CHAPTER 1:  WHAT PREDICTS SUCCESS?

LEARNING OBJECTIVES

After studying this chapter, students should be able to:

· Describe the changes that are affecting managerial work today

· Describe why many high-potential managers derail

· Describe why IQ is not a strong predictor of managerial success 

· Describe what other characteristics and skills predict success in a diverse, global, technologically driven, and fast-changing economic environment

· Develop strategies for changing their behavior so that they can obtain the kind of success that they desire

CHAPTER PREWORK AND CLASS ACTIVITIES

Reading
Chapter 1:  What Predicts Success?
Recommended Online Activity
Successful people manage perceptions as much as they manage reality?

I use this fun online card trick to make the point that successful people manage perceptions as much as they manage reality.  Although I emphasize the fact that there are facts and realities in the world, the successful person helps people make sense of those facts and realities. Many students think that if they just do a great job, people will notice; that they don’t have stereotypes; that the world is made up of what they see (rather than realizing that they see selectively).  

I ask them to prepare for the first or second class by going online and doing the magic trick at http://www.caveofmagic.com/pickcrd2.htm.  I then have them answer the following question in class:  What do successful people have in common with magicians.  Although my main point is that they manage perceptions as well as reality, I get a lot of different answers, and they are all clever.  
Recommended Online Video
What predicts success?

The Ted Series (http://www.ted.com) has many excellent videos of speakers that give short or long presentations that complement the ideas and best practices discussed in this book.  For this chapter, I use http://www.ted.com/talks/richard_st_john_s_8_secrets_of_success.html, which is Richard St. John giving an engaging, fun, and useful summary about what he learned about success. The talk is less than minutes long and was inspired by a question he got from a teenager who asked him how to achieve success in life. (As with all links in this manual, the link may be changed by the time you read this, but you can search for “Ted Talk by Richard St. John 8 Secrets of Success” and find it.)
Richard St. John is a 10 year member of the scientific staff at Nortel’s R&D staff, achieved success as founder of the St. John Group, won awards in business communication, is a black belt in judo, and spent a decade studying success by asking 500 successful people – including Bill Gates, Martha Stewart, and the founders of Google – what they believe predicts success. 
Recommended OnlineVideo
The development of expertise:  

I like to use the example of Chesley B. (Sully) Sullenberger, the pilot who successfully landed the plane in the Hudson River, saving over 100 passengers after the engines were damaged by a flock of bird in 2009. His successful landing was attributed to his years of developing his expertise as a pilot, including his expertise in piloting during a crisis.  You can find videos of him on YouTube.  I like to use this one: http://www.youtube.com/watch?v=_3tFuIsWrN4&feature=related, as well as an entertaining one with Sullenberger, his co-pilot, and crew being interviewed by David Letterman.  These videos complement the case about Sullenberger at the end of the first chapters.
Recommended Introductory Class Activity
What is success?  

Begin the class by asking students to write down their personal definition of success as it relates to them and their future.  They should not answer based on what a textbook says, what parents say, or what the media promotes.  This should be a personal answer from their heart-of-hearts.  If your students are experienced and currently working managers and professionals, you may want to ask them to define success in 3 categories: for themselves personally, for their units, and for their organizations.

Recommended Introductory Class Activity
How much of your professional success is predicted by your IQ?  

Ask students “what percentage of a person’s professional success is predicted by a person’s IQ or how well that person does on standardized intelligence tests.”  Have students raise their hands in response to these categories:  76-100%, 51 – 75%, 26 – 50%, or 25% or less.  Once all students have had a chance to raise their hands, tell them that research by Professor Robert Sternberg, one of the most renowned experts on the relationship between IQ and success, has concluded that IQ predicts 25% or less of one’s professional success, and 25% would be considered the high end.  Of course, some jobs may depend more on one’s IQ.  For example, the success of a research scientist whose job does not require interaction with others or immediate application to real world problems may depend on IQ more so than a manager whose must work with others to solve problems and implement solutions. 

Recommended Activity

Personal and Group Reflection: What is Success?

The book chapter includes this end-of-chapter question that could be used as a discussion opener.  “In FastCompany magazine, well-known executive coach Marshall Goldsmith wrote a column titled, “Making a Resolution that Matters.”  In this column, he asked readers the following question: “I want you to imagine that you’re 95 years old.  Before taking your last breath, however, you’re given a great gift: the ability to travel back in time – the ability to talk to the person who is reading this column, the ability to help this person to be a better professional and lead a better life.  The 95-year-old understands what was really important and what wasn’t, what mattered and what didn’t, what counted and what really didn’t count.  What advice would this wise “old you” have for the “you” who is reading this page?”  Ask the students to:

· Answer Goldsmith’s question, focusing on the personal and professional advice you would give yourself, as well as how you would define success. (15-20 minutes)

· Get in a group of 3-4 people and share your advice.  Note on a piece of flipchart paper if there are common themes. (30 minutes)

Debrief:

· Ask each group to report out any common themes they found to get a “snapshot” of this group’s view of life success. (15 minutes)

CHAPTER SUMMARY

I.
Why management matters
A. For people who thrive on challenge and making a difference in organizations, the managerial profession is one of the most fulfilling avenues to personal growth, organizational change, and social contribution.  
B. More than ever, today’s managers must see themselves as value creators whose primary responsibility is to turn the resources they manage into measurable results that matter to the people, organization, and societies they serve
C. Over 25 years ago, management theorist Henry Mintzberg stated what is still timely today: “No job is more vital to our society than that of the manager. It is the managers who determine whether our social institutions serve us well or whether they squander our talents and resources.”

