you increase distance. The greater the 
distance from one’s manager, the greater the effort both parties have 
to make to keep in touch. And although some employees want to be 
as autonomous as possible and want to minimize their day-to-day con-
tact with you, other employees quickly feel neglected or ignored if you 
don’t make a routine effort to communicate with them. Increase com-
munication by sending regular updates and scheduling meetings and 
visits more frequently. Also encourage your employees to contact you 
(communication is a two-way street, after all), and go out of your way to 
provide the same types of communication meetings with each work shift 
or to arrange meetings that overlap work shifts or duplicate awards for 
each facility.
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 ✓ Use technology. Don’t let technology use you. Use technology as a 
more effective way to communicate with your employees, not just to 
distribute data. Promote the exchange of information and encourage 
questions. Have problem discussion boards or host chat rooms with 
managers or executives, or create an electronic bulletin board to cap-
ture the exchange of individual employee and team progress, problems, 
and solutions. You can set these up on your company intranet or within 
a password-protected area of your company’s Web site.

Providing long-distance recognition
Every employee needs to be recognized by a manager for a job well done. 
Just because an employee is out of sight doesn’t mean that person should 
be out of mind. Consider some steps you can take to make sure your virtual 
employees feel just as appreciated as your regular employees:

 ✓ Ask virtual team members to keep the leader and other team members 
apprised of their accomplishments, because they can’t be as readily seen.

 ✓ Keep a recognition log of remote team members so that they don’t fall 
into the cracks — a particularly important consideration for mixed 
teams (with both traditional and virtual team members).

 ✓ Make sure that virtual team members are appropriately included in rec-
ognition programs by passing around recognition item catalogs and by 
ensuring that remote employees are kept fully in the loop.

 ✓ Provide some “treat” for virtual team members who can’t join in face-to-
face socials and celebrations.

 ✓ Utilize recognition activities and items that are appropriate for a mobile 
workforce, such as thank-you cards and gift certificates.

 ✓ Tap into the recognition capabilities of e-mail, such as virtual flowers or 
greeting cards.

 ✓ Involve executives in recognition activities by way of conference calls, 
videoconferencing, or periodic in-person awards programs.

 ✓ Make a point of employing a variety of team recognition items (such as 
coffee mugs, T-shirts, jackets, and so forth) when rewarding members of 
virtual teams. Such items help remind them of their team membership.

Using the Internet
It’s hard to believe that just a couple decades ago, only a small handful of 
academic researchers and government employees used the Internet. Today 
the Internet touches most all of us, either at work or at home. You can do so 
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many things on the Internet — the possibilities are endless. However, we’re 
most interested in using the Internet to manage your virtual employees.

Managing employees is a challenge when you’ve got them right there in front 
of you. However, when your employees are across town — or on the other 
side of the globe, nine time zones away — this challenge is multiplied many 
times. The good news is that, just as the Internet has brought the world 
closer together in many different ways, the Internet can help bring your 
far-flung employee team closer together while making your job of managing 
easier. These tools can do just that.

 ✓ Teleconferencing and videoconferencing: The widespread proliferation 
of broadband Internet connections has finally provided most business-
people with the bandwidth they need to make real-time phone telecon-
ferencing and videoconferencing work on their computers. You can find 
a number of Internet-enabled teleconferencing Web sites, including www.
freeconferencecall.com and www.accuconference.com. Some 
of these sites provide service for free, but others require you to pay. All 
offer a variety of different features, including instant conference calls, 
scheduled calls, recording, conversation transcription, and more. If you 
want to conduct videoconferences, many of the teleconferencing com-
panies’ sites can also do that. However, Skype (www.skype.com) allows 
you to set up videoconferences for free.

 ✓ Virtual meetings: If you’ve got a group larger than just a few people and 
you want to integrate your computer into the proceedings (to display 
documents, spreadsheets, graphics, and so forth), consider checking 
out some of the providers of virtual meetings services. Some of the 
most popular are Microsoft Office Live Meeting (included along with the 
Microsoft Office software product) and www.gotomeeting.com. Prices 
for these services vary, but most offer a free trial period, so be sure to 
try before you buy.

 ✓ Project collaboration sites: One of the most difficult challenges in manag-
ing virtual employees arises when you’re working together on a project. 
Usually team members need to swap a lot of documents and files, plus 
occasional get-togethers are necessary to ensure that everyone is working 
from the same page. Project collaboration Web sites such as Basecamp 
(www.basecamp.com) and Easy Projects (www.easyprojects.net) 
make the job much easier and more effective. Most offer a variety of 
online project-collaboration tools such as project milestone charts, proj-
ect updates and check-ins, shared task lists, virtual brainstorm sessions, 
and much more. Again, prices and exact services vary, so be sure the 
system meets your needs before you make a long-term commitment.

Of course, you can still use your telephone as well as e-mail or text messages 
to conduct the majority of your interactions with your virtual employees. 
And don’t forget to schedule an occasional in-person team meeting where 
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 ✓ Appreciate employees for the jobs they do. Even if an employee is at 
work only outside the standard work schedule, his need to be recog-
nized for hard work and accomplishments is still as great as any other 
employee’s, although his circumstances make it more inconvenient to 
thank him. Fortunately, a little appreciation can go a long way. Take the 
time to find out what may motivate extra performance and then deliver 
such rewards when you receive the desired performance.

 ✓ Treat shift employees the way you want them to act. If you want shift 
employees to have a long-term perspective, treat them with a long-term 
perspective. Make them feel a part of the team. Treating shift employees 
with courtesy and professionalism can help establish your reputation as 
a desirable employer to work for and thus attract additional talent when 
you need it.

Managing employees who work different shifts is an achievable task if done 
with the right effort at the right time. Make the time and the effort, and you’ll 
reap the benefits.

Top five virtual management Web sites
Wondering where to find the best information 
on the Web about the topics addressed in this 
chapter? Here are our top five favorites:

 ✓ @Brint: www.brint.com/EmergOrg.
htm

 ✓ StartWright: www.startwright.com/
virtual.htm

 ✓ The Economist: graphics.eiu.
com/upload/eb/NEC_Managing_
virtual_teams_WEB.pdf

 ✓ Center for Coordination Science: ccs.
mit.edu

 ✓ CoWorking: coworking.com
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or even months to receive their customized products, which often came to 
them with countless errors. Clearly, a change was needed, and Bob was given 
the task of straightening the mess out.

After reviewing the department’s operations and collecting data from inter-
nal and external customers, Bob developed a checklist of tasks to bring the 
organization up to a world-class level of performance. At the heart of Bob’s 
plan was a complete revamping of the department’s system of measuring and 
monitoring performance.

Step 1: Setting goals with employees
The first two steps Bob took after drafting a checklist of what he wanted to 
accomplish were to talk to the employees in his new department and to inter-
view users. And did they talk! By the time he’d finished collecting everyone’s 
feedback, Bob had filled seven pages with negative comments about the 
department, work processes, finished products, and more. An example of the 
kind of problems Bob’s employees talked about was vividly illustrated on his 
first day in the office, when a company salesperson called in some urgently 
needed changes to one of the projects completed the day before, only to find 
out that the software version of that product was lost.

All performance starts with clear goals. After Bob figured out exactly what 
was interfering with his employees’ ability to do a good job, he discussed 
department needs and changes with his employees. Bob and the department 
agreed on a set of mutually acceptable goals and a game plan. Together Bob 
and the employees set the stage for the next step in achieving world-class 
performance.

Step 2: Changing the performance-monitoring system
When he reviewed the department’s systems for measuring and monitoring 
employee performance, Bob quickly noticed that the measurements were 
all negative. All the talk was about problems: late projects, the number of 
mistakes, backlogged orders, and so on. The department wasn’t tracking any 
positive performance measures.

Bob wanted to start some positive tracking to establish a baseline for perfor-
mance and to build positive momentum. He installed a new system that focused 
on only one performance measure: a positive one — the number of on-time 
projects. From only a few on-time projects when Bob took over, the depart-
ment racked up an amazing 2,700 on-time projects (in a row!) by the end of 
two years. Not only did this tremendous increase in performance make Bob 
happy, but the difference in the morale of his employees was like night and day. 
Instead of dreading the requests for customized products — and never having 
management appreciate their efforts or consider them “good enough” — Bob’s 
department looked forward to the challenge of exceeding the high standards of 
performance they’d set for themselves.
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Step 2: Assign points to the desired behaviors
The next step was to assign points to each desired behavior. Depending on 
whether employees exhibit the desired behavior, they can either receive 
points or have them taken away. For example, employees receive 25 points 
for a year of perfect attendance. However, for each full or partial day of 
absence, they have points deducted from their totals. Employees who go an 
entire year without formal disciplinary actions receive 20 points, and employ-
ees who work for a year without injuries resulting in lost time receive 15 
points. Employees can also earn points for making cost-saving or safety sug-
gestions, or participating in community service projects such as Red Cross 
blood drives or the United Way.

In assigning points to each behavior, management made sure the number of 
points was proportionate to the behavior’s importance to the organization. 
Furthermore, management ensured that, although the numeric goals weren’t 
too easy to attain — that is, employees had to stretch themselves to reach 
them — they weren’t impossible to reach and, thereby, weren’t demotivating.

Step 3: Measure and reward employee performance
Measurement and reward of the desired employee behavior constitute the 
heart of Cascades Diamond’s program. Supervisors and managers closely 
track the performance of their employees and assign points for each of the 
factors. When employees reach the coveted 100-point level, they’re inducted 
into the 100 Club, and the jacket — and all the pride that goes along with it — 
is theirs.

You may think this program is trivial — who really cares about getting a 
jacket with a company logo and three words, “The 100 Club,” printed on it? 
Your employees, that’s who! A local bank teller tells a story about a Cascades 
Diamond employee who once visited the bank to proudly model her new 100 
Club jacket to bank customers and employees. According to the woman, “My 
employer gave this to me for doing a good job. It’s the first time in the 18 
years I’ve been there that they’ve recognized the things I do every day.”

Even more telling, in the first year of the program, Cascades Diamond saved 
$5.2 million, increased productivity by nearly 15 percent, and reduced 
quality-related mistakes by 40 percent. In addition, 79 percent of employees 
said their work quality concerned them more now than before the program 
started, 73 percent reported that the company showed concern for them as 
people, and an amazing 86 percent of employees said the company and man-
agement considered them to be either “important” or “very important.” Not 
bad results for a $40 baby blue jacket!
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Measuring Progress with Bar Charts, 
Flowcharts, and Other Yardsticks

In some cases, measuring your employees’ progress toward achieving a goal 
doesn’t take much. For example, if the goal is to increase the number of wid-
gets produced from 100 per hour to 125 per hour, a simple count can tell you 
whether your employees have achieved that goal. However, if the goal is to 
fabricate a prototype electric-powered vehicle in six months, the job of mea-
suring and monitoring individual performance gets much more complicated 
and confusing.

Although you may decide to write out all the different milestones and actions 
(as we did in the corporate budgeting example earlier in this chapter), read-
ing and understanding a graphical representation of the project is often much 
easier for complex projects. Gantts, PERTs, and other yardsticks perform this 
vital service for businesspeople around the world 24 hours a day, 7 days a 
week.

Bar charts
Bar charts, also known as Gantt charts (named for industrial engineer Henry 
L. Gantt), are probably one of the simplest and most common means of illus-
trating and monitoring project progress. With a quick glance, a manager can 
easily see exactly where the project is at any given date and can compare 
actual progress against planned progress.

