

Thomas Erikson



SURROUNDED BY BAD BOSSES AND LAZY EMPLOYEES

(or, how to deal with idiots at work)

• • • •

[image: Penguin Books]



Also by Thomas Erikson

Surrounded by Idiots

Surrounded by Psychopaths




Author’s Note

This book is based on thirty years of experience—first as a manager, then training other managers in leadership, and finally becoming a manager again. Much of what you will read is my interpretation of the various theories and models that have been developed to deal with the complicated and sometimes difficult-to-understand process called leadership.

You probably won’t agree with everything you read, that would be impossible, but the more open your mind, the easier it will be for you to absorb what I’m hoping to convey. There are many other theories and methods that I don’t discuss for building functional dialog in the workplace. And doubtless more ideas will be developed in the coming years; few subjects are as discussed as leadership. In this book, I’ve focused on the methods that I’ve successfully used myself. To make this book as helpful as possible, I’ve tried to be as concrete as I could. Feel free to read the book with a notebook next to you and a pen in hand. Or why not make your notes directly in the book?

Everything you will read is based on the techniques and tools I’ve found are crucial to making interactions between employees and their managers as smooth and efficient as possible. In my experience, it’s always better to have some kind of leadership plan instead of no plan at all. You’re about to take part in mine.

Finally, think of this book as an introduction to the subject of leadership. In three hundred pages, I don’t have time to do more than scratch the surface. But if you want to know more, I recommend going to the resources section at the back of the book. That’s exactly what I did when I first immersed myself in what has become the great interest of my life.

Enjoy reading.

—Thomas Erikson
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SURROUNDED BY BAD BOSSES
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Really Bad Leadership—and Its Appalling Consequences

Good leadership is dependent upon the boss and the staff understanding the symbiosis they are working in and both parties realizing that they are dependent upon each other to get the system to work.

Being a boss can look irritatingly simple. All you have to do is run around to a lot of meetings and look very important. Talk a lot on the phone and play golf on Friday afternoons. Yeah, anyone could manage to do that sort of pretend-job. If things go well, the boss takes all the credit; if it all goes wrong, then he or she always has somebody else to blame.

Okay, that’s a bit of an exaggeration. The job involves a bit more than that. But as most people who have had a bad boss know: it can be done wrong.

Every one of us, at some time or another, has had an incompetent boss and wondered why he or she doesn’t do their job better. Some bosses don’t actually exercise any leadership at all, which makes them unnecessary. And that raises the question: a boss who doesn’t actually lead—what’s the point?

There are quite a lot of bosses who shouldn’t even have been given keys to the office.

I am pretty sure you will recognize a couple of these types:


	The boss who never says anything with the slightest trace of a positive attitude

	The boss who does nothing but complain and grumble about everything you do

	The boss who blames you for mistakes he has made himself

	The boss who takes the credit for what you have done

	The boss who doesn’t have a clue what you do every day

	The boss who never gets back to you as promised

	The boss who has sudden outbursts of anger for no reason

	The boss who expects you to be able to read his thoughts

	The boss who makes a spectacle of everyone’s mistakes for clients

	The boss whose instructions are so confused that it’s a hopeless task to understand what he or she wants

	The boss who is simply a scatterbrain and has so little structure that they can never find their papers

	The boss who is a control freak and interferes in absolutely everything you do

	The boss who checks everything in detail down to three decimal places

	The boss who never hands over any responsibility to anyone

	The boss who insists on making all the decisions herself

	The boss who always finds himself somewhere else

	The boss who never gives any direct orders but hopes you will get the message anyway

	The boss who doesn’t care if some of the staff don’t do a proper job

	The boss who is so afraid of conflict that just about anything goes in the workplace

	The boss who demands obedience simply because she is the boss

	The boss who makes such an effort to make it look like he is listening, that he doesn’t hear a word you say



Bosses have often learned their leadership style from their own managers. They’ve been influenced by what others do, and often times they are trying to do their best. One can congratulate some of them for having managed to stay afloat despite the lack of a proper plan or any kind of management training.

Of course, most people don’t take on a managerial position with the intention of doing a bad job. The majority of bosses probably try to do a decent job. But sometimes things go crazy in a way that’s quite unfathomable.