D. Despite managers’ importance to organizational and societal advancement, many talented people are promoted to managerial positions with little more than a congratulatory pat on the back, a salary increase, and many new responsibilities. 

1. Too often, newly promoted managers are left to figure out for themselves how to move from their role as successful individual contributors to their new roles as managers who are responsible for creating a work environment in which others can do their best work.  

2. Even experienced managers often hit a wall when they are promoted to the next managerial level, especially when many of the skills that made them successful in their previous jobs are insufficient for success in their new jobs.

E. This book is designed to help readers achieve three goals 

1. Job effectiveness: Develop the skills that will help readers enhance their own performance, create work contexts in which others can do their best work, and add greater value to their organizations 

2. Career success: Develop the career success that they desire, however they define success  

3. Well-being:  Enhance their well-being (many of the skills that enhance work effectiveness and career success also help people have a longer, healthier, and happier life) 

F. These are lofty goals but not impossible ones.  

1. This book is based on decades of research about what characteristics and skills predict managerial and professional success.

2. Some of the most important lessons readers will learn from this book are that the most effective people who bring significant value to their organizations and who obtain the personal and professional success they desire:

a) Don’t necessarily have higher IQs bigger budgets, or higher-status educations than others
b) Don’t necessarily work more hours than those who are less effective, although they do tend to be more focused and work harder, smarter, and more disciplined toward their goals 

c) Don’t follow the same path to success (for example, they do necessarily climb the organizational or professional ladder in predictable stages), nor do they define success in the same way  

d) Don’t necessarily have the best bosses, nor are they all blessed with brilliant mentors devoted to their success 

e) Are not born leaders or heroic figures, nor are they perfect  

f) Don’t share the same personality style: Some are big picture oriented while others detail oriented.  Some are extroverts and others are introverts.   Some are fast on their feet while others are slow and steady.  Some are charismatic while others prefer to avoid the spotlight.  

g) Do tend to share certain characteristics (you will learn about these characteristics later in this chapter)  

3. Another important lesson is that significant social and economic trends such as diversity and technological advances have fundamentally changed the nature of managerial work.  Many managerial behaviors that were used in the past and are still firmly entrenched in many organizations today are no longer adding value (and some didn’t add much value in the past either).

4. Rather than provide quick fixes, easy answers, and one-size-fits all advice, this book will help readers:

a) think in broader and more complex ways about what successful managers do

b) develop the skills and flexibility that will serve them, others, their organizations, and their communities well regardless of the defining issues of their time

G. Despite the changes that will continue to affect organizations and societies, managerial work will always have some common themes across time, place, and culture. 

1. Managers will always be human and, thus, imperfect.  Consequently, self awareness – an understanding of one’s styles, strengths, and weaknesses, as well as how one is perceived by others -- will always be a hallmark of successful managers.  

2. Managers will always work with others, so the ability to build trust and respect with a broad and diverse group of people will always be the foundation upon which enduring and effective work relationships are built. 

3. Managers will always need to gain the support of others, so the ability to communicate effectively, influence people, and manage organizational politics will always be critical to success.  

4. Teams will always be a building block of most organizations, so the ability to design a work context that enables people working in teams achieve their collective goals will always be in demand. 

5. Social, cultural, and technological forces will continue to transform the nature of work, so the willingness to be adaptable and engage in ongoing learning will always be essential characteristics of successful people. 

6. The ability to integrate the dual themes of love and work, intimacy and mastery, will always be at the heart of our humanity.

H. This is an exciting time to be a manager, full of challenges and opportunities. But, challenges and opportunities do not come without hurdles.  For most people, the first hurdle to confront is oneself.  

I. Is there a difference between managing and leading?

1. Frankly, this is a false distinction.  Management tends to be associated with ensuring effectiveness and efficiency through planning, organizing, controlling, budgeting, and motivating.  Leadership tends to be associated with thinking strategically, setting a clear and meaningful direction, aligning stakeholders, inspiring others, and guiding change.  However, it’s difficult to imagine how a manager can achieve results without setting a team’s direction, inspiring the team to move in that direction, and enabling the team to adapt to change.  And no one wants to work for a leader who creates an inspiring vision yet is completely out of touch with the details involved in implementing this vision.
2. You may have heard the phrase: “Managers do things right; Leaders do the right thing.”  It’s a seductive and clever phrase, but anyone who  is responsible for turning organizational resources into results—regardless of whether they call themselves managers, leaders, or individual contributors—have the responsibility to both do things right and do the right thing.
3. Professors Kim Cameron and Robert Quinn at the University of Michigan explain that the people who add the most value to organizations have a long-term vision and a short-term plan, inspire change and promote stability, empower employees and hold them accountable, and think creatively and focus on the bottom line.  In other words, successful people do what’s right for the situation.
II.  Managerial derailment

A. Most managers come to an organization with a strong intellect, solid education, substantial technical skills, desire to be competent, motivation to work hard, and the aspiration to succeed. 