The three key elements of bar charts are the following:

 ✓ Timeline: The timeline provides a scale with which you measure prog-
ress. You can express the timeline in any units you want: days, weeks, 
months, or whatever is most useful for managing the project. In most 
bar charts, the timeline appears along the horizontal axis (the x-axis, for 
you math majors).

 ✓ Actions: Actions are the individual activities that your employees per-
form to get from one milestone to the next. In a bar chart, each action is 
listed — usually in chronological order — vertically along the left side of 
the chart (that’s the y-axis, math experts!).

 ✓ Bars: Now, what would a bar chart be without bars? Bars are the open 
blocks that you draw on your bar chart to indicate the length of time 
a particular action is estimated to take. Short bars mean short periods 
of time; long bars mean long periods of time. What’s neat about bars is 
that, as an action is completed, you can fill in the bar, providing a quick 
visual reference of complete and incomplete actions.
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Software/Web tools
Fortunately for those of you who missed out on calculus in high school, 
the wonderful world of computers and software has now touched project 
monitoring and measurement. What you used to do with hours of drawing, 
erasing, redrawing, and so on, you can now accomplish with only a few well-
placed keystrokes.

Microsoft Office Project, one of the foremost project-planning software pack-
ages on the market today, enables you to create and revise project schedules 
quickly and easily. Setting up a project with Microsoft Office Project is as 
easy as 1, 2, 3:

 1. Enter the actions to be completed.

 2. Enter the sequence of the actions and their dependencies on other 
actions.

 3. Enter the resources (people and money) required to complete the 
action.

As a project progresses, you can input data such as actual start and comple-
tion dates, actual expenditures, and more to get a realistic picture of where 
the project is at any time. You can print these results in the form of tables, 
charts, or graphs — whatever your preference — and then save them for 
future reference.

The good news is that a variety of project management software options are 
available to you. Some popular options include Tenrox Project Management 
Software, Project Kickstart, Mindview, and Genius Project for Domino. Check 
the features and specifications before you buy, to ensure that they best meet 
your needs.

Aside from software-in-a-box solutions like Microsoft Office Project, an 
increasing number of online project management options exist. These solu-
tions make it easy for you to collaborate with colleagues anywhere, anytime. 
Some popular Web-based project management sites include the following:

 ✓ Tenrox Online Project Management (www.tenrox.com)

 ✓ @Task (www.attask.com)

 ✓ Clarizen (www.clarizen.com)

 ✓ Basecamp (www.basecamphq.com)

 ✓ Easy Projects .NET (www.easyprojects.net)
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  However, if the expected results weren’t achieved, find out why and 
determine what you can do to ensure that the expected results are 
achieved the next time. If the employees need only additional support 
or encouragement, coach them for a better performance. You can listen 
to your employees, refer them to other employees, or provide your own 
personal examples. If the poor results stem from a more serious short-
coming, counsel or discipline your employees. (For more on this sub-
ject, turn to Chapter 18.)

Top five project management Web sites
Wondering where to find the best information 
on the Web about the topics addressed in this 
chapter? Here are our top five favorites:

 ✓ The PM Forum: www.pmforum.org

 ✓ The Balanced Scorecard Institute: www.
balancedscorecard.org

 ✓ American Productivity and Quality Center: 
www.apqc.org

 ✓ Gantt Chart and Timeline Center: www.
smartdraw.com/resources/
centers/gantt

 ✓ Performance Measurement Association: 
www.performanceportal.org
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 1. Communicate the task.

  Describe exactly what you want done, when you want it done, and what 
end results you expect. Ask for any questions your employee might have.

 2. Furnish context for the task.

  Explain why the task needs to be done, its importance in the overall 
scheme of things, and possible complications that may arise during its 
performance.

 3. Determine standards.

  Agree on the standards you plan to use to measure the success of a 
task’s completion. Make these standards realistic and attainable.

 4. Grant authority.

  You must grant employees the authority to complete the task without 
constant roadblocks or standoffs with other employees.

 5. Provide support.

  Determine the resources necessary for your employee to complete the 
task, and then provide them. Successfully completing a task may require 
money, training, or the ability to check with you about progress or 
obstacles as they arise.

 6. Get commitment.

  Make sure your employee has accepted the assignment. Confirm your 
expectations and your employee’s understanding of and commitment to 
completing the task.

Sorting Out What to Delegate 
and What to Do Yourself

In theory, you can delegate anything you’re responsible for to your employ-
ees. Of course, if you delegate all your duties, why is your company bother-
ing to pay you? The point is, some things you, the manager, are better able to 
do, and some things your employees are better able to do. As a result, some 
tasks you make an effort to delegate to your employees and other tasks you 
retain for yourself.

When you delegate, begin with simple tasks that don’t substantially impact 
the firm if they aren’t completed on time or within budget. As your employ-
ees gain confidence and experience, delegate higher-level tasks. Carefully 
assess the level of your employees’ expertise, and assign tasks that meet or 
slightly exceed that level. Set schedules for completion and then monitor 
your employees’ performance against them. This is a good opportunity to see 
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if an employee isn’t being challenged or is bored. When you get the hang of it, 
you’ll find that you have nothing to be afraid of when you delegate.

Pointing out appropriate 
tasks for delegation
Certain tasks naturally lend themselves to being delegated. Take every 
opportunity to delegate the following kinds of work to your employees.

Detail work
As a manager, you have no greater time-waster than getting caught up in 
details — you know, tasks such as double-checking pages, spending days 
troubleshooting a block of computer code, or personally auditing your 
employees’ timesheets. An old saying holds that 20 percent of the results 
come from 80 percent of the work, which illustrates why the company 
selected you to be a manager. You can no doubt run circles around almost 
anyone on those detailed technical tasks that you used to do all the time.

But now that you’re a manager, you’re being paid to orchestrate the workings 
of an entire team of workers toward a common goal — not just to perform an 
individual task. Leave the detail to your employees, but hold them account-
able for the results. Concentrate your efforts on tasks that have the greatest 
payoff and that allow you to most effectively leverage the work of all your 
employees.

Information gathering
Browsing the Web for information about your competitors, spending hours 
poring over issues of Fortune magazine, and moving into your local library’s 
reference stacks for weeks on end isn’t an effective use of your time. Still, 
most managers get sucked into the trap. Not only is reading newspapers, 
reports, books, magazines, and the like fun, but it also give managers an easy 
way to postpone the more difficult tasks of management. You’re being paid to 
look at the big picture, to gather a variety of inputs and make sense of them. 
You can work so much more efficiently when someone else gathers needed 
information, freeing you to take the time you need to analyze the inputs and 
devise solutions to your problems.

Repetitive assignments
What a great way to get routine tasks done: Assign them to your employees. 
Many of the jobs in your organization arise again and again; drafting your 
weekly production report, reviewing your biweekly report of expenditures 
versus budget, and approving your monthly phone bill are just a few exam-
ples. Your time is much too important to waste on routine tasks that you 
mastered years ago.
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less experienced employees need. In fact, they may resent your attempts to 
closely manage the way in which they carry out their duties.

Effective monitoring of delegation requires the following:

 ✓ Tailor your approach to the employee. If your employee performs 
his or her job with minimal supervision on your part, then establish a 
system of monitoring with only a few, critical checkpoints along the way. 
If your employee needs more attention, create a system (formal, in writ-
ing, or informal) that incorporates several checkpoints along the way to 
goal completion.

 ✓ Diligently use a written or computer-based system for tracking the 
tasks that you assign to your employees. Use a daily planner, a calen-
dar, or project-management software to keep track of the what, who, 
and when of task assignments. Making a commitment to get organized is 
important.

 ✓ Keep the lines of communication open. Make sure your employees 
understand that you want them to let you know if they can’t surmount 
a problem. Of course, this means making time for your employees when 
they come by to ask you for help. Find out whether they need more 
training or better resources. Finding out too early — when you can still 
do something about it — is better than finding out too late.

 ✓ Follow through on the agreements that you make with your employ-
ees. If a report is late, hold your employees accountable. Despite the 
temptation to let these failures slip (“Gee, he’s had a rough time at home 
lately”), ignoring them does both you and your employees a disservice. 
Make sure your employees understand that the importance of taking 
personal responsibility for their work and that the ability of your group 
to achieve its goals depends on their meeting commitments. Be com-
passionate if your employee has indeed gone through a tough personal 
challenge (a parent died, a spouse was diagnosed with cancer, and so 
on) — you may need to assign someone else to cover his or her duties 
for a short period of time. However, if an employee consistently misses 
goals and shows no hope of improvement, perhaps that person is in the 
wrong job.

 ✓ Reward performance that meets or exceeds your expectations, and 
counsel performance that falls below your expectations. If you don’t 
let your employees know when they fail to meet your expectations, they 
may continue to fail to meet your expectations. Do your employees, 
your organization, and yourself a big favor and call attention to both the 
good and the bad that your employees do. Remember the old advice 
(which happens to be accurate advice) to praise in public and criticize 
privately. You can find many more details about counseling employees 
in Chapters 7 and 13.
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Top five delegation Web sites
Wondering where to find the best information 
on the Web about the topics addressed in this 
chapter? Here are our top five favorites:

 ✓ The Project Management Hut: www.
pmhut.com/12-rules-of-
delegation

 ✓ Mind Tools: www.mindtools.com/
pages/article/newLDR_98.htm

 ✓ ITtoolkit.com: www.ittoolkit.
com/articles/projects/ease_
delegation.htm

 ✓ Businessballs.com: www.business
balls.com/delegation.htm

 ✓ Time-Management-Guide.com: www.
time-management-guide.com/
delegation-skill.html
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Of course, making an effort to give someone your full attention is easier said 
than done. How can you focus on the other person and not be distracted by 
all the people and tasks vying for your attention? You have a tough job, but 
someone has to do it. And that someone is you! The following tips may help:

 ✓ Express your interest. One of the best listening techniques is to be inter-
ested in what your counterpart has to say. For example, give your coun-
terpart your full attention and ask questions that clarify what he has to 
say, such as, “That’s really interesting. What brought you to that par-
ticular conclusion?” There’s no bigger turn-off to communication than 
for you to yawn, look around the room aimlessly, or otherwise show 
that you’re not interested in what your co-worker is saying. The more 
interest you show your counterpart, the more interesting that person 
becomes.

 ✓ Maintain your focus. People speak at the rate of approximately 150 
words per minute. However, people think at approximately 500 words 
per minute. This gap leaves a lot of room for your mind to wander. Make 
a point of keeping your mind focused on listening to what the other 
person has to say. If your mind starts to wander, rein it back in right 
away. Ask a question or make a comment to get reengaged with the 
other person.

 ✓ Ask questions. If something is unclear or doesn’t make sense to you, 
ask questions to clarify the subject. Not only does this practice keep 
communication efficient and accurate, but it also demonstrates to the 
speaker that you’re interested in what he has to say. Reflective listening — 
summarizing what the speaker has said and repeating it back to him — is 
a particularly effective way of ensuring accuracy in communication and 
demonstrating your interest. For example, you can say, “So you mean that 
it’s your belief that we can sell our excess capacity to other firms?”

 ✓ Seek the key points. What exactly is your counterpart trying to tell you? 
Anyone can easily get lost in the forest of details of a conversation and, 
as a result, miss seeing the trees. As you listen, make a point to place 
what your speaker has to say into two different categories: information 
that’s key to the discussion and information that isn’t really relevant. If 
you need to ask questions to help you decide which is which, don’t be 
shy — ask away! “What does that have to do with meeting our goals?”