My leadership techniques were influenced by really bad bosses. I would get angry simply being in the same room as some of them. This frustration led me to study their attitudes and then do exactly the opposite. A fairly well thought-through strategy, to my mind.

For example, I had a boss who always sat in his office with the door closed. That bothered me, and it bothered my colleagues. I promised myself that I would always be accessible if I got a managerial position and an office of my own. And when I did get that office, I made sure the door was always wide open.

Another boss that I had repeatedly made mistakes in his work. Anybody can make a mistake, but how do you behave when it happens? You accept that you’ve done something wrong and you move on. You don’t say it’s not your fault, and above all, you don’t criticize your staff or blame them when you’ve made a mess of things. I saw this several times and promised myself I would never do the same. If I treated one of my staff badly, then I would simply have to apologize. Nowadays that’s what I do, and sometimes I have to gnash my teeth a while before I manage it. But I think it’s part of being a good role model—to take responsibility for your own mistakes no matter what.

But being a boss can be confusing. Believe me, I know. And when the symbiosis between the boss and their team is broken, it can create a deeply toxic atmosphere for a very long time.

The Salesman Who Was Too Good for His Own Good

Am I sitting here now, blowing my own horn? Do I think I have all the answers? Am I the best boss in the world?

Certainly not.

It’s easy to be arrogant in such contexts. You know how the story usually goes, right? The author of the management book tells a complicated story about some disastrous episode or other, which ends with him or her saving the situation through their incredible ability and brilliant talent. Of course, it’s never as simple as that.

My first management position, the first time I was a boss, was when I was twenty-four years old. I was a good salesman, so I knew how to “sell” a brilliant image of myself. When you’re young, you’re filled with self-confidence, and I was no exception. I had rehearsed my strengths and competences for days before the interview. Choose me, I said. And they did. They liked the fact that I seemed to be clever and enthusiastic, and they appreciated my “winning style.” That guy can do great things for us!

They ought to have known better.

I stormed in to my new workplace full of energy, full of self-confidence, feeling like I could save the world. And I had colossal goals. Nobody could deny that I meant well at the time. I think that my team of thirteen people felt that too. They certainly must have noticed that here was somebody with energy. So far, so good.

And what did I do with all this energy?

Yes, well …

You know, this is twenty-five years ago, but it’s still difficult to talk about it. Some time ago, I almost bumped into a woman from my old team. I saw her when I was about to cross the street, and I instinctively ducked behind a pillar. I am not proud to admit it, but I was still ashamed of what a poor support I was for her at that time.

I couldn’t look her in the eye, even though half a lifetime had passed since then.

Motivation and Self-Confidence Aren’t Everything

I had a full tank of gas, but I didn’t know how to arrange my days. No structure, no planning; I had no idea what “follow-up” meant, and I had lost my common sense somewhere en route—it was all one big mess. I simply ran around most of the time and grabbed and pulled at anything that impeded my “progress.” I was familiar with the business after a few years in the branch, so I could deal with some clients. Perfect—that’s what I would do! So I dealt with some clients. Which was okay, except for the fact that it wasn’t the reason why I was there.

At this new office, there were also lots of mysterious rules that I wasn’t aware of. The unwritten laws could have filled a book.

I remember one of the questions that my team came to me with the first week: What should we do with the lunch schedule? I had no idea what they were on about. Eat when you’re hungry! But that didn’t work, because we couldn’t just drop everything during lunch. (This was at a branch office of a big bank in the days when the public still used their valuable time to visit such places.) Now, in retrospect, I imagine that the team could have figured this out without my involvement. But my reaction was: fix it.

That was my stock response to questions that I didn’t have any answer to.

Fix it.

A customer is standing by the counter, shouting. Fix it.

The cash in the till doesn’t tally. Fix it.

Ulla has a day off and Marja is ill—we haven’t got anybody who can cover us over lunch. Fix it.

One member of my team was so stressed at work that she had a stomachache virtually every day.

On one occasion, she showed me her calendar and it was a catastrophe. Her schedule was crazy. She had customers lining up to see her from eight in the morning to five in the afternoon. She’d scheduled meetings during her lunch break and didn’t even have time to go to the bathroom. It couldn’t go on like that. But I remember that I simply stared at the woman’s disastrous calendar and said something like “Oh wow!”