1. According to research conducted by the Center for Creative Leadership, almost half never reach their full potential, shortchanging themselves and their organizations.  This phenomenon is called derailment.

a) Derailment occurs when a high-potential manager expects to advance in an organization, and was judged initially to have the ability to do so, yet is fired, demoted, or plateaued below anticipated levels of achievement. Derailment does not refer to individuals who, by their own choosing, change jobs, decline promotions, or quit their jobs to pursue other careers or life interests. Rather, derailment is involuntary and frequently preventable.

b) Derailment is costly to individuals, organizations, and society.  Derailed managers and their families suffer emotionally and financially. Organizations lose their financial and intellectual investment in derailed managers and must invest substantial recruitment and development costs to replace them. And if an organization has high levels of managerial derailment, highly talented people may avoid joining the organization because they may fear that they, too, may face the same fate. 

B. Why managers derail

1. Derailment often comes as a surprise to unsuspecting managers who see themselves as intelligent, well educated, and technically competent. They learn too late that these assets are necessary but insufficient characteristics for long-term productivity and success, especially when their professional success depends not only on their individual performance but also on their ability to design a work context that brings out the best in others. 

2. After decades of research on managerial derailment, researchers have concluded that managers who derail often share similar characteristics.  They tend to:

a) have limited self-awareness.  In particular they are less likely than successful managers to be aware of their styles, strengths, and weaknesses.  

b) be unaware of how they are perceived by others.
c) over-estimate their abilities and over-rely on strengths that served them well in the past.  

d) use a one-size-fits-all approach to solving problems.  By relying too much on a narrow skill set, they limited their ability to adapt when the environment changed and missed opportunities to learn different skills. 

3. In contrast to derailed managers, successful managers tend to:

a) have a more accurate understanding of their abilities (or may slightly underestimate their abilities)

b) seek more feedback on their performance

c) invest more in continuous learning and self-improvement

d) have a broader skill-set that serves them well in a variety of limited self-awareness

4. Derailed managers, if they reflect on their experience, learn three important lessons: 

a) Intelligence isn’t enough for long-term success. Researchers who study why some people succeed while others fail have concluded that cognitive intelligence — commonly referred to as “book smarts” (the kind of knowledge that is typically taught in school and evaluated on intelligence tests) — is not a strong predictor of professional success.  

1) Yale Professor Robert Sternberg, one of the world’s experts on the relationship between IQ and success, concludes that performance on cognitive intelligence tests predicts only between 4 to 25 percent of the variation among people in their job performance. 

2) Sternberg argues that many people assume that “being smart is the same thing as being intelligent, and they define intelligence as how well people do on standardized tests and grades in school.”  Yet the kind of intelligence that predicts how well you handle your job and your life in general is based, in large part, on characteristics that are not assessed on standardized intelligence tests. 

3) Real life problems are ambiguous, have multiple solutions (each with assets and liabilities), and must be solved and implemented in large part through talents most commonly known as “street smarts” or what Sternberg calls “tacit knowledge.”  These talents include the ability to deal with ambiguity, the ability to think creatively, the willingness to take calculated risks, the desire to learn and adapt, the ability to build mutually supportive relationships, and the resilience to persist and bounce back from failure when situations don’t go as planned.
4) Another problem with linking success too closely to scores on intelligence tests is that reearchers have found that performance on IQ tests, rather than being stable over time, can change.  Specifically, providing an intellectually stimulating and supportive environment can make a 12-18 point difference in IQ scores for some people.  This difference in scores can affect whether someone is categorized as having a low or average intelligence; an average or above average intelligence.  Not surprisingly, environments that are lacking in intellectual stimulation and support can significantly reduce IQ scores.  Indeed, each year of school that a child misses results, on average, in a 6-point drop in IQ scores
5) That said, there’s no doubt that it’s important to invest in developing your analytical intelligence because it is one of the many important factors that helps you make better decisions at work and in life.  And there’s no denying that investing in your formal education can provide a significant pay off throughout your lifetime.  Based on recent U.S. census data, the median earnings for full-time workers in the United States were as follows:
(a) Without a high school degree, $24,964

(b) With a high school degree, $32,862

(c) With some college or associate’s degree, $40,769

(d) With a bachelor’s degree, $56,118

(e) With an advanced degree, $75,140

6) Managers derail not because they don’t have the intelligence to succeed, but because they may rely too much on their cognitive intelligence and fail to develop other skills and beliefs (such as a fluid view of intelligence) and that will serve them well when the challenges they face exceed their current abilities.  As Sternberg explains, “the true measure of your intelligence is not in a test score; it is in your willingness to develop your own talents.”
b) The same talents that once brought them early success can later lead to failure. 

1) Managers who derail learn the hard way that the skills that led to their previous success may not bring them future success, particularly when the current and future environment no longer looks like the past.