 ✓ Avoid interruptions. Although asking clarifying questions and employ-
ing reflective listening techniques is okay, constantly interrupting the 
speaker or allowing others to do so is not okay. When you’re having a 
conversation with an employee, make him the most important focus in 
your life at that moment. If someone telephones you, don’t answer it — 
that’s what voice mail is for, after all. If someone knocks on your door 
and asks whether she can interrupt, say no, but offer to talk to her after 
you finish your current conversation. Of course, if your building is on 
fire, then you may feel free to interrupt the speaker.
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their company, attend all company update meetings, and read the company’s 
Web site (press releases, annual report, and so forth) to validate information 
they’re hearing.

Even after you’ve developed such trusted relationships, you need to know 
how to probe to uncover the facts about rumors, decisions, and hidden agen-
das. Start by adhering to the following guidelines:

 ✓ Check the information through two sources.

 ✓ Promise anonymity whenever possible.

 ✓ Generally know the answers to the questions you ask.

 ✓ Be casual and nonthreatening in your approach.

 ✓ Assume that the initial answer is superficial.

 ✓ Ask the same question different ways.

 ✓ Be receptive to whatever information you’re given.

One more thing to consider: Every organization has its share of politics, but 
spending too much time worrying about it is certainly counterproductive, 
and it can’t be good for your well-being. While you can’t avoid politics on the 
job, you should avoid being drawn into this situation. Getting caught up in 
office politics decreases efficiency and may create a negative perception of 
you with others in the organization.

Top five communication Web sites
Wondering where to find the best information 
on the Web about the topics addressed in this 
chapter? Here are our top five favorites:

 ✓ Business Communication Headline News: 
www.businesscommunication
blog.com/blog

 ✓ Presentations.com: www.presenta
tions.com

 ✓ Business Exchange: bx.business
week.com/business-communica
tions

 ✓ Business Communications Resources: 
www.writerswrite.com/busi
nesscommunications/links.htm

 ✓ AltaVista translation services: babel
fish.altavista.com
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 ✓ Mirroring: Everyone naturally likes people who are most like them-
selves. You can easily fall into the trap of rating highly employees who 
are most like you (same likes, dislikes, interests, hobbies, and so forth) 
and giving a lower rating to employees who are least like you. Although 
this is great for the employees you favor, the employees you don’t favor 
understandably won’t like it. Take some advice: Don’t do it.

 ✓ Nice guy/gal: One reason many managers dread doing performance 
evaluations is that it forces them to acknowledge the failings of their 
employees and then talk to their employees about them. Few managers 
enjoy giving their employees bad news, but employees need to receive 
the bad news as well as the good (just be ready to duck when you give 
them the bad news). Otherwise, they won’t know where they need to 
improve. And if they don’t know where they need to improve, you can 
bet they won’t.

Turning the tables: Upward and 
360-degree evaluations

In recent years, a new kind of performance 
evaluation has emerged. Unlike the typical 
downward evaluation in which managers 
review their workers’ performance, the upward 
evaluation process stands this convention on 
its head by requiring workers to evaluate their 
managers’ performance. If you think that getting 
a performance evaluation from your manager is 
uncomfortable, you haven’t seen anything yet. 
Nothing is quite like the feeling you get when a 
group of your employees gives you direct and 
honest feedback about the things you do that 
make it hard for them to do a good job.

However, despite the discomfort you may feel, 
the upward evaluation is invaluable — who 
better to assess your real impact on the organi-
zation than your employees? The system works 
so well that Fortune 500 companies such as 
Federal Express and others have institutional-
ized the upward evaluation and made it a part of 
their corporate cultures. More than 15 percent 
of American firms are using some form of the 
upward performance evaluation to assess the 
performance of their managers.

Also popular is the 360-degree evaluation, 
which companies such as Levi Strauss & Co. 
and Boeing Co use. Levi’s 360-degree evalua-
tion process dictates that all employees must 
be evaluated by their supervisors and by their 
underlings and peers. The results can be quite 
a surprise to the employee who is the subject of 
the evaluation, who may find that other employ-
ees see him as less caring and visionary than 
he initially thought.

Of course, 360-degree feedback needs to 
be confidential, and that’s difficult in smaller 
departments or where unique feedback can 
be tracked directly back to its originator. If a 
company embarks on this approach, manag-
ers need to clearly communicate the need and 
value of 360-degree evaluations, and make the 
process a positive one. If you don’t set your 
employees’ expectations and tell them exactly 
how the feedback will be used, you run the risk 
of setting up the process to be a negative and 
scary one for your employees.
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 ✓ Freeze discretionary expenses. Some expenses, such as labor, benefits, 
and electricity, are essential to an operation or project and can’t be 
stopped without jeopardizing performance. Other expenses, such as 
purchasing new carpeting, upgrading computers, or traveling first-class, 
are discretionary and can be postponed without jeopardizing perfor-
mance. Freezing discretionary expenses is the quickest and least painful 
way to get your actual expenditures back in line with your budgeted 
expenditures.

 ✓ Freeze hiring. Although you may have budgeted new hires, you can 
save money by freezing the hiring of new employees. Not only do you 
save on the cost of hourly pay or salaries, but you also save on the 
costs of fringe benefits such as medical care and overhead expenses 
like water, electricity, and janitorial services. And because you aren’t 
decreasing your current employees’ pay or benefits, most everyone 
will be happy with your decision. Of course, some critical positions in 
your organization may need to be filled, budget problem notwithstand-
ing. You can determine which positions have to be filled if they become 
vacant and which positions other employees can cover.

 ✓ Postpone products and projects. The development and production 
phases of new products and projects can add significant costs. By post-
poning the start-up and rollout of these new products and projects, you 
can get your budget back on track. Sometimes it takes only a few weeks 
or months to make a difference.

 ✓ Stretch payments to suppliers. Instead of paying right on time, you can 
stretch out your payments over a longer period of time. If you choose 
to go this route, it’s generally best to work it out with your suppliers in 
advance (that is, if you want them to continue to be your suppliers in 
the future).

 ✓ Freeze wages and benefits contributions. These kinds of savings 
directly affect your employees, and we can guarantee that they aren’t 
going to like it one bit. Most employees are used to regular wage and 
benefits increases. Although increases aren’t as generous as they were a 
decade ago, employees still expect them. However, if you’ve made cuts 
and still need to cut more, you may not have any choice but to freeze 
your employees’ wages and benefits contributions — medical insurance, 
401(k) matching, and so on — at their current levels.

 ✓ Lay off employees and close facilities. You’re in business to make 
money, not to lose money. When sales aren’t sufficient to support 
your expenses — even after enacting the cost-savings measures just 
mentioned — you must take drastic action. Action doesn’t get much 
more drastic than laying off employees and closing facilities. However, if 
your budget has significant gaps, then cut you must. See Chapter 19 for 
more information on conducting employee layoffs.
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So what exactly does each part of the accounting equation represent? Take a 
look at each part and what it comprises.

Assets
Assets are generally considered to be anything of value — primarily financial 
and economic resources — that a company owns. The most common forms 
of assets in a business include the following:

 ✓ Cash: This asset encompasses money in all its forms, including cash, 
checking accounts, money market funds, and marketable securities, 
such as stocks and bonds.

 ✓ Accounts receivable: This asset represents the money that custom-
ers who buy goods and services on credit owe to your company. For 
example, if your business sells a box of computer memory chips to 
another business and then bills the other business for the sale instead 
of demanding immediate payment in cash, this obligation becomes an 
account receivable until your customer pays it. Accounts receivable are 
nice to have unless the companies or individuals that owe you money 
skip town or decide to delay their payments for six months.

 ✓ Inventory: Inventory is the value of the merchandise your business 
holds for sale, the finished goods that you have manufactured but not 
yet sold, and the raw materials and work in process that are part of the 
manufacture of finished goods. Inventory usually becomes cash or an 
account receivable when sold. Inventory that sits on a shelf forever isn’t 
the best way to tie up your company’s assets. Keeping your inventory 
moving all the time is much better because you’re generating sales.

 ✓ Prepaid expenses: Prepaid expenses represent goods and services that 
your firm has already paid for but not yet used. For example, your com-
pany may pay its annual liability insurance premium at the beginning 
of the year, before the insurance policy actually goes into effect. If the 
policy is canceled during the course of the year, part of the premium is 
refunded to your business.

 ✓ Equipment: Equipment is the property — machinery, desks, computers, 
phones, and similar items — that your organization buys to carry out 
its operations. For example, if your company sells computer supplies 
to individuals and other businesses, you need to purchase shelves on 
which to store your inventory of computers, forklifts to move it around, 
and phone systems on which to take orders from your customers. As 
equipment ages, it loses value. You account for this loss through depre-
ciation, which spreads the original cost of a piece of equipment across 
its entire useful lifetime. When in doubt, depreciate.

 ✓ Real estate: Real estate includes the land, buildings, and facilities that 
your organization owns or controls. Examples include office buildings, 
manufacturing plants, warehouses, sales offices, mills, farms, and other 
forms of real property.
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Assets are divided into two major types: current assets and fixed assets.

 ✓ Current assets can be converted into cash within one year. Such 
assets are considered to be liquid. In the preceding list of assets, cash, 
accounts receivable, inventory, and prepaid expenses are considered 
current assets. Liquid assets are nice to have around when your busi-
ness is in trouble and you need to raise cash quickly to make payroll or 
pay your vendors.

 ✓ Fixed assets require more than one year to convert to cash. In the pre-
ceding list of assets, equipment and real estate are classified as fixed 
assets. If your business gets into trouble and you need cash, fixed assets 
probably won’t do you much good unless you can use them as collateral 
for a loan.

Liabilities
Liabilities are generally considered to be debts that you owe to others — 
individuals, other businesses, banks, and so on — outside the company. In 
essence, liabilities are the claims that outside individuals and organizations 
have against a business’s assets.

The most common forms of business liabilities include the following:

 ✓ Accounts payable: Accounts payable are the obligations that your com-
pany owes to the individuals and organizations from which it purchases 
goods and services. For example, when you visit your local office supply 
store to buy a couple pencils and you bill the purchase to your com-
pany’s account, this obligation becomes an account payable. You can 
conserve your company’s cash in times of need by slowing payments to 
your vendors and suppliers, although you have to be careful not to jeop-
ardize your credit in the process.

 ✓ Notes payable: Notes payable are the portion of loans made to your 
organization by individuals, financial institutions, or other organizations 
that are due to be paid back within one year. For example, if your firm 
takes a 90-day loan to increase its inventory of computer memory chips 
to satisfy a rapid increase in customer demand, the loan is considered a 
note payable.

 ✓ Accrued expenses: Accrued expenses are miscellaneous expenses that 
your company incurs but that aren’t reimbursed. Examples include obli-
gations for payroll, sick leave due to employees, taxes payable to the 
government, and interest due to lenders.

 ✓ Bonds payable: Some large companies issue bonds to raise money to 
finance expansion or achieve other goals. Bonds payable represent the 
money that a company owes to the individuals and organizations that 
purchase the bonds as an investment.
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 ✓ Mortgages payable: When organizations purchase real estate, they often 
do so by incurring long-term loans known as mortgages. Mortgages differ 
from standard loans because they’re usually secured by the real estate 
that the mortgage finances. For example, if your company defaults in its 
payments on the mortgage used to purchase your office building, owner-
ship of the office building reverts to the entity that originally issued the 
mortgage — usually a bank or investment group.