Later, I understood that she was asking for help, but it pains me to remember my initial reaction: fix it. I didn’t have answers. I had no idea what was needed. I didn’t even know how the situation had come about.

We’ll simply have to work harder.

That’s not the advice that somebody who can hardly breathe wants to hear.

But that was often my response. And this was in the early 1990s. Such admonishments were popular in those days: Don’t present problems—present solutions. And I went all in for that. Sure, there’s something in it. Sometimes you shouldn’t just look for problems, but it also depends on how you deliver that cocky advice.

My timing was rarely successful.

Sure. Sometimes members of my team came up with solutions and wanted to know what I thought. And I didn’t have an opinion. I also didn’t know what was best.

I often just said in a mumble: “Fix it.”

And I remember how my team members stared at me.

My focus was somewhere else. I had just gotten married. We were expecting our first child. To be honest, my thoughts were always elsewhere. Sure, I realized that I had problems, but I was young and I thought I was really smart. I gradually grew out of that.

In the end, I was sent to take a management course. There, I got to learn all sorts of things about what it was like to be a boss. I was impressed by the course leader, but I don’t really know what I learned from it all. Now I can hardly remember what the course consisted of, to be completely honest.

I very rarely went to my own boss to ask for help. That would have been a dreadful defeat, so I kept silent the whole time. Besides, she wasn’t there very often, which was a brilliant excuse for me. I had no one to turn to!

In the end, everything collapsed like a house of cards. My team might not have started a mutiny, but they did complain about me. They thought that I didn’t understand their situation. I think that they almost liked me as a person, but they weren’t satisfied with how I ran the office.

I don’t blame them. Because they were right.

The Final Fiasco

Nothing got better as time passed. On the contrary, it was like going deeper into a pitch-black tunnel. I couldn’t sleep at night because for the first time in my professional life it actually looked as if I was going to fail in my work. I was on my way towards my first true failure and I wasn’t ready at all. Nobody had prepared me for the fact that everything could collapse. After almost a year in my position, I realized that the game was over.

In the end, I went to the boss of my boss and asked to be removed from the job. I remember that he stared at me. I don’t suppose he’d ever heard a request like that before. When I left that office, I didn’t get a going-away present from the staff. They hadn’t even managed/wanted/been able to motivate themselves to collect for it. My personal insight was sufficiently sharp for me to get the message. I’m glad that I didn’t have to hear the conversation they must have had on the subject.

I remember that I gave the staff a potted plant and said that they had taught me a lot more than I had taught them. Nobody disagreed with that. There was some mumbling, and one of the members of my former team muttered that things were at least getting a bit better at the end.

It was horrible.

What I Learned from It All

It is damn hard to be a boss. It isn’t simply a matter of energy. People didn’t become world champion employees just because I was in the room. Yes, I know how it sounds, but I must remind you that I was twenty-four years old and ready to save the world.

But I also learned that even bosses need to ask for help. That it’s not a sign of weakness if you don’t know what you should do.

But above all, what I started to understand—and what I have developed since then—was that leadership is an art. It’s a job, a task among many others. And you simply have to learn the job from the basics up, because you affect other people when you do it.

The boss has a greater effect than other colleagues on the atmosphere of a company. The boss has more authority. And with that follows greater responsibility.

But remember: that doesn’t mean that I can’t demand responsibility from my staff members. They have a responsibility for themselves and their work, but mine is to keep the whole thing going. If I’m not ready to fill those shoes, then maybe I ought try a fascinating career in telemarketing instead.
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Why You Should Choose Your Boss, Instead of Your Employer

You can go to school or college and train for just about anything: there are courses for welders, nurses, economists, plumbers, engineers, dentists, agronomists, cooks, hairdressers, and a million other professions. But not for bosses.

There are no courses in high school and nothing meaningful in college and university programs and courses. Leadership is mentioned in lots of places, but no practical skills are taught. Any instruction only goes as far as theories, and these are often taught by people who have never been the boss of a single soul.

It’s really fairly natural that there are thus quite a lot of consultants who—like me—try to educate people on these competences, these skills needed for leadership. Some of us are good at what we do; others seem to know just as little as the people in the organization they are working for. There are many pitfalls, even for an experienced leadership coach.