2) Robert Sternberg and psychologist Peter Frensch illustrated how being an expert can be detrimental under certain circumstances, particularly under conditions of fundamental change. In a clever experiment, they had experts and novices play bridge against a computer. When the rules of the game were the same as standard bridge, the experts played better than the novices. However, when the rules of the game were fundamentally altered, the experts were hurt by the “deep changes” more so than were the novices because the experts’ “expertise got in the way of their adapting to the new rules.” The novices, not entrenched in a particular way of thinking, were able to learn and adapt to the new rules more quickly. Like Frensch and Sternberg’s expert bridge players, when the rules change, managers often don’t notice changes in the environment until it’s too late, or they become paralyzed and unable to adapt because they lack the broad perspective and flexibility that can help them respond quickly and effectively to the new rules.  
3) The point being made here is this:  Doing more of the same things you’ve done in the past only better and faster will not necessarily help you get to where you want to go in the future.  Rather, you need to be able to anticipate, develop, and use the skills that will be needed now and in the future, especially if the environment or your job responsibilities differ in significant ways from the past.     

c) Flaws and blind spots that seemed insignificant earlier in their careers suddenly matter.

1) Many executives today are learning that behaviors that were once encouraged, tolerated, ignored, or seen as misdemeanors by organizations and societies are now viewed as newsworthy events that can derail one’s career, an organization’s reputation, and shareholders’ assets.

2) In response to the political and organizational scandals of the past decade, researchers have been studying the characteristics that lead smart executives to derail themselves by engaging in unethical and illegal activities.  There are common themes.  For many highly successful people, their weaknesses tend to be the flip side of their strengths.  

(a) Exceptionally successful people are often brilliant, have extraordinary talent, and have a stellar track record, yet these strengths may lead them to lack humility and feel invulnerable to failure.  

(b) Extremely successful people are likely to be great risk-takers, yet they may underestimate challenges and therefore may be caught unprepared when these challenges exceed their abilities.  

(c) There is also some evidence that “successful executives, those with a high level of skill and a history of selecting courses of action and making them pay off, are most likely to engage in the pursuit of a failing policy” because they become overconfident in their judgment.

(d) Very successful people often achieve success partly by bending and breaking rules, but they can begin to mistakenly believe that all rules are meant to be broken and that they are above the law.  

(e) They may become blinded by their own power and develop a sense of entitlement as well as an unbridled appetite for extravagant life styles.  

(f) Stanford professor Rod Kramer explains that although extremely successful people have a solid understanding of business, they may have “an impoverished sense of self,” may be unaware of what drives them, and may use organizations to fulfill their own needs.

(g) Many highly successful people surround themselves with people who won’t confront them or give them bad news, so they are unlikely to be warned when they are deluded or when their ideas or actions are leading them down a dangerous or unethical path.  

(h) Senior executive’s hubris can also lead them to protect their protégées when their protégées are going astray.  

III. What predicts success?

A. Believing that intelligence is fluid rather than fixed:  Researcher Carol Dweck and her colleagues have found that our beliefs about intelligence and personality influence our ability to be successful.  In her article, “Beliefs That Make Smart People Dumb,” Dweck explains that people tend to think about intelligence in either one of two ways. People who believe that intelligence is fixed assume that intelligence is an innate trait of a person and is consistent across time and place.  In other words, they are likely to say things like “I’m smart” or “I’m not good at math.”  People who believe that intelligence is fluid assume that intelligence is, in large part, malleable and can change depending on how much effort a person is willing to apply to succeed at that task.  In other words, they are likely to say things like “I’m smarter when I’m prepared” or “I do better at math when I study longer and get a tutor.”  Dweck and her colleagues estimate that approximately 85% of people believe in either fixed or fluid intelligence, and the other 15% tend to be undecided.  Dweck and her colleagues found that people who believe that intelligence is fluid are more likely to be successful than people who believe intelligence is fixed.
1. People who believe that intelligence is fixed tend to tie their self-worth (and possibly the worth of others) too closely to what they perceive to be innate intelligence. In short, they can become “too invested in being smart” and in proving their intelligence.  Consequently, they become vulnerable to several negative outcomes. 
2. In contrast, people who believe that intelligence is fluid are less likely to tie their self-worth (or the worth of others) to scores on an intelligence test or tests of academic achievement. They believe that failure is a consequence of a lack of effort rather than an innate lack of ability. Thus, they are more likely to believe that putting more time and effort into learning new skills will pay off.  They are also more willing to ask seemingly “dumb” questions, seek out feedback, take risks, cope well with failure, and persist when faced with obstacles. In short, they are more likely to see negative outcomes as “information about ways to improve the learning process, rather than as indicators of stable low ability.”
3. Not surprisingly, people who believe that intelligence is fluid are more likely to achieve higher performance (including higher grades in school), navigate school transitions better, succeed at demanding business tasks, bounce back from failure, and manage conflict and difficult relationships successfully.
B. Developing expertise through mindful, deliberate practice