Like assets, liabilities are divided into two major types: current liabilities and 
long-term liabilities.

 ✓ Current liabilities are repaid within one year. In the preceding list of 
liabilities, accounts payable, notes payable, and accrued expenses are 
considered current liabilities.

 ✓ Long-term liabilities are repaid in a period greater than one year. In the 
preceding list of liabilities, bonds payable and mortgages payable are 
both classified as long-term liabilities.

Owners’ equity
All businesses have owners. In some cases, the owners are a few individuals 
who founded the company. In other cases, the owners are the many thou-
sands of individuals who buy the company’s stock through public offerings. 
Owners’ equity is the owners’ share of the assets of a business after all liabili-
ties have been paid.

The most common forms of owners’ equity include the following:

 ✓ Paid-in capital: Paid-in capital is the investment — usually paid in 
cash — that the owners make in a business. For example, if your firm 
sells common stock to investors through a public offering, the money 
that your firm obtains through the sale of the stock is considered paid-in 
capital.

 ✓ Retained earnings: These earnings are reinvested by a business, not 
paid out in dividends to shareholders. A certain amount of earnings are 
retained in hopes of increasing the firm’s overall earnings and also to 
increase the dividends paid to owners.

Knowing double-entry bookkeeping
Double-entry bookkeeping is the standard method of recording financial 
transactions that forms the basis of modern business accounting. Invented 
in 1494 by Luca Pacioli, a bored Franciscan monk (he must have been really 
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bored to invent accounting!), double-entry bookkeeping recognizes that 
every financial transaction results in a record of a receipt (also known as an 
asset) and a record of an expense (also known as a liability).

Consider this example: Your company buys $1,000 worth of computer 
memory chips from a manufacturer to resell to your customers. Because 
your company has established an account with the memory chip manufac-
turer, the manufacturer bills you for the $1,000 instead of demanding imme-
diate cash payment. Do you remember the accounting equation we discuss 
earlier in this chapter? Here’s the double-entry version of the accounting 
equation illustrating the $1,000 purchase of memory chips to stock in your 
inventory:

Assets = Liabilities + Owners’ equity

$1,000 = $1,000 + $0

(Inventory)  (Accounts payable)

In this example, assets (inventory) increase by $1,000 — the cost of purchas-
ing the memory chips to stock your shelves. At the same time, liabilities 
(accounts payable) also increase by $1,000. This increase represents the debt 
that you owe to your supplier of memory chips. In this way, the accounting 
equation always stays balanced. Now, imagine the effect of the several hun-
dreds or thousands of financial transactions that hit your accounting system 
on a daily, weekly, or monthly basis. Whew! And you wondered why your 
information systems manager is always complaining that the company’s com-
puter system isn’t big enough or fast enough.

Identifying the Most Common Types 
of Financial Statements

An accounting system is nice to have, but the system is worthless unless it 
can produce data that’s useful to managers, employees, lenders, vendors, 
owners, investors, and other individuals and firms that have a financial stake 
in your business. And believe us, a lot of people have a financial interest in 
your business.

Does it surprise you to hear that almost everyone wants to know the finan-
cial health of your business? Well, they do. Managers want to know so that 
they can identify and fix problems. Employees want to know because they 
want to work for a company that’s in good financial health and that provides 
good pay, benefits, and job stability. Lenders and vendors need to know your 
company’s financial health to decide whether to extend credit. And owners 
and investors want to know because this knowledge helps them determine 
whether their investment dollars are being used wisely.
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Accountants invented financial statements to measure the financial health and 
performance of a company.

Financial statements are nothing more than reports — intended for distribu-
tion to individuals outside the accounting department — that summarize the 
amounts of money contained within selected accounts or groups of accounts 
at a selected point or period of time. Each type of financial statement has 
a unique value to the people who use them, and different individuals may 
use some or all of an organization’s financial statements during the normal 
course of business. The following sections review the financial statements 
you’re most likely to encounter during your career as a manager.

The balance sheet
The balance sheet is a report that illustrates the value of a company’s assets, 
liabilities, and owners’ equity — the company’s financial position on a 
specific date. Think of it as a snapshot of the business. Although it can be 
prepared at any time, a balance sheet, like the one shown in Figure 14-1, is 
usually prepared at the end of a definite accounting period — most often a 
year, quarter, or month.

As you can see, the balance sheet provides values for every major compo-
nent of the three parts of the accounting equation. By reviewing each item’s 
value in the balance sheet, managers can identify potential problems and 
then take action to solve them.

The income statement
Assets, liabilities, and owners’ equity are all very nice, thank you, but many 
people really want to see the bottom line. Did the company make money or 
lose money? In other words, what was its profit or loss? This job belongs to 
the income statement.

An income statement, shown in Figure 14-2, adds all the sources of a compa-
ny’s revenues and then subtracts all the sources of its expenses to determine 
its net income or net loss for a particular period of time. Whereas a balance 
sheet is a snapshot of an organization’s financial status, an income statement 
is more like a movie.

Revenues
Revenue is the value received by a company through the sale of goods, ser-
vices, and other sources such as interest, rents, royalties, and so forth. To 
arrive at net sales, total sales of goods and services are offset by returns and 
allowances.
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Expenses
Expenses are all the costs of doing business. For accounting purposes, 
expenses are divided into two major classifications:

 ✓ Cost of goods sold: For a firm that retails or wholesales merchandise to 
individuals or other companies, this figure represents the cost of pur-
chasing merchandise or inventory. By subtracting the cost of goods sold 
from revenue, you end up with the company’s gross margin, also known 
as gross profit.

 ✓ Operating expenses: Operating expenses are all the other costs of doing 
business that aren’t already part of the cost of goods sold. Operating 
expenses are usually further subdivided into selling expenses, which 
include marketing, advertising, product promotion, and the costs of 
operating stores; and general and administrative expenses, which are the 
actual administrative costs of running the business. General and admin-
istrative costs typically include salaries for accounting, data processing, 
and purchasing staff; and the cost of corporate facilities, including utili-
ties, rent payments, and so on.

The difference between revenues and expenses (after adjustment for interest 
income or expense and payment of income taxes) is a company’s net income 
(profit) or net loss. Also commonly known as a company’s bottom line, net 
income or loss is the cash you have on hand after you’ve paid all the bills, and 
it’s the one number most often of interest to people who want to assess the 
firm’s financial health. Many corporate executives and managers have found 
themselves on the street — sometimes literally overnight — when their compa-
nies’ bottom lines dipped too far into the loss side of the equation.

Top five accounting Web sites
Wondering where to find the best information 
on the Web about the topics addressed in this 
chapter? Here are our top five favorites:

 ✓ Business Finance magazine: www.
businessfinancemag.com

 ✓ CFO.com: www.cfo.com

 ✓ Strategic Finance magazine: www.
strategicfinancemag.com

 ✓ AccountingWEB: www.accounting
web.co.uk

 ✓ SmartPros Accounting: finance.
pro2net.com

              







239 Chapter 14: Budgeting, Accounting, and Other Financial Stuff

its current liabilities quickly than does the cur-
rent ratio, because inventory can’t be liquidated 
as rapidly as other current assets. A ratio of 1 or 
better is acceptable.

Quick ratio = (Current assets – Inventory) ÷ 
 Current liabilities

 =  ($100 million – $10 million) ÷ 
 $25 million

 = $90 million ÷ $25 million

 = 3.60

Receivables turnover ratio: This ratio indicates 
the average time it takes a firm to convert its 
receivables into cash. A higher ratio indicates 
that customers are paying their bills quickly, 
which is good. A lower ratio reflects slow col-
lections and a possible problem that manage-
ment needs to address, which is bad. Your boss 
isn’t going to like it.

Receivables  = Net sales ÷ 
turnover ratio      Accounts receivable

 = $50 million ÷ $5 million

 = 10.00

You can gain one more interesting piece of 
information quickly from the receivables turn-
over ratio. By dividing 365 days by the receiv-
ables turnover ratio, you get the average 
number of days that it takes your firm to turn 
over its accounts receivable; this number is 
commonly known as the average collection 
period. The shorter the average collection 
period is, the better the organization’s situation 
is — and the better your job security is.

Average  = 365 days ÷ 
collection   Receivables 
period   turnover ratio

 = 365 days ÷ 10.00

 = 36.5 days

Debt-to-equity ratio: This ratio measures the 
extent to which the organization depends on 
loans from outside creditors versus resources 
provided by shareholders and other owners. 
A ratio in excess of 1 is generally considered 
unfavorable because it indicates that the 
firm may have difficulty repaying its debts. 
And nobody — especially cranky bankers or 
vendors — wants to loan money to companies 
that have problems repaying their debts. A par-
ticularly low ratio indicates that management 
may be able to improve the company’s profit-
ability by increasing its debt.

Debt-to-equity ratio =  Total liabilities ÷ 
Owners’ equity

 = $50 million ÷ $150 million

 = 0.33 or 33 percent

Return on investment: Often known by its 
abbreviation, ROI, return on investment mea-
sures the capability of a company to earn prof-
its for its owners. Don’t forget: Profit is good and 
loss is bad. Because owners — shareholders 
and other investors — prefer to make money 
on their investments, they like an organization’s 
ROI to be as high as possible.

Return on investment =  Net income ÷ 
Owners’ equity

 = $50 million ÷ $150 million

 = 0.33 or 33 percent
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Weighing the Benefits and Drawbacks 
of Technology in the Workplace

Think for a moment about the incredible progress of information technology 
just in your lifetime. With so many tools at your fingertips, can you believe 
that, only about three decades ago, the personal computer hadn’t yet been 
introduced commercially? Word processing used to mean a typewriter and 
a lot of correction fluid or sheets of messy carbon paper; computers have 
revolutionized the way businesspeople can manipulate text, graphics, and 
other elements in their reports and other documents. Mobile telephones, fax 
machines, the Internet, broadband wireless connections, and other business 
technology essentials are all fairly recent innovations.

You can’t turn back the clock on technology. To keep up with the 
competition — and beat it — you must keep pace with technology and 
adopt tools that can make your employees more productive, while improv-
ing products and services, customer service, and the bottom line. You really 
have no other choice.

Making advances, thanks to automation
Information technology can have a positive impact on your business in two 
important ways, both related to the practice of automation:

 ✓ By automating processes: Not too many years ago, business processes 
were manual. For example, your organization’s accounting and payroll 
departments may have calculated payroll entirely by hand with the 
assistance of only a ten-key adding machine. What used to take hours, 
days, or weeks can now be accomplished in minutes or even seconds. 
Other processes that are commonly automated are inventory tracking, 
customer service, call analysis, and purchasing.

 ✓ By automating personal management functions: More managers than 
ever are moving their calendars and personal planners onto comput-
ers. Although paper-based planners aren’t going to die completely, 
many managers are finding that computers are much more powerful 
management tools than their unautomated counterparts. Managers also 
use computers to schedule meetings, track projects, analyze numbers, 
manage business contact information, conduct employee performance 
evaluations, and more.

              















249 Chapter 15: Harnessing the Power of Technology

your company. Make employees, customers, and vendors a part of your 
planning team. If you take time to involve them in the process and get 
their buy-in ahead of time, your technology rollout will go much more 
smoothly.

 ✓ Weigh the costs of upgrading your old system versus going to a new 
system. Every system eventually comes to the end of its useful life. 
Instead of continuing to patch a system that’s becoming increasingly 
expensive to maintain, start fresh. Run the numbers and see what alter-
native makes the most sense for your organization before you finalize 
your plans.