A Modern Version of the Emperor’s New Clothes

Let me explain what usually happens.

An organization starts a project to give their bosses leadership training, and everyone involved is extremely positive. This is going to lead to great things. They bring in an inventive consultant who tells the people that make the decisions that “we will sort this out!” The consultant shows lots of PowerPoint images with an extremely complicated description of the process. Arrows and graphs and God knows what else.

Then the consultant goes around and interviews individuals at every imaginable level within the organization. Asks smart questions and finds out how everything works or doesn’t work. Then he goes to the person who ordered the report—in the best case, the managing director is involved in this, but not always—and explains that there are serious shortcomings in the firm. But he happens to know how the management structure ought to work. And then he presents an ambitious program that will correct the most serious problems.

No sooner said than done. Plans are made and a pilot project is arranged with the senior management group, who say that “this is really good stuff. We’ll go ahead with it.” Of course, they are all very busy and stressed as usual, but they feel that the question of leadership is going to be easier to handle in the future, because soon they’ll have a consultant who can be blamed for the general incompetence.

Then all the bosses are put through whatever development program has been chosen. This can go on for well over a year. Afterwards, the whole caboodle is evaluated. The consultant has, of course, feathered his bed and made him- or herself popular with all the participants. He or she makes sure that they get a good rating in the feedback evaluation from all the middle managers so that they’ll report back to the top management and praise what a brilliant consultant they’ve brought in.

Then it’s thank you and goodbye and good luck in the future when you use these (most certainly) fantastic tools in your everyday work. Everybody solemnly and earnestly promises to implement all this newly acquired wisdom.

Soon, unfortunately, some sort of crisis takes place and people totally lose their focus. The organization reacts instinctively. Everybody goes back to doing things the way they’ve always been done.

All that’s been achieved is that some money and a great deal of time have been wasted. Time is what costs the most. You can always earn more money, but you can never get back all the time that these bosses spent sitting and listening to their coach.

What happened? Why did it all fizzle out?

Simple. There was nobody really in charge of the issue.

When There Isn’t a Problem, You Don’t Need a Solution

What they missed from the very beginning was the need to consider why they have bosses in the organization in the first place. The question that the managing director—and you can swap “managing director” with the title of your own highest boss if that’s helpful—ought to ask is why he or she has any middle managers at all.

What do they actually contribute? Why doesn’t the top boss simply use a remote control to steer all the staff from the comfort of her desk?

The problem often lies in the fact that we don’t know why a boss has gotten that job and what exactly it should comprise. We need somebody who’s responsible, in case everything ends up a mess. But what else?

What are the bosses there for? Why does the organization have them? Do we have any particular goal in all this? When we’ve ascertained what it is, then we can teach them any skills they’re lacking to meet that goal.

Think about it for a moment: if you don’t know where you are going—how can you know what you need to get there?

When the Boss Is All Wrong

I assume that you’ve sometimes wondered: How hard can it be? I could easily manage that myself. And sure. Perhaps it ought to be easy to be a boss and to understand what your staff need to do their job, but how often have you (if you are not the boss) thought about what it actually means to be a boss?

What are the demands that the boss is trying to juggle? And what effect do these demands have on the results the boss achieves? How much do you actually know about the everyday life of a boss?

Most management roles contain at least two parts. The manager/boss needs to be a leader and give his staff what they need. By that, I mean instruct, educate, explain, and show how the work should be done. But also to support, to coach, and to pep; to plan the group’s work, to give feedback, to motivate, to lead group meetings, as well as lots of other things designed to make things easier for their staff.
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The other part of the job is to be a specialist. The specialist part is what fills the rest of the day. It’s when the manager solves problems himself, takes care of customers, plans activities that aren’t part of leading his staff but are about the job itself.

Managers are often involved in various types of projects and take part in the management group’s work, but much of that doesn’t include things that affect their staff’s ability to do a good job.

The challenge lies in making the right priorities time-wise. And a lot of managers simply give priority to the wrong part of their managerial role. They try to do everything themselves, but that doesn’t work. They work more as if they were specialists rather than leaders.