1. Experts are people who have achieved the highest level of performance in their fields and have a reputation for having achieved this level of expertise. They see situations within their area of expertise in more complex and accurate ways than do nonexperts.  Consequently, they are better able to select appropriate strategies, respond faster, and adjust their actions more quickly when situations change.  In addition, experts are more likely to notice their own errors (rather than ignore or deny them), adapt based on what they learn from their errors, and rebound from failure.  Indeed, rather than see failure as a weaknesses, experts tend to see failure as a normal part of the learning process.
2. Many people are born with an innate ability that helps them identify and imitate pitch in music, but few of these people become world-class musicians by turning that raw talent into outstanding performance.  Researchers have found that what looks like exceptional innate ability is usually the result of at least 10 years of commitment, concentrated effort, and deliberate practice.
3. Researcher K. Anders Ericsson and his colleagues found that people who achieve outstanding performance have much in common.  
a) They have a strong desire to become among the very best at what they do.  Consequently, they engage in mindful, deliberate, and disciplined practice for years to achieve their goals.
b) They build stretch goals and failure into their practice.  People who develop leadership expertise do so through optimal levels of challenge.  If their work is too easy, they don’t get the challenges they need to develop new skills.  If the work is too difficult, they can become overwhelmed by the “cognitive demands” of the challenges they face. (Scott DeRue and Ned Wellman)
c) They get ongoing feedback on their performance.
d) They seek out additional resources (e.g., books, Web sites, training)
e) They get structured coaching, especially early in their careers.
C. Being conscientiousness: People who are conscientious set high goals, are achievement-oriented, focus on the task, work hard, and are dependable.  Conscientiousness can backfire, though, if not complemented with agreeableness and the willingness to take risks.
D. Being proactive: People who are highly proactive are more likely than others to actively manage their careers, show political savvy, and take actions to influence their environment. People who are less proactive are more “passive and reactive.”  They tend to adapt to circumstances rather than anticipate situations and try to influence them.  Proactivity predicts professional success in areas such as salary, promotions, job performance, career satisfaction, and community involvement.  Readers can assess their personal proactivity in Box 1.3.

E. Having a learning Goal Orientation:  Researcher Don VandeWalle explains that there are at least three types of goal orientations, and only the learning goal orientation predicts success.  Readers can assess their goal orientation in Box 1.4. 

1. Performance goal orientation: People with this orientation focus primarily on how well they perform, achieving a successful result, and looking successful in the eyes of others.  Because it’s critically important to them to look good to others and to have a successful outcome from their efforts, they often stay with the tried-and-true, take fewer risks, forgo opportunities to learn new skills, and try to outperform their colleagues -- a strategy that can get in the way of building mutually rewarding work relationships.  
2. Avoidance goal orientation:  People with this orientation focus primarily on finding ways to avoid looking bad to others.  Although their goal appears to be different from that of people with a performance goal orientation, they share the fundamental focus on maintaining a particular image rather than achieving results that benefit the organization.  As a result, they also tend to stay with the tried-and-true, take fewer risks, and forgo opportunities to learn new skills.  

3. Learning goal orientation:  People with this orientation focus primarily on enhancing their competence and are less preoccupied with protecting their image. Consequently, they are more likely to take on challenging assignments in which they may make mistakes while learning new skills, use more effective coping strategies when faced with problems, and persist in the face of difficulty –  and thus are more likely to achieve success not only for themselves, but for the organization as well.  

F. Having Creative and Practical Intelligence:  Researcher Robert Sternberg argues that both creative intelligence (generating ideas) and practical intelligence (street smarts, common sense) are needed to turn analytical intelligence (e.g., the ability to think critically, analyze information, and solve complex problems) into results.  

1. People with creative intelligence often have the same information that others have, but they are more likely to tinker with that information, see beyond the obvious, and explore multiple options that enable them to use that information in unique and innovative ways.  

2. People with practical intelligence have a knack for turning the knowledge they gain from their analytical and creative intelligence into results that matter to others.  Practical intelligence is based primarily on “tacit knowledge”, which most people think of as common sense.  People with highly developed practical intelligence excel at reading situations, using effective short-cuts to achieve results, leveraging their strengths, compensating for their weaknesses, gaining support for their ideas, influencing their environments, and knowing when to persist and when to let go. 
G. Developing Self-Awareness:  
1. Managers who know their goals, values, styles, strengths, and weaknesses are more likely to find and thrive in jobs that are meaningful to them; managers who understand their biases are more likely to manage these biases by seeking out information from people with different perspectives.  
2. Managers who understand that others may not perceive them as they see themselves are more likely to see out feedback to get a better understanding of how other people see them and the consequences of these perceptions. 

3. Effective managers understand that context significantly affects their own and others’ behavior.  Most people attribute their own and others’ behavior to innate personality characteristics (e.g., sociable, analytical, ethical).  Researchers call this tendency to attribute behavior primarily to personality the “fundamental attribution bias.”  However, the reality is that many of our behaviors are influenced by the contexts in which we find ourselves more so than innate personality.  While some contexts bring out the best in us, others bring out the worst in us.
H. Having Social Skills:  Successful people understand that managing relationships at work is at least as important as managing the technical aspects of their work.  Consequently, they proactive manage their relationships with their bosses, direct reports, peers, customers, suppliers, distributors, community leaders, and others.  By doing so, they build their social capital, the resources they give and get through their social networks, that enables them and others to get better results and enhances their career prospects.  Researchers Wayne Baker and Jane Dutton explain that people who develop high quality relationships have resources available to them that are less available to others, including trust, good will, information, advice, and support.  
1. The waiter rule is an informal way that executives assess a person’s social skills and career potential because they believe “you can tell a lot about a person by the way he or she treats the waiter.”
I. Managing Emotions: Emotional Intelligence, Positive Emotions, and Hardiness
1. Emotional Intelligence: People who have the ability to identify, understand, and manage their own and others’ emotions, especially during stressful times, are more effective at work and life than are others.