Get some help
If you’re a fan of technology and pretty knowledgeable in it, that’s great — 
you have a head start on the process. But if you’re not, get help from people 
who are experts in information technology. Does your company have knowl-
edgeable people? Can you hire a technician or technology consultant to fill 
in the gaps? Whatever you do, don’t try it alone. Even if you’re a full-fledged 
techno-geek, recruit others for your cause. Technology is changing incredibly 
fast and on every front. No one person can be an expert in every aspect of 
the information technology necessary to run and grow your business.

PC versus Apple
Only a few years ago, business managers took 
the question of whether to buy a PC (IBM-
compatible personal computer) or an Apple 
computer very seriously. Although Apple’s 
products — with their intuitive and easy-to-
learn operating interface, graphical icons, and 
computer mouse — were once vastly superior 
to their PC rivals, Microsoft Windows software 
changed all that. PCs using Microsoft Windows 
are virtually indistinguishable from their Apple 
equivalents in their ease of use, and they gener-
ally cost less, to boot.

Although Apple almost crashed and burned 
some years ago, the return of Steve Jobs to 
the company has led to a resurgence both in 
Apple and in the popularity of its hardware. And 
although the Macintosh is still the standard for 

specific applications such as video, graph-
ics and design, and musical composition, the 
Mac is increasingly finding its way back into 
business — especially now that Apple prices 
its machines much more competitively than it 
did in past years.

Now that computer networks can simulta-
neously accommodate both PCs and Apple 
computers, you have really no reason to limit 
yourself to a certain one. Your accounting 
employees can be blazing away on their mul-
tigigahertz PCs while the graphics department 
happily designs and creates on their super-
charged Apples.

Who says that we can’t all coexist peacefully? 
PC or Apple — the choice is yours.
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Getting the Most Out of 
Company Networks

The personal computer began revolutionizing business a decade ago, shifting 
the power of computing away from huge mainframes and onto the desks of 
individual users. Now computer networks are bringing about a new revolu-
tion in business. Although the personal computer is a self-sufficient island of 
information, when you link these islands in a network, individual computers 
have the added benefit of sharing with every computer on the network.

So does networking have any benefits? You bet it does! See what you think 
about these reasons:

 ✓ Networks improve communication: Computer networks allow anyone 
in an organization to communicate with anyone else quickly and easily. 
With the click of a button, you can send messages to individuals or 
groups of employees. You can send replies just as easily. Furthermore, 
employees on computer networks can access financial, marketing, and 
product information to do their jobs from throughout the organization.

 ✓ Networks save time and money: In business, time is money. The faster 
you can get something done, the more tasks you can complete during 
the course of your business day. Computer e-mail allows you to create 
messages, memos, and other internal communications; to attach work 
files; and then to transmit them instantaneously to as many co-workers 
as you want. Even better, these co-workers can be located across the 
hall or around the world.

 ✓ Networks improve market vision: Information communicated via com-
puter networks is, by nature, timely and direct. In the old world of busi-
ness communication, many layers of employees filtered, modified, and 
slowed the information as it traveled from one part of the organization 
to another. With direct communication over networks, no one filters, 
modifies, or slows the original message. What you see is what you get. 
The sooner you get the information that you need and the higher its 
quality is, the better your market vision can be.

Top five information technology Web sites
Wondering where to find the best information 
on the Web about the topics addressed in this 
chapter? Here are our top five favorites:

 ✓ Wired magazine: www.wired.com

 ✓ Computerworld: www.computer
world.com

 ✓ cNet.com: www.cnet.com

 ✓ PCWorld.com: www.pcworld.com

 ✓ Internet.com: www.internet.com
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Surfing the old intranet
If you think that the Internet is the greatest 
thing since sliced bread in business computing, 
guess again. Establishing a presence on the 
Internet is old news for most corporations. Now 
the big addition in business is the intranet. With 
few exceptions, America’s largest corporations, 
including Federal Express, AT&T, Levi Strauss, 
and Ford Motor Company, have built internal 
versions of the Internet within their organiza-
tions. For example, employees at DreamWorks 
SKG, the entertainment conglomerate created 
by Steven Spielberg, Jeffrey Katzenberg, and 
David Geffen, use their company’s intranet to 
produce films and to take care of production 
details such as tracking animation objects, 
coordinating scenes, and checking the daily 
status of projects.

Intranets bring the basic tools of the 
Internet — Web servers, browsers, and Web 
pages — inside the organization. Intranets are 
designed to be accessible strictly by employees 
and aren’t available to outside Internet users. 

For companies that have already invested in 
Web hardware and software, they’re an inex-
pensive and powerful way to pull together an 
organization’s computers — and its employees.

Intranets are also a valuable way to communi-
cate effectively across companies with satel-
lite offices and those whose employees are on 
the road. Companies are also able to remind 
employees of key goals/mission statements and 
other initiatives for greater awareness.

Not only are intranets revolutionizing the devel-
opment of computer networks within organi-
zations, but they’re also democratizing them. 
Where most company computer networks are 
the sole province of a small staff of computer 
systems administrators and programmers, 
intranets allow novices and experts alike to 
create Web pages. At Federal Express, for 
example, employees created many of the com-
pany’s Web pages.
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Developing a CSR strategy 
for implementation
Adopting corporate social responsibility in an effective manner requires 
developing a strategy for its implementation. The spectrum of possible 
CSR initiatives available to a company is mind boggling. You can start with 
a barebones approach — say, replacing disposable (and environmentally 
unfriendly) Styrofoam coffee cups with washable and infinitely reusable por-
celain coffee mugs — or you can go all the way to a multiphase international 
CSR strategy that touches every part of your organization and has a direct 
and significant impact on the world.

Kellie McElhaney is the faculty director of the Center for Responsible 
Business at the Haas School of Business, University of California, Berkeley. In 
her book Just Good Business: The Strategic Guide to Aligning Corporate Social 
Responsibility and Brand (Berrett Koehler), Kellie describes seven rules to 
consider when developing an effective CSR strategy:

 ✓ Know thyself. Your CSR strategy must be authentic and must ring 
true for your organization. The best way to ensure that this is the case 
is to closely match it to your company’s mission, vision, and values. 
Employees, customers, and others will know when it’s not authentic, 
and your CSR strategy won’t have the desired effect.

 ✓ Get a good fit. The goals you select for your CSR strategy must fit your 
company and its products and services. For example, if your company 
manufactures women’s clothing, then actively supporting Susan G. 
Komen for the Cure — which raises money for breast cancer research — 
is a good fit.

 ✓ Be consistent. Be sure that everyone in your organization knows what 
your CSR strategy and goals are and that they can express them consis-
tently to one another — and to the general public. Your CSR efforts are 
multiplied when everyone in your company has a clear understanding of 
their role and is completely aligned with the program.

 ✓ Simplify. In developing and implementing a CSR strategy, simpler is usu-
ally better. Organic yogurt maker Stonyfield Farm’s mantra is simple: 
“Healthy food, healthy people, healthy planet.” Anyone can understand 
what the company is committed to accomplishing, and customers 
feel tremendous brand loyalty because they want to be a part of what 
Stonyfield is doing. Of course, it also doesn’t hurt that Stonyfield’s 
yogurt is a great product!

 ✓ Work from the inside out. Your CSR strategy isn’t worth the paper 
it’s written on if you haven’t engaged your employees in the process 
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 ✓ Movers and shakers: These individuals usually far exceed the bound-
aries of their office positions. For example, you may find a mover and 
shaker who’s in charge of purchasing but who’s also helping to negotiate 
a merger. Someone in charge of the physical plant may have the power 
to designate a wing of the building to the group of her choosing.

 ✓ Corporate citizens: These employees are diligent, hardworking, 
company-loving people who seek slow but steady, long-term advance-
ment through dedication and hard work. Corporate citizens are great 
resources for getting information and advice about the organization. 
You can count on them for help and support, especially if your ideas are 
in the best interest of the organization.

 ✓ The town gossips: These employees always seem to know what’s going 
on in the organization — usually before the individuals who are actually 
affected by the news know it. Assume that anything you say to these 
individuals will get back to the person about whom you say it.

 ✓ Firefighters: These individuals relish stepping into a potential problem 
with great fanfare at the last conceivable moment to save a project, 
client, deadline, or whatever. Keep these people well informed of your 
activities so that you aren’t the subject of the next “fire.”

 ✓ Vetoers: These people in your organization have the authority to kill 
your best ideas and ambitions with a simple comment such as, “We tried 
that and it didn’t work.” The best way to deal with vetoers is to keep 
them out of your decision loop. Try to find other individuals who can get 
your ideas approved, or rework the idea until you hit upon an approach 
that satisfies the vetoer.

 ✓ Techies: Every organization has technically competent workers who legiti-
mately have a high value of their own opinions. Experts can take charge of 
a situation without taking over. Get to know your experts well — you can 
trust their judgments and opinions.

 ✓ Whiners: A few employees are never satisfied with whatever is done for 
them. Associating with them inevitably leads to a pessimistic outlook, 
which you can’t easily turn around. Worse, your boss may think that 
you’re a whiner, too. In addition, pessimistic people tend to be pro-
moted less often than optimists. Be an optimist: Your optimism makes a 
big difference in your career and in your life.

Redrawing your organization chart
Your company’s organization chart may be useful for determining who’s who 
in the formal organization, but it really has no bearing on who’s who in the 
informal political organization. What you need is the real organization chart. 
Figure 16-1 illustrates a typical official organization chart.
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By creating and implementing a code of ethics, you clearly and unambigu-
ously spell out for all employees — from the very top to the very bottom — 
your organization’s ethical expectations. A code of ethics isn’t a substitute 
for company policies and procedures; the code complements them. Instead 
of leaving your employees’ definition of ethics on the job to chance — or 
someone’s upbringing — you clearly spell out that stealing, sharing trade 
secrets, sexually harassing a co-worker, and engaging in other unethical 
behavior is unacceptable and may be grounds for dismissal. And when you 
require your employees to read and sign a copy acknowledging their accep-
tance of the code, your employees can’t very well claim that they didn’t know 
what you expected of them. The ethics policy should be reviewed and agreed 
to annually so that it remains top-of-mind for all employees.

A sample code of ethics
Because of the nature of the public trust they 
are charged with (they’re spending our tax 
dollars, after all!), government workers have 
long been held to a higher standard of ethical 
behavior than employees in private industry. 
The U.S. Congress adopted this Code of Ethics 
for Government Service on July 11, 1958 (and 
it’s still just as valid today).

Any person in government service should:

1. Put loyalty to the highest moral principles 
and to country above loyalty to Government 
persons, party, or department.

2. Uphold the Constitution, laws, and legal 
regulations of the United States and of all gov-
ernments therein and never be a party to their 
evasion.

3. Give a full day’s labor for a full day’s pay; 
giving to the performance of his duties his ear-
nest effort and best thought.

4. Seek to find and employ more efficient 
and economical ways of getting tasks 
accomplished.

5. Never discriminate unfairly by the dispens-
ing of special favors or privileges to anyone, 
whether for remuneration or not; and never 
accept for himself or his family, favors or ben-
efits under circumstances which might be con-
strued by reasonable persons as influencing 
the performance of his governmental duties.

6. Make no private promises of any kind binding 
upon the duties of office, since a Government 
employee has no private word, which can be 
binding on public duty.