As a consequence, they tend to get stuck in problems connected to purely specialist functions, things that in many cases you (as a member of their staff) could have dealt with yourself. Instead of letting you solve your own problems, your boss interferes. It’s not guaranteed that the outcome will be better because of this interference, but what can you do? He’s your manager. The boss is the boss.

During my years as a consultant, I’ve seen many hair-raising examples of bosses who behaved like specialists 99 percent of the time. They sit at their desk swamped with commitments that aren’t the slightest bit connected with management and leadership. Because of this, they don’t have time to lead anybody at all. And bear in mind that they might have a staff of fifty people or more.

Have you had a boss like that? She or he doesn’t have time for anything at all but is always in a colossal hurry. It’s often your boss’s boss who makes demands this way. Instead of asking how things are going with management, they ask for Group A’s results.

And just like the rest of us—managers want to deliver whatever is being asked for. Bosses are, after all, ordinary people, don’t forget.

That Sounds Awful! We’re in the 21st Century Now!

Since the top management in the company is often more interested in business successes than in the staff, the question of efficient leadership is—quite simply—not given priority. You’ll have to think about whether you can find motivation and knowledge somewhere else. Perhaps you don’t need to be dependent on your boss? Perhaps you can find ways to get the information and guidance you need yourself? Wouldn’t it be liberating to have the solution in your own hands!

Why You Should Read This Book

The fact that you’ve even picked up this book at all indicates that you want more knowledge, you suspect that there are many challenges to effective management, and you might be curious about human behavior in a general sense. Or you simply might read books about management and leadership because you have the ambition to become the boss yourself.

You’ll find it useful to keep an open mind. You need a bit of imagination to be able to understand other people. If you always base your understanding on what you yourself are like and what you think is right or wrong, then you will continue to misunderstand others.

If, on the other hand, you know that you’re reading this book in hopes of finding some quick fixes, then I advise you to put the book back on the shelf. Save your money. When it comes to people, there are rarely any simple solutions.

“But I’m Not a Boss. Do I Need to Learn Anything About Leadership?”

If you are one of many employees at a large company and have opinions about how the organization is led, this might very well open your eyes to management struggles you might not have been aware of.

I have no intention at all of making excuses for poor managerial behavior, but with certain insights about the challenges of leadership, perhaps you might be more willing to make allowances when your boss makes everyday mistakes. And perhaps, after having read the book, you might be able to give your own boss a better sense of what you yourself need from management. My real ambition is that you’ll be able to go to your boss and explain what resources or support you need to do an even better job.

After all, this is about your ability to do your work.
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Leadership Is a Process of Communication

The ability to communicate effectively with their staff is the most important skill a boss can have. The ability to reach them, regardless of what the message is. And some bosses—let’s be honest—aren’t much good at that. Praise, criticism, instructions, or support—if communication doesn’t work, then nothing works.

If you knew how many clichés there are on the theme of management and being a boss, you would fall off your chair, but let’s stick to the core essentials.

To be a boss is comparatively simple. It’s a function, a title. A little square in the organizational hierarchy. Somebody has been appointed manager. Congratulations. That role leads to certain mandates and powers; certain areas of responsibility and concrete work tasks. That somebody is now in charge of decisions, responsible for the budget, and even manning the organization. That somebody is also responsible for setting goals and achieving results.

It’s a role, a task, a job—but it is not a behavior.

To be a leader is considerably harder. It requires that the person who accepted the appointment can handle people in an effective manner. Leadership is a communication process, nothing else. To get there, you need to know how you communicate. How you lead people forward. How you create motivation and commitment. Leadership is more of what you do than who you are. You act in a way that creates commitment, faith, trust. You can’t achieve any of this by virtue of your title. But by acting professionally, you can actually work miracles.

So, Boss or Leader?

Boss is what you are. Leader is what you do.

Or as a woman said to me many years ago: “The boss is the person I must follow, and the leader is the person I want to follow.” The best scenario would be if the boss and the leader were one and the same person. And sometimes they are.

So what is your boss like? Is he or she just a boss, or do you also notice distinct leadership qualities? Are we talking about a sufficiently effective communicator? Is your boss completely serious about their task?

I’ll try to keep the high-flown phrases to an absolute minimum here. A person who wants to be regarded as a really good leader needs to be a bit of an expert at communication. You can only truly influence your staff if you know how to reach each and every one of them.