2. Positive Emotions:  People who experience and express positive emotions are more likely than others to bring out the best in themselves, others, and organizations.  In contrast, negative emotions such as fear, anger, envy, resentment, frustration, worry, guilt, and shame tend to narrow our focus and flexibility, often limiting our perspective and options just when we need them most.  Researcher Barbara Frederickson explains that while negative emotions narrow our ability to think and act in complex ways, positive emotions broaden these abilities and create an upward spiral that increase our effectiveness and well being both in the short and long-term.  In short, it pays to feel good and do good.

3. Hardiness: People who are hardy are able to cope with the inevitable challenges of everyday life by having three characteristics: finding challenges to be a normal part of life that stretch their abilities, having a commitment to something they believe is meaningful, and having a sense of personal control over their environments.  
IV. Why we hold onto past behaviors that no longer serve us well

A. Why do we cling to outdated ways of thinking and acting even when these ways of thinking and acting get us into trouble? To better understand this phenomenon, University of Michigan Professor Karl Weick has spent decades studying human thought processes in crisis situations. He has concluded that “cognitive rigidity,” the inability to think and act beyond established routines, significantly contributes to many crises. 

B. For example, Weick investigated why 13 men died fighting a forest fire in Montana in 1949, and 12 men and women died under similar circumstances fighting a forest fire in Colorado in 1993. In these two cases, the fires involved were different from the ones that the firefighters had been trained for, yet they did not adapt their thinking and behavior to the new situation. Weick argues that the failure of these “wildland firefighters to follow orders to drop their heavy tools so they could move faster and outrun an exploding fire led to their death within sight of safe areas.”  He cites the U.S. Forest Service analysis of the 1993 fire that concluded that the firefighters would have increased their chances of survival if they had “perceived the threat from the start” and “dropped their packs and tools” because doing so may have enabled them to “move quicker exerting the same amount of energy.”

C. Weick’s research on firefighters is relevant for managers, as well. One of his key insights is that “dropping one’s tools is a proxy for unlearning, for adaptation, for flexibility . . .”   He argues that, similar to the firefighters, managers and management educators fail to see approaching threats and opportunities and hold onto their heavy tools (such as assumptions, knowledge, styles, and skills), even when dropping them might enable them to be more effective and survive in an ever-changing economic and social environment.

D. We don’t drop our tools for a variety of reasons.  Sometimes, we don’t hear a clear message from anyone that the environment is changing and that we must adapt our ways of thinking and behaving in response.  We may keep our old tools because everyone else around us is keeping their tools. Sometimes, we keep taken-for-granted tools because we don’t know how to drop them. And we get our identities from our tools. For example, many managers are reluctant to create an environment in which people can do their best work without supervision because these managers tie their identities to feeling needed by their employees.  Not surprisingly, these managers are more likely to design work environments that create dependence rather than independence,  Box 1-5 summarizes Weick’s conclusions about why we tend to cling to taken-for-granted routines, are unwilling to unlearn old behaviors, and are unable to improvise new behaviors that could help us respond to threats and opportunities more quickly and effectively.

E. Although personal change is difficult, it is far from impossible.  Research suggests that adults learn best through an ongoing process of action and reflection.  People are likely to make sustainable behavioral change if they:
1. Believe that they can change.  Remember that people are more likely to put in the effort to learn new skills if they believe their abilities are fluid rather than fixed.   

2. Learn the beliefs, characteristics, and skills that are likely to lead to success in their current and future environments. They’re taking an important step in this direction by reading this book.  They should keep in mind when reading this book or any book on managerial skills that it is important to engage in critical reflection when they are learning about new skills.  Ideas that work for many people may not work for others in the context in which they live and work, and they may need to adapt the knowledge and skill to better represent their personal and professional goals, their work culture, and their national culture.  

3. Think critically and keep in mind that it’s important to engage in critical self-reflection when you are learning new skills. Blindly following advice is a recipe for mediocrity because claims to one-right-way and one-size-fits all answers, although comforting, are naïve and misleading.

4. Assess their personal styles, strengths, and weaknesses though self-assessment and feedback from others.  There are several self-assessments throughout this book that will help readers better understand their styles, how others may perceive them, and the consequences of these styles on their potential for success.

5. Practice new skills with the goal of achieving small wins not only in the classroom, but in their natural environment at work and at home.  This requires a willingness to take risks and tolerate the discomfort, imperfection, and mistakes that often accompany skill development, particularly in the early stages.  It’s advisable to reach for small wins rather than try to change too much at one time.  If people take a small-wins approach, they are more likely to see tangible positive results more quickly, learn from their experience, build on these successes, and stay motivated to engage in additional change.  

6. Obtain feedback on their progress, especially from the people who are affected by the changes they are making.  

7. Over-learn new behaviors that are working well for them so that they don’t fall back on their old habits, particularly during stressful times.