7. Engage in no business with the Government, 
either directly or indirectly, which is inconsis-
tent with the conscientious performance of his 
governmental duties.

8. Never use any information coming to him 
confidentially in the performance of govern-
mental duties as a means for making private 
profit.

9. Expose corruption wherever discovered.

10. Uphold these principles, ever conscious that 
public office is a public trust.
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Four key areas form the foundation of a good code of ethics:

 ✓ Compliance with internal policies and procedures

 ✓ Compliance with external laws and regulations

 ✓ Direction from organizational values

 ✓ Direction from individual values

Of course, a code of ethics isn’t worth the paper it’s printed on if it doesn’t 
address some very specific issues, as well as the more generic ones listed 
previously. The following are some of the most common issues addressed by 
typical codes of ethics:

 ✓ Conflicts of interest

 ✓ Diversity

 ✓ Employee health and safety

 ✓ Equal opportunity

 ✓ Gifts and gratuities

 ✓ Privacy and confidentiality

 ✓ Sexual harassment

What’s in a comprehensive code of ethics?
According to the Ethics Resource Center Web 
site (www.ethics.org), a comprehensive 
code of ethics has the following seven parts:

 ✓ A memorable title: Examples include Price 
Waterhouse’s The Way We Do Business 
and the World Bank Group’s Living Our 
Values.

 ✓ Leadership letter: A cover letter that briefly 
outlines the content of the code of ethics 
and clearly demonstrates commitment from 
the very top of the organization to ethical 
principles of behavior.

 ✓ Table of contents: The main parts within the 
code, listed by page number.

 ✓ Introduction/prologue: Why the code is 
important, the scope of the code, and to 
whom it applies.

 ✓ Statement of core values: Detailed descrip-
tion of the organization’s primary values.

 ✓ Code provisions: The meat of the code, the 
organization’s position on a wide variety 
of issues, including such topics as sexual 
harassment, privacy, conflicts of interest, 
gratuities, and so forth.

 ✓ Information and resources: Places employ-
ees can go for further information or for 
specific advice or counsel.

              





268 Part III: Tools and Techniques for Managing 

 ✓ Hesitate before making critical decisions.

 ✓ Inform those affected of the standard or decision that has been set.

 ✓ Create an environment of consistency for yourself and your working 
group.

 ✓ Seek counsel when you have any doubt (but from those who are honest 
and whom you respect).

              















275 Chapter 17: Managing Change and Morale

their mistake and go back to the old way of doing things!” Operating 
with this attitude is acting like an ostrich sticking its head in the sand: 
If you can’t see it, it’ll go away. Of course, it never works this way — 
change happens regardless of whether you acknowledge it.

 2. Resist change. At some point, you realize that the change isn’t just a 
clerical error; however, this realization doesn’t mean that you have 
to accept the change lying down! “Nope, I’m sticking with the old way 
of doing that job. If that way was good enough then, why isn’t it good 
enough now?” Resistance is a normal response to change — everyone 
goes through it. Just don’t let your resistance get you stuck. The quicker 
you get with the program, the better it’ll be for your organization and 
your career.

 3. Explore change. By now, you know that further resistance is futile 
and the new way just may have some good points. “Well, maybe that 
change actually does make sense. I’ll see what opportunities can make 
the change work for me instead of against me.” During this stage, you 
examine both the good and the bad that come from the change, and you 
decide on a strategy for managing the change. You’re finally beginning 
to make some progress.

 4. Accept change. The final stage of change is acceptance. At this point, 
you’ve successfully integrated the change into your routine. “Wow, 
this new system really works well. It beats the heck out of the old way 
of doing things!” Now the change that you so vigorously denied and 
resisted is part of your everyday routine; the change has become the 
status quo.

At the end of your change responses, you come full circle, and you’re ready 
to face your next change.

Are you (or your employees) 
fighting change?
You or the employees you manage may be fighting change and not even know 
it. Besides watching the number of gray hairs on your head multiply, how 
can you tell? Look out for these seven deadly warning signs of resistance to 
change:

 ✓ Still using the old rules to play a new game: Sorry to be the ones to 
bring you this bad news, but the old game and its rules are gone. The 
pressures of global competition have created a brand new game with a 
brand new set of rules. For example, if you’re one of those increasingly 
rare managers who refuses to use e-mail (don’t laugh, they do exist!), 
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 ✓ Be a good listener. When your employees are in a stressful situation, 
they naturally want to talk about it — this part of the process helps 
them cope with change. Set aside time to chat informally with employ-
ees, and encourage them to voice their concerns about the changes that 
they and the organization are going through.

 ✓ Don’t give false assurances. Although you don’t want to needlessly 
frighten your employees with tales of impending doom and gloom, also 
avoid sugarcoating the truth. Be frank and honest with your employees; 
treat them like the adults they are.

 ✓ Involve employees. Involve employees in planning for upcoming 
changes and, whenever practicable, delegate to them the responsibility 
and authority for making decisions.

 ✓ Train employees. Consider offering training in change management for 
your employees, or bring in an outside change-management consultant 
to help bring them along.

 ✓ Look to the future. Paint a vision for your employees that emphasizes 
the many ways in which the organization will be a better place as every-
one adapts to change and begins to use it to their benefit.

Encouraging employee initiative
One of the most effective ways to help employees make it through the change 
process in one piece is to give them permission to take charge of their own 
work. You can encourage your employees to take the initiative to come up 
with ideas to improve the way they do their work and then to implement 
those ideas.

The most successful organizations are the ones that actively encourage 
employees to take initiative; the least successful ones are organizations that 
stifle initiative.

Consider how these companies reward employee initiative:

 ✓ Federal Express, based in Memphis, Tennessee, awards the Golden 
Falcon to employees who go above and beyond to serve their custom-
ers. For example, one winner took the initiative to order new shipping 
forms for a regular customer after noticing that the customer had not 
thought to change his area code on a return address.

 ✓ At least one All-Star is chosen monthly at each D’Agostino supermarket 
location. The chain, based in Larchmont, New York, chooses winners 
based on employees who go “beyond the call of duty” to help co-workers 
or customers.
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 ✓ At El Torito Restaurants, based in Irvine, California, employees receive 
a “Be a Star” award for going above and beyond their job description. 
Winners receive Star Bucks, which are entered for a monthly drawing for 
up to $1,000 worth of merchandise.

As a manager, you need to make your employees feel safe enough to take ini-
tiative in their jobs. Not only will your employees better weather the change 
that swirls all around them, but they also will create a more effective orga-
nization and provide better service to customers in the process. Ask your 
employees to do the following:

 ✓ Look for ways to make improvements to the status quo, and follow 
through with an action plan.

 ✓ Focus suggestions on areas that have the greatest impact on the 
organization.

 ✓ Follow up suggestions with action. Volunteer to help implement 
suggestions.

 ✓ Step outside the box. Look for areas of improvement throughout the 
organization, not just within their department or business unit.

 ✓ Don’t make frivolous suggestions. They degrade your credibility and 
distract you from more important areas of improvement.

Keeping employees’ spirits high
When a company is downsizing or going through other dramatic changes, 
employee morale may plummet. Not only does much uncertainty hang in the 
air, but employees may be required to pick up the slack when other employees 
are laid off or reassigned, essentially getting paid the same amount of money 
(or less) to do more work. Keeping employee morale and loyalty high is criti-
cally important during times of change. Consider a few tips for doing just that:

 ✓ Have fun. Don’t allow your office to become a morgue, with everyone 
walking around like zombies. Have a costume contest with employee 
judges or sponsor an impromptu ice cream social. Telecommunications 
giant Sprint once turned a regular workday into Beach Day at their 
Kansas City headquarters. The company turned its parking lot into a 
beach by trucking in sand, and it provided sunglasses, plastic leis, and 
live music to the “vacationing” employees.

 ✓ Be honest. Don’t sugarcoat the truth; employees don’t like it, and they’ll 
lose respect for anyone who isn’t giving them the straight scoop. If a 
change in your business will impact them — whether in a good or a bad 
way — tell them sooner rather than later.
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 ✓ Put people first. It’s far too easy to forget that your employees make 
your business what it is. When you make employees number one 
on your list of priorities, they will pay you back many times over in 
increased loyalty, perseverance, and quality of work. Show your employ-
ees that they are important by always putting them and their concerns 
at the top of your list.

 ✓ Set a good example. When you set a positive example for your employ-
ees, they naturally follow. Don’t wait for others to make the first move; 
be a leader of change and inspire your employees to give their all to the 
cause, whatever it may be.

Making a Change When All Else Fails
If you’ve done everything you can to deal with change at work and take con-
trol of your business life, but you’re still feeling lost, you may be facing a 
deeper issue that’s not readily apparent on the surface.

When you read a book, do you ever wish you had written it? When you go 
to a seminar, do you ever think you could teach it? Have you ever wondered 
what owning your own business is like — to be your own boss and be com-
pletely responsible for your company’s profits or losses?

If you answered “yes” to any of these questions, you may not be truly happy 
until you pursue your dream. Maybe you want to start a new career or move 
to a new company. Or perhaps you have an opportunity with your current 
employer to make a job change that can take you to your dream. Maybe you 
want to go back to school to pursue an advanced degree. Or maybe you just 
want to take a vacation or short leave of absence. The change you need to 
make may well be within yourself.

Top five change management Web sites
Wondering where to find the best information 
on the Web about the topics in this chapter? 
Well, you’ve come to the right place! These 
sites are our top five favorites:

 ✓ Change Management: w w w . t h e
manager.org/Knowledgebase/
Management/Change.htm

 ✓ Change Management Toolbook: www.
change-management-toolbook.
com

 ✓ Wharton Center for Leadership and Change 
Management: leadership.wharton.
upenn.edu

 ✓ Change Management Learning Center: 
www.change-management.com

 ✓ HDI Managing Change Library: www.
hdinc.com/library.html
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are generally given only annually in many organizations, if at all, they’re 
not usually useful for dealing with acute situations. However, if you give 
verbal and written counseling to no avail, negative performance evalua-
tions are another option to consider, particularly if you can accelerate the 
process.

 4. Demotion: Repeated negative performance evaluations or particu-
larly serious performance shortcomings may warrant demoting your 
employee to a lower rung on the organizational ladder. Often, but not 
always, the pay of demoted employees is also reduced at the same 
time, making for a very unhappy employee. Face it: Some employees are 
hired or promoted into positions that they just can’t handle. This situ-
ation isn’t their fault, but you can’t let your employees continue to fail 
if you have no hope of bringing performance up to an acceptable level 
with further training or guidance. Although demoralizing, demotions at 
least allow your employees to move into positions that they can handle. 
Before you resort to demotion, first try to find a position at an equiva-
lent level that the employee can handle. This step may help improve 
your employee’s motivation and self-confidence and result in a “win” for 
both the employee and the organization.

 5. Termination: When all else fails, termination is the ultimate form of 
discipline for employees who are performing unsatisfactorily. As any 
manager who has fired an employee knows, terminating employees isn’t 
fun. Consider it as an option only after you exhaust all other avenues. 
Perhaps needless to say, in these days of wrongful termination lawsuits 
and multimillion-dollar judgments, you must document employees’ per-
formance shortcomings well and support them with the facts. For fur-
ther information on the ins and outs of this important form of discipline, 
see Chapter 19.