And from that it follows: anybody who accepts a role as boss needs to understand other people. The very second he or she steps into their new office is the last time they can simply base everything on themselves. From now on, that person is not who is important here.

Bad bosses, such as those that you and I have come across over the years, have been bad at communicating. They haven’t listened, they’ve talked too much about themselves; sometimes they’ve behaved badly and sometimes they’ve been decidedly despotic. And in most cases they’ve based everything on their own worldview, a worldview that has been ridiculously one-sided. And everybody except them has seen that’s what they’re doing.

To be respected in their leadership role, they need to learn how you function. They need to know who you are and how they can reach you in particular, and do that in the most efficient and elegant manner.

I use William Moulton Marston’s writings and theories as a starting point to describe this type of communication. There are other methods too, but this model covers what you need to know.

There are many things that affect how a person functions—many, many things—and in this book I am going to deal with two of them: a person’s driving forces and a person’s development level. Don’t send me any emails complaining that I’ve simplified everything. I already know that. But we have to start somewhere. And I’ve chosen to start here. Before long, you’re going to better understand something that may have left you endlessly baffled: your boss.

Communication Is Key!

I don’t know whether you’ve read my book Surrounded by Idiots, but if you have, then you’ll soon be getting a little review course on the basic behavior patterns of the “colors.” In the unlikely event that you should think you know everything about these “color behaviors,” I’d nevertheless recommend that you have

Task-Oriented vs. Relationship-Oriented


Task-Oriented: More Interested in Questions About Tasks and Issues than in Relationships
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Advantages with Task-Oriented Behavior


Disadvantages with Task-Oriented Behavior


Relationship-Oriented: More Interested in Relationships than in Concrete Tasks and Issues


Advantages with Relationship-Oriented Behavior


Disadvantages with Relationship-Oriented Behavior



Extroverted vs. Introverted Behavior


Extroverted: More Outgoing than Introspective
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The Advantage with Extroverted Behavior


The Flip Side of Extrovert Behavior


Introverted: More Introspective than Outgoing




The Advantage with Introverted Behavior


The Flip Side of Introverted Behavior
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What Concrete Behaviors Result from This?



	DOMINANT RED	INSPIRING YELLOW	STABLE	GREEN


	Energetic

Ambitious

Strong-willed

Go-ahead

Problem-solver

Pioneer

Decisive

Innovative

Impatient

Wants control

Convincing

Goal-oriented

Powerful

Results-oriented

Takes initiative

Fast paced

Aware of time

Intensive

Opinionated

Direct

Independent


	Talkative

Enthusiastic

Persuasive

Creative

Optimistic

Social

Spontaneous

Expressive

Charming

Joie de vivre

Self-absorbed

Sensitive

Adaptable

Stimulating

Encouraging

Communicative

Flexible

Open

Relation-oriented

Imaginative

Easy-going


	Patient

Relaxed

Restrained

Reliable

Calm

Loyal

Unassuming

Understanding

Thorough

Secure

Discreet

Supportive

Good listener

Helpful

A doer

Stamina

Wait and see

Considerate

Hides feelings

Thoughtful

Friendly


	Thorough

Systematic

Distanced

Correct

Conventional

Seems uncertain

Objective

Structured

Investigative

Perfectionist

Needs time

Reflective

Methodical

Seeks facts

Discerning

Examines

Follows rules

Logical

Questioning

Conscientious

Circumspect

Reserved
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Final Words: People Quit to Leave Their Boss, Not Their Job

My experience after almost twenty years as a management developer is that the primary reason why people leave their workplace is their immediate boss. The boss sometimes creates an environment where people don’t feel comfortable, where they don’t feel fairly treated, and perhaps don’t even get the chance to do a good job. There are countless examples of bad leadership techniques that contribute to damaging the relationship between the boss and their staff.

The boss needs good working conditions, too, and there’s a lot to keep track of. Leadership is not for somebody who expects to be able to lean back and take things easy. There are too many pitfalls, and it’s hard to be a boss and leader if you don’t have the right training for it.

But—it doesn’t require any training to not be a jerk. Just a bit of common sense.