V. The New rules

A. What do we expect of managers today? Managers must be able to manage a diverse workforce in a decentralized, global, and boundaryless organization. Managers must be able to manage virtual teams in which team members rarely or never meet face-to-face. To achieve and maintain competitive advantage, managers must be able to decrease product cycle time without compromising quality or costs. Because of downsizing, managers must be able to accomplish more with fewer employees. And, they must understand and leverage new technologies that are changing the way people communicate, gather and store information, and manage organizational processes.  Managers must be able to establish credibility with their employees, many of whom are empowered knowledge workers who, because of their specialized training and experience, are likely to know more than their managers about the organization’s products, technologies, and customers. Empowered knowledge workers may not be easily impressed by hierarchy, so managers must be able to influence them without depending solely on the power of their position in the hierarchy. In addition, managers must be able to motivate and inspire commitment from employees without being able to offer a commitment of promotability or long-term employment in return. They must do all of this in an organization in which many employees are balancing two or more careers in their household, taking care of children, helping aging parents, and trying to take care of their own health and well-being as well. Managers increasingly find it impossible to ignore pressing societal problems such as poverty, violence, education, environmental issues, economic worries, rising health care costs, and the quality and expense of child and elder care.

B. Being able to understand and respond to fundamental organizational and societal changes is the most pressing challenge managers today.  The trends influencing management today are summarized in Table 1-1. These trends do not imply that managers must completely shift their thinking from one model to another. Rather, they imply that managers must simultaneously manage stability and change; see the big picture and not ignore the details; attend to the present while focusing on the future, create routines and inspire improvisation; operate in hierarchies and fluid networks; control the workplace and liberate employees’ potential; create a collective identity and encourage diversity; engage in slow, deliberate long-term planning and act quickly. In other words, managers must develop a broad repertoire of seemingly contradictory skills and shift quickly from one skill set to another as appropriate. 

V. How this book is organized

A. This book has nine more chapters: “Developing Self-Awareness”; “Building Trust”; “Communicating Effectively”; “Developing Sustainable, Ethical Power and Influence”, “Managing Cultural Diversity”; “Managing Relationships with Your Direct Reports, Bosses, and Peers”; “Creating High-Performing Teams”; “Diverse Teams and Virtual Teams: Managing Differences and Distances”; and “Crafting a Life: Your Guide to the Good Life.”  Each chapter provides practical research-based advice that will help you increase your immediate and long-term effectiveness, career-potential, and general well-being.  Each chapter also includes self-assessments that will help you increase your self-knowledge, end-of-chapter questions that will help you reflect on what you learn, and guided exercises for applying what you learn to your everyday life.  

B. As the author of this book, I see myself as provocateur. Throughout this book, I encourage you to hold on to the timeless lessons of the past, unlearn those that are no longer useful, and learn new lessons that will help you succeed in today’s organizational environment. I intentionally push the boundaries of what traditionally has been considered normal, desirable, and effective managerial thinking and behaving. I encourage you to use common sense and think critically about what you learn in each chapter and how it applies—and doesn’t apply—to your own life. I encourage you to look for the explicit and implicit assumptions in each chapter and consider whether you agree with them or not.  Which materials are and are not relevant to your cultures, work environments, and personal goals? Under what conditions is the knowledge useful and when might it be problematic? Are any perspectives excluded, misrepresented, or disadvantaged in any way by any of the theories, ideas, and recommendations presented in this book? Are there alternative ways of thinking that are not presented in the book that could enrich individuals, organizations, and society? In short, I want you to think of this book as a conversation rather than a monologue and a work in progress rather than the final word on immutable and universal truths. 

C. Ultimately, my goal in writing this book is to help you find work that you truly enjoy, achieve the career success that you desire, have time to spend with the people that you care about, and lead a long, happy, and healthy life.  If this book helps you achieve these goals, I’ll feel that my time writing this book was well worth the effort.

ADDITIONAL TEACHING AIDS

RECOMMENDED BACKGROUND READINGS

· DeRue, Scott, and Ned Wellman. 2009. “Developing Leaders via Experience: The Role of Development Challenge, Learning Orientation, and Feedback Availability.” Journal of Applied Psychology, 94(4): 859-875.

· Darley, John, and Daniel Batson, 1973.  “From Jerusalem to Jericho: A Study of Situational and Dispositional Variables in Helping Behavior.” Journal of Personality and Social Psychology, 27: 100-119. (This is the Good Samaritan study described in the chapter under “developing self awareness”)
· Dweck, Carol. 2008. “Can Personality Be Changed?” The Role of Beliefs in Personality and Change.” Current Directions in Psychological Science, 17(6): 391-394.

· Ericsson, K. Anders. 2006. “The Influence of Experience and Deliberate Practice on the Development of Superior Expert Performance.” In K. Anders Ericsson, N. Charness P. Feltovich, and R.R. Hoffman (eds.). Cambridge Handbook of Expertise and Expert Performance.  Cambridge, UK: Cambridge University Press, 685-706.

· Frederickson, Barbara L.  1998. “What Good Are Positive Emotions?” Review of General Psychology, 2: 300-319.

· Goleman, Daniel. Working with Emotional Intelligence, New York: Bantam Books, 1998.

· O’Reilly, Charles and Jennifer Chatman. “Working Smarter and Harder: A Longitudinal Study of Managerial Success,” Administrative Science Quarterly, 39(4), 1999, pp. 603-628.