Dealing with misconduct
Misconduct is a whole different animal from performance problems, so it has 
its own discipline track. Although both misconduct and performance prob-
lems can have negative effects on a company’s bottom line, misconduct is 
usually considered a much more serious offense than performance shortcom-
ings because it indicates a problem with your employees’ attitudes or ethical 
beliefs. And modifying performance behaviors through the use of discipline is 
a great first step in eventually modifying workers’ attitudes or belief systems.

Even the terminology of the different steps in the second track indicates that 
something serious is going on. For example, although the first step on the 
first track is called verbal counseling, the first step on the second track is 
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Step 3: Specify the required changes
Telling your employee that he did something wrong does little good if you 
don’t also tell that employee what he needs to do to correct the behavior. 
As a part of your discipline script, tell your employee the exact actions that 
you want him to adopt. Tell the employee that his behavior must be in accor-
dance with an established performance standard or company policy.

Following are some examples of the third part of your discipline script:

 ✓ “You must bring up your performance to the standard of 250 units per 
week or better immediately.”

 ✓ “You will be required to set an appointment with the company’s 
employee assistance program for drug counseling.”

 ✓ “I expect your work to be error free before you submit it to me for 
approval.”

 ✓ “I expect you to be in your seat, ready to work, at 8:00 a.m. every 
morning.”

Step 4: Outline the consequences
Of course, if the unacceptable behavior continues, you need to have a discus-
sion with your employee about the consequences of his actions. Make sure 
that you get the message across clearly and unequivocally and that your 
employee understands it.

Consider these possibilities for the fourth part of your script:

 ✓ “If you can’t meet the standard, you’ll be reassigned to the training unit 
to improve your skills.”

 ✓ “If you refuse to undergo drug counseling, you’ll be suspended from 
work without pay for five days.”

 ✓ “If the accuracy of your work doesn’t improve immediately, I’ll have to 
issue a written counseling to be placed in your employee file.”

 ✓ “If you’re late again, I will request that the general manager issue a 
formal reprimand in your case.”

Step 5: Provide emotional support
Give your employee an emotional boost by expressing your support for 
his efforts. Make this support sincere and heartfelt — you do want your 
employee to improve, right?
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Finally comes the icing on the pineapple upside-down cake that is employee 
discipline:

 ✓ “But let’s try to avoid that — I know you can do better!”

 ✓ “I really want this to work out — let’s find you the help you need.”

 ✓ “Is there anything I can do to help you avoid that outcome?”

 ✓ “There’s no reason we can’t avoid that situation — I’m counting on you 
to turn this around!”

Putting it all together
After you develop the five parts of your discipline script, combine them into 
a unified statement that you deliver to your wayward employee. Although 
you’ll undoubtedly discuss the surrounding issues in some detail, make the 
script be the heart of your discipline session.

The five parts of the script work together to produce the final product as 
follows:

 ✓ “Your performance last week was below our standard of 250 units per 
week. Because of your below-standard performance, the work unit didn’t 
meet its overall targets for the week. You must bring up your perfor-
mance to the standard of 250 units per week or better immediately. If 
you can’t meet the standard, you’ll be reassigned to the training unit 
to improve your skills. But let’s try to avoid that — I know you can do 
better!”

 ✓ “You failed the drug test you took on Monday. This violation specifi-
cally breaks our drug-free workplace policy. You’ll be required to set 
an appointment with the company’s employee assistance program for 
drug counseling. If you refuse to undergo drug counseling, you’ll be sus-
pended from work without pay for five days. I really want this to work 
out — let’s find you the help you need.”

 ✓ “The last three analyses you submitted to me contained numerous com-
putational errors. Because of these errors, I now have to take extra time 
to review your work much more thoroughly before I can forward it up 
the chain. I expect your work to be error free before you submit it to me 
for approval. If the accuracy of your work doesn’t improve immediately, 
I’ll have to issue written counseling to be placed in your employee file. Is 
there anything I can do to help you avoid that outcome?”
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 ✓ “You’ve been late to work three out of four days this week. Because of 
your tardiness, I had to pull Marge from her position to cover yours. I 
expect you to be in your seat, ready to work, at 8:00 a.m. every morning. 
If you’re late again, I will request that the general manager issue a formal 
reprimand in your case. There’s no reason we can’t avoid that situation — 
I’m counting on you to turn this around!”

Making a Plan for Improvement
Managers love plans: plans for completing projects on time, plans for meet-
ing the organization’s financial goals in five years, and plans to develop more 
plans. In the case of employee discipline, one more plan exists. The perfor-
mance improvement plan is a crucial part of the discipline process because it 
sets definite steps for the employee to take to improve performance within a 
fixed period of time.

If your employee’s performance transgressions are minor and you’re giving 
only verbal counseling, working up a performance plan is probably overkill. 
Also, because most instances of misconduct must, by nature, be corrected 
right now or else, performance improvement plans generally aren’t appropri-
ate for correcting employee misconduct. However, if your employee’s poor 
performance is habitual and you’ve selected counseling or more severe disci-
pline, a performance plan is definitely what the doctor ordered. Take two and 
call me in the morning!

A performance improvement plan consists of the following three parts:

 1. Goal statement: The goal statement provides clear direction to your 
employees about exactly what it takes to make satisfactory improve-
ment in their performance. The goal statement, which is tied directly to 
an employee’s performance standards, may be something along the lines 
of “Completes all his assignments on or before agreed deadlines” or “Is 
at her workstation ready to work at exactly 8:00 a.m. every day.”

 2. Schedule for attainment: What good is a plan without a schedule? Not 
having a schedule is like eating an ice cream cone without the ice cream 
or like watching TV with the sound turned off. Every good plan needs a 
definite completion date with fixed milestones along the way if the plan 
for goal attainment is complex.

 3. Required resources/training: The performance improvement plan must 
also contain a summary of any additional resources or training to help 
your employee bring performance up to snuff.

Figure 18-1 shows a sample performance improvement plan for a worker who 
makes repeated errors in typed correspondence.
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Figure 18-1: 
A 

sample per-
formance 
improve-

ment plan.

 

Performance Improvement Plan

Jack Smith

Goal statement:
 • Complete all drafts of typed correspondence with two or fewer mistakes per  
  document.

Schedule for attainment:
 • Jack must meet this goal within three months of the date of this plan.

Required resources/training:
 • Jack will be enrolled in the company refresher course in typing and reviewing  
  correspondence. This training must be successfully completed no later than two  
  months after the date of this plan.

Implementing the Improvement Plan
After you put the performance improvement plan in place, your job is to 
ensure that it doesn’t just gather dust on your employee’s shelves. Follow up 
with your employee to make sure he’s acting on the plan and making prog-
ress toward the goals you both agreed to. Yes, following up on improvement 
plans takes time, but that time is well spent. Besides, if you can’t find the 
time to check your employees’ progress on their improvement plans, don’t 
be surprised if they can’t find the time to work on them.

Are your employees following through with the goal statements you agreed 
to? Do they even have the goal statements you agreed to? Are they keeping 
to their schedules, and are they getting the training and other resources that 
you agreed to provide? If not, you need to emphasize the importance of the 
improvement plans with your employees and work with them to figure out 
why they haven’t been implemented as agreed.

To assist your employees in implementing their improvement plans, sched-
ule regular progress reporting meetings with them on a daily, weekly, or 
monthly basis. More extensive improvement plans necessitate more frequent 
follow-up. Progress meetings serve two functions:

 ✓ They provide you with the information you need to know to assess your 
employees’ progress toward meeting their plans.

 ✓ They demonstrate to your employees — clearly and unequivocally — 
that their progress is important to you. If you demonstrate that the 
plans are important to you, your employees can make the plans a prior-
ity in their busy schedules.
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The following are the main reasons employees voluntarily leave:

 ✓ Unprompted resignation: Some resignations occur when an employee 
decides to quit his position with your firm with no prodding or sug-
gestion to do so from you. Unfortunately, the best employees always 
seem to be the ones who resign. Although you can’t force someone to 
stay with your organization forever (nor would you want to), you can 
make sure that people aren’t leaving because your organization isn’t 
adequately addressing problems. If a certain department is experiencing 
a lot of turnover, it may be a warning sign of a problem. Perhaps work 
conditions are too stressful or a supervisor or manager isn’t treating the 
employees fairly or well. You may be able to save a good employee by 
addressing the organizational problem before he actually leaves. If not, 
conducting exit interviews with these employees as they are processing 
out of your organization can be a particularly useful tool in uncovering 
problems that need to be addressed. Don’t let employees get away with-
out first asking them why they decided to leave and what the organiza-
tion could do better.

 ✓ Encouraged resignation: An encouraged resignation occurs when you 
suggest to an employee that she quit her job. Such resignations are often 
used as face-saving measures for employees who are about to be fired. 
Instead of firing your employees, you can offer them the opportunity 
to resign. This approach can help dampen the hurt of being fired, plus 
it keeps a potentially damaging employment action off the employee’s 
record.

 ✓ Retirement: Some employees reach the end of their career and decide 
to terminate their employment finally and forever. Occasionally, orga-
nizations working to quickly cut costs offer certain employees early 
retirement, extending the benefits of regular retirement to those who are 
willing to retire from the company before they’ve reached the normal 
age of retirement. Retirement is generally a happy time for all involved, 
marked with celebrations and tokens of the organization’s affection and 
gratitude (such as plaques, proclamations from company executives, 
and a nice luncheon).

Involuntary terminations
Of course, not all terminations are as easy to deal with as the voluntary forms 
we mention in the preceding section. Involuntary terminations are seldom 
pleasant experiences — for either manager or employee — and you really 
have to be at the end of your rope before you invoke this ultimate sanction 
against an employee. Involuntary terminations come in two types:
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have the right to terminate employees at will, you may find yourself on 
thin legal ice, depending on the specific grounds you select for firing your 
employees.

People generally agree, however, on certain behaviors that merit firing. Some 
of these behaviors are considered intolerable offenses that merit immediate 
action — no verbal counseling, no written warning, and no reprimand or sus-
pension. Just immediate and unequivocal termination. They generally include 
these behaviors:

 ✓ Verbal abuse of others: Verbal abuse includes cursing, repeated verbal 
harassment, malicious insults, and similar behaviors. Your employ-
ees have the right to do their jobs in a workplace that is free of verbal 
abuse. And verbal abuse of customers and other business associates is 
just plain bad for business. If an employee continues to verbally abuse 
others after you give him fair warning, you can fire him without fear of 
legal repercussions. (And keep in mind that if you don’t take action by 
quickly firing a repeated offender, you put yourself and your company at 
risk of a lawsuit by the employees being harassed!)

 ✓ Incompetence: Despite your continued efforts to train them, some 
employees just aren’t cut out for their jobs. If you’ve tried to help an 
employee and she still can’t perform her duties at an acceptable level 
of competence, parting ways is clearly in the best interest of both the 
employee and the firm.

 ✓ Repeated, unexcused tardiness: You depend on your employees to get 
their jobs done as scheduled. Not only does tardiness jeopardize the 
ability of your employees to complete their tasks on time, but it also 
sets a bad example for employees who are punctual. If an employee con-
tinues to be late to work after you warn him that you won’t tolerate this 
behavior, you have clear grounds for termination.

 ✓ Insubordination: Insubordination — the deliberate refusal to carry out 
one’s duties — is grounds for immediate termination without warning. 
Although supervisors commonly encourage their employees to question 
why a decision is made, after the decision is made, the employees must 
carry it out. If an employee is unwilling to follow your direction, the 
basic employer-employee relationship breaks down, and you don’t have 
to tolerate it.