· Schibert, Scott, Maria Kraimer, and Michael Crank. “What Do Proactive People Do: A Longitudinal Model Linking Proactive Personality and Career Success,” Personnel Psychology, 54(4), 2001, pp. 845-874.

· Sternberg, Robert. Successful Intelligence: How Practical and Creative Intelligence Determine Success in Life, Simon and Schuster: New York, 1996.

· Sternberg, Robert, (Ed.). Why Smart People Can Be So Stupid, Yale University Press: New Haven, 2002.

· VandeWalle, Don. “Goal Orientation: Why Wanting to Look Successful Doesn’t Always Lead to Success,” Organizational Dynamics, 30(2), November 2001, pp. 162-171.

· Weick, Karl. “Small Wins,” American Psychologist, 39, 1994, pp. 40-49.

· Zagorsky, Jay. 2007.  “Do You Have to be Smart to be Rich? The Impact of IQ on Wealth, Income, and Financial Distress.”  Intelligence, 35(5): 489-501.

ASSESSMENT

Learning Styles

David Kolb’s classic learning style assessment is available online as well as in hard copy.  It helps students understand that people learn differently and it helps each student assess his/her preferred learning style.  The model has four styles – experience, reflecting, thinking, and doing.  This assessment is useful not only for understanding one’s primary learning style, but for understanding that one needs to adapt one’s teaching styles to how each person learns rather than use a generic style.  Ordering information: It can be found through the Hay Group: http://www.haygroup.com/leadershipandtalentondemand/Products/Item_Details.aspx?ItemID=55&type=7&t=2 (the exact link may change but you can search online for Kolb’s Learning Style Inventory, Hay Group, and find it) 

CASE

When Everything Isn’t Half Enough

This Harvard Business Review case is an emotional and fictional account of entrepreneur Norman Spencer (a high achiever from an underprivileged background) who worked for 22 years to make his company successful and his family wealthy.  Yet Spencer feels “hollow” and his home life is in shambles.  His wife and children are distant in response to his overinvestment in work and detachment from home.  This case would work well to complement this introductory chapter on what predicts success because one needs to be able to define success for himself/herself.  This case also would work well with the last chapter of this book, Crafting a Life, because the research on happiness and flow that is discussed in that chapter is relevant to this case.  Four commentators provide their opinions on this case:  Edward Hallowell, Scott Neely, Jean Hollands, and Manfred Kets de Vries.  Harvard Business Review, Boston, MA: Harvard Business School Publishing Division.  March 1, 2000.  Order number R00211.

http://harvardbusinessonline.hbsp.harvard.edu/b02/en/hbr/hbr_home.jhtml
ACTIVITY:  Global Greetings (useful for the first day of class)

This 15-minute exercise gives students a chance to get to know each other and to think globally.  Ask the following two questions

Give the following instructions to the class:

1. Let’s make a list of the different parts of the world represented in this class.

2. For each country represented, can someone from that country give the class insight into the following two questions:

A. How does one say hello in your country?  

B. When you want to get to know someone better at a party, what kinds of questions do you ask?


ACTIVITY:  Human Scavenger Hunt (useful for first day of class)

This is a fun way for participants to get to know each other.  Plan on about 20 minutes for participants to complete the scavenger hunt.  This can be conducted in one room.  Each participant needs a hard copy of the information below.  Each participant also needs a pen or pencil for this activity.  It’s fun to have a prize for the first few people to complete the scavenger hunt.  You can use the categories I provided below or you can create your own categories that represent the interests and backgrounds of the group.

Human Scavenger Hunt Instructions

Your task is to fill in each of the boxes below with the name of someone in this group who fits the description in the box.  Each square must have a different person’s name in it.  You can only use each person’s name once in this exercise.  Your task is to complete this scavenger hunt as quickly as possible.

	Won an award 
	Has lived in at least 6 states
	Has lived in at least 4 countries
	Has more than 3 brothers and/or sisters

	Is a great cook
	Knows a well-known actor, politician, or other well-known person
	Plays an instrument or sings in a band
	Engages in a risky sport or hobby

	Plays a team sport for fun
	Wants to be an entrepreneur
	Has a pet living with him/her now
	Speaks at least 3 languages fluently

	Played on a high school sports team 
	Has or has had his or her own business
	Has a fascinating talent that few people here know about (describe the talent)
	Was born farthest away from this area


ACTIVITY:  Introduction Interview (useful for the first day of class)

This 30-minute exercise gives students a chance to get to know each other.  It works best if your class is relatively small.  If your class is large, break the class into groups of 20 or fewer.

Give the following instructions to the class:

1.  Find a partner, preferably someone you don't know, and ask them these 5 questions.  You have 5 minutes for this part of the exercise.

· Name

· What is your educational background?

· What is your work history and what would you like to do in the future?

· What is your favorite childhood memory and why is it your favorite? (or what was your first job and what did you learn from it?

· Why are you here and what are you hoping to gain (be honest)?

2.  Have your partner ask you the same 5 questions.  You have 5 minutes for this part of the exercise.  

3.  Introduce your partner to the rest of the group.  You have 2 minutes for this part of this exercise.  
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