 ✓ Physical violence: Most companies take employee-initiated physical vio-
lence and threats of violence very seriously. Employees have the right 
to do their jobs in a safe workplace; employers have the duty to provide 
a safe workplace. Physical violence jeopardizes your employees’ safety 
and distracts them from doing their jobs. Never let an employee think 
that you don’t take a physical threat seriously; the best way to com-
municate that is to call law enforcement immediately, along with your 
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minimizing the negative impact while making the best of a situation that’s not 
working. These guidelines can help you make this difficult transition a little 
easier.

 ✓ Give your employee the benefit of the doubt. Be sure you’re giving the 
employee a fair chance to succeed — not necessarily an endless number 
of chances, but a fair chance. This idea is especially important when the 
employee is new. You can say something like, “I don’t know how you’ve 
been managed in the past, but I want to make it clear what’s expected of 
you in this position so that we can agree on some mutual goals for your 
job.” Summarize your expectations in writing and set up a time frame for 
reviewing progress on the employee’s goals. Ask the employee to come 
to you if he has questions or needs help in meeting the expectations, 
and acknowledge when the employee has done good work. Don’t expect 
employees to know what you want without open, two-way communication.

 ✓ Make it clear when expectations aren’t being met. You have a much 
easier time dealing with problems when they’re small than when they 
become huge. Bring up your concerns and the reasons behind them. 
You can use a disclaimer, such as, “I know you’re capable of improving 
in this area of your job,” but you also at some point need to be clear 
that if improvement isn’t forthcoming, the employee could lose his job. 
Document these discussions for clarity, for reinforcement, and — if 
necessary — to provide evidence that you have made an honest attempt 
to manage the employee fairly.

 ✓ Exhaust alternative approaches to dismissal. Some managers find it 
useful to try one or more attempts to get through to an employee who 
isn’t performing well. You can discuss other opportunities that may 
better match the employee’s abilities, for example. Or you can offer the 
employee a “career day”: “Tom, I’d like you to take a career day tomor-
row. Take the day off and don’t come to work. I’m still going to pay you, 
but I want you to go to the beach, a museum, or your kid’s school — or 
even watch TV all day — and simply focus on one question: ‘Is this job 
really what I want to be doing with my life right now?’ Come back and 
give me your answer, and if you do really want to stay in your position, 
we have to talk about what needs to change in order for you to keep 
your job.”

 ✓ Offer a 0 percent increase. Typically, in this approach, the person quickly 
falls in line or ends up leaving of his own accord. Either way, your prob-
lem is solved. For example, your conversation may go something like this: 
“Joe, we have some mutually agreed-upon goals, but I haven’t seen where 
you’ve actually changed your behavior or achieved any of the results 
we’ve discussed. I don’t like surprises, and I’m sure you don’t, either. So 
I wanted to make it clear that your next performance review is in a few 
months, and if you haven’t shown a substantial improvement in your per-
formance, you won’t be getting any salary increase.”
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 ✓ Act quickly to dismiss. When all is said and done, if someone isn’t 
working out well, the sooner you deal with the situation, the better it’ll 
be — for the employee, yourself, and the workgroup. You have to move 
from hoping that your employee improves to looking at the evidence as if 
he is, in fact, improving. Remember, sometimes the biggest motivator for 
your workgroup is to get rid of the people who aren’t performing, thereby 
sending a clear message to everyone else that the group can’t afford to 
have anyone who isn’t contributing per their level of responsibility and 
compensation. In reality, the reaction from other employees — who often 
know more about a co-worker’s performance than anyone else in the 
organization could ever hope to — is “What took you so long?” Even at 
dismissal, you can still be gracious: “I thought things would work out, but 
they haven’t and we’re going to let you go.”

Conducting a Layoff
Call it what you like: a reduction in force, a downsizing, a rightsizing, a re-
engineering, or whatever. The causes and results are still the same. Your 
organization needs to reorganize its operations, or cut payroll and related 
personnel and facilities costs, and some of your employees need to go.

Although they’re understandably traumatic for the employees involved, lay-
offs are different from firings because the employees who are terminated in 
a layoff generally aren’t at direct fault. They’re usually good employees who 
follow the rules. They’re productive and do their jobs. They’re loyal and dedi-
cated workers. They may even be your friends. The real culprits are usually 
external factors, such as changes in markets, mergers and acquisitions, and 
pressures of a more competitive global marketplace.

When it’s time to conduct a layoff, use the following step-by-step guide to 
help you through the process:

 1. Get your human resources department in the loop.

  Remember these words: No manager is an island. Whenever you make 
plans to terminate any employee, get your human resources department 
involved at the outset. HR involvement helps ensure that the termina-
tion is done as smoothly as possible and that it complies with the law.

 2. Determine the extent of the problem and figure out what departments 
will be affected.

  How deep is the financial hole your organization finds itself in? Will for-
tunes change anytime soon? If certain products or services aren’t sell-
ing, what departments are affected?
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 3. Freeze hiring.

  Hiring employees during a layoff process doesn’t make sense unless the 
position is absolutely critical. For example, if a receptionist quits, you 
still need someone to answer the phones and receive visitors. Not only 
do you risk laying off a new hire, but hiring at this time sends the wrong 
message to your employees that you don’t care about your current 
employees. If you do have to hire, be sure to first consider previously 
laid-off employees before you go outside the organization.

 4. Prepare tentative lists of employees to be laid off.

  To identify which employees to lay off, start by determining which 
employees have the most skill and experience in the areas the organiza-
tion needs and which employees have the least. The first employees to 
go in a layoff are usually employees whose skills and experience don’t 
mesh with the organization’s needs. Review age, gender, and ethnicity 
of proposed affected employees with human resources and your legal 
department.

 5. Notify all employees of planned layoffs in advance.

  When the need for a layoff seems certain, get the word out to all employ-
ees immediately and well in advance of the planned layoff. Fully disclose 
the financial and other problems your organization faces and solicit 
employee suggestions for ways to cut costs or improve efficiency. 
Sometimes employee suggestions can save you enough money to avert 
the layoff or at least soften its blow on the organization. Err on the side 
of overcommunication.

 6. Prepare a final list of employees to be laid off.

  After you turn the organization upside down to find potential savings, 
you need to prepare a list of employees to be laid off. Write the list in 
rank order, in the event of a change that allows you to remove employ-
ees from the list. Most companies have standard procedures for ranking 
employees for layoff — especially if a union represents workers. These 
procedures generally give preference to permanent employees over tem-
porary ones and include seniority and/or performance in the formula 
for determining who stays and who goes. If you don’t have a policy, you 
need to determine the basis for laying off employees. In this case, you 
want to consider your employees’ experience and how long they’ve been 
with the organization. Be particularly careful not to discriminate against 
protected workers — people protected by law from firings based purely 
on, for example, age or race — who are good performers.

 7. Notify affected employees.

  By now, many employees are probably paralyzed with the fear that 
they’ll be let go. As soon as you finish developing the layoff list — updat-
ing it to account for employees who may have already found new jobs 
on their own — notify the affected employees that they will be laid off 
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 ✓ Get healthy. You know that regular, vigorous exercise is one of the 
best activities you can do for yourself. Not only do you strengthen your 
mind and body, but you also work off tons of frustration and stress. And 
when you’re under stress, your body quickly depletes its store of certain 
vitamins and minerals. Eat right. Don’t forget your fruit and veggies! 
Particularly follow this advice when you’re on the road; don’t forgo 
exercise and proper diet because you’re making a business trip.

 ✓ Learn how to say no. What’s the old saying? “You can please some of 
the people some of the time, but you can’t please all the people all the 
time.” Recognize that you can’t do everything. When you do try to do 
everything, usually nothing gets done well. When you already have a full 
plate of work to do and someone tries to give you more, say no.

 ✓ Manage your schedule. If you don’t manage your own schedule, it will 
quickly find a way to manage you. Get a personal planner, desk calendar, 
or electronic schedule planner, and take charge of the meetings you 
attend and the appointments you keep.

 ✓ Streamline. Why make your job harder than it has to be? As a 
manager, you’re in the perfect position to look for ways to improve 
your organization’s work processes and systems. Be brutal in reviewing 
everything your department does, and remove needless steps. Simplify, 
shorten, and condense. Fewer steps in a process translates into a 
workforce that expends less effort, fewer problems, and, ultimately, less 
stress for you. And less stress is good!

 ✓ Look for silver linings. Be an optimist. Look for the good in everything 
you do and everyone you meet. You’ll be amazed by how much better 
you’ll feel about your job, your co-workers, and yourself. You’ll also be 
amazed by how much better your co-workers feel about you when they 
can depend on you to lift their spirits. Be an ambassador of optimism. 
You can decrease your own stress and the stress of those employees 
around you, too.

Accept What You Can’t Change
You just can’t change certain things, no matter how hard you try. Instead of 
changing the unchangeable, you only end up stressed, defeated, or ill. When 
you can’t change the unchangeable, you have one choice left: Change yourself.
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 ✓ Surrender to change. Stop fighting change. Continuing the fight simply 
increases your stress level — along with your blood pressure and the 
number of bottles of antacid you need to quell the fire in your stomach. 
Instead of trying to row against the swift currents of change, let go and 
drift with them.

 ✓ Don’t take change personally. Change doesn’t affect just you. Everyone 
has to deal with change and its effects on the working environment. But 
the question isn’t how everyone else responds to change; the question 
is how you respond to change. Do you retreat into your shell? Do you 
get frustrated and angry? Or do you take charge?

 ✓ Adjust your attitude. Losing perspective is sometimes easy to do. When 
you’ve worked at a job for a few years, you can start to get visions of 
grandeur. You may think, “How would this place survive without me?” 
Instead, think, “How long could I survive if I lost my job?” And don’t be 
so sure that your organization will never experience a layoff or workforce 
reduction. Who do you think would be let go first, employees who 
willingly do whatever they can to get the job done or employees who 
think they’re above all that? If you picked the former, you may be due 
for a major attitude adjustment.

 ✓ Don’t be a victim. If you’re a victim of change, you’ve stopped fighting 
change (which is good), but you’ve also stopped responding at all to the 
changes going on around you (which is bad). Don’t give up and unplug 
yourself from the organization. Refuse to be a victim of change; instead, 
become its biggest fan. And if you absolutely can’t stand your organization 
any longer, find another one.

 ✓ Control your anger. Getting mad when your job doesn’t go your way 
may be expressive, but showing anger isn’t a productive use of your 
time and energy. Getting angry about something you can do nothing 
to change saps your energy and distracts you from accomplishing the 
tasks that you can do something about.

Don’t Sweat the Small Stuff
Much of what happens during the course of a normal business day is small 
stuff — filling out forms, pulling messages off your voice-mail system, poking 
at a few buttons on your computer keyboard. You may spend 80 percent of 
your time getting 20 percent of your results. The point is, most of what you 
do is small stuff, so don’t sweat the small stuff! If you’re going to worry, at 
least save it for something that’s really important.
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Have Fun
You’re going to spend roughly a fourth to a third of your adult life at work. 
Sure, you need the money, and you need the psychological satisfaction that 
doing a good job brings with it, but don’t ever take work so seriously that you 
can’t have fun with your job and your co-workers.

Having fun with your job and with your co-workers is an important way to 
reduce stress on the job. Don’t forget the saying, “All work and no play makes 
Johnny a very boring guy.” Not only does a good laugh give you a great way 
to release stress, but it also reminds you that life is more than work. Right?
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