Good leadership means that you take responsibility for what happens when necessary and let others take the credit for what has gone well when they deserve that credit. Mediocre leaders seize every chance to blame any possible setbacks on others, but that only gives them a temporary advantage because their shortcomings always come to light.

Bad bosses can’t even manage that much. And that’s why they’re superfluous to the organization. Nobody needs them. Make sure you don’t become one of them.

Being a boss is not a cakewalk, and there are a million things that can go wrong.

But however difficult it is—always do the very best you can. You’re dealing with people. They deserve the very best.

If you have the attitude that people don’t do a proper job because they’re lazy, you’ll have to think again. You based that assumption on Theory X, and you’ve already said that you don’t believe in it. Theory Y is the total opposite: with the right conditions, most people can do a good job and perform at an extremely high level.

Your job is to create those conditions.

What Got You Here is Not Going to Get You There

If you’ve gotten this far, I want to thank you. Perhaps you’re already a boss, and have the ambition to become better at what you do. I want to congratulate you and cheer you along the path you’ve started down. It’s my hope that you’ve found the book useful in helping to develop your leadership.

The only thing you can do is to continue to develop.

What got you here is not going to get you there.

Even if you’re already a clever and respected leader, it would be a mistake to stop there and lean back. Instead, remind yourself of what made you the skillful leader you are today: it is that you learned new things, accepted new types of tools, and applied them in your work. You’ve taken courses, you’ve read books, and you’ve learned from more experienced bosses. Don’t stop doing that.

If you stop getting better, soon you’ll stop being good.

Keep going.

If you’ve gotten this far because you want to have a management career—to become a boss—I would say: Good luck. You’re embarking on an exciting and occasionally bewildering journey. There is, as you’ve seen, a lot to keep track of. But with your dedication, you’re going to get there.

I believe in you—you should too.

Hopefully, I haven’t frightened you off. On the contrary, I want you to be more ambitious and become the best boss you’ve ever met. What I’ve tried to do is to show you three different parameters to fit into the puzzle that is your staff members. How they function; how they act; why they do what they do. And why the pieces don’t actually fit every time.

A Simple Way to Summarize Everything We’ve Talked About


	What sort of boss do you want to be? What is your mission statement? How can you formulate your own aims? Remember that in order to know how to use your time, you need to know what your aims are.

	How much of your day should be focused on leadership? Start there. With the rest of your time, you can be as much of a specialist as you want.

	Study staff member X for a while. Note how he or she acts. Have your antennae active. Try to ascertain what colors you see.

	Think about what attracted the employee here. Why was this particular job important? Which driving forces could be showing up here? Why does the person stay on at this job?

	Look at a concrete work task and try to ascertain the necessary development level. There could be several analyses, depending on how many different actions the person has to carry out in a given day. The more you break it down, the more exactly you can guide the person.

	Whatever you need to convey to your staff member after this analysis—instructions, feedback, follow-up, brainstorming, or whatever—you can adapt according to their color(s). Perhaps you want to do a real communication analysis of each member of staff. That might be a good idea. It will help make communication between you smoother.

	Continually remind yourself who you are. Remind yourself that you might have other colors and other driving forces than your staff members. Don’t make the mistake of assuming that other colors function the same way you do. The trick here is that you give yourself some time to think and consider. Don’t just use your gut feeling and keep going in your usual style. You could, of course, do that, but then you’ll get the same results you did before. If you want to achieve something new, then you’ll have to test something new.



I know. That’s a lot to take in. Theory X and Theory Y; the balance between being a specialist and a leader; communication styles; driving forces; the combination of all of that; development levels; stress factors; plus the question of why you took on the responsibility of leading others in the first place.

The best way to make sure you do a good job at all of this is to begin with yourself. Analyze yourself. If you can piece together the puzzle that is you, you’ll probably have what it takes to piece together the other puzzles. Don’t fall into the trap of thinking you can do all of this overnight or on a plane or between lunch and coffee.

As a good friend of mine said: “I’m out skiing and notice the skis keep sliding backwards. I realize that I ought to stop and wax the skis if I’m going to get to the finish line. But I can’t. I don’t have time to wax them because I am so busy skiing.”

Thanks, Janne, for that fine analogy.

It takes time to become really excellent at something. You need to plan that time. You need to block in that time in your calendar. Act like a leader, not just a specialist. Take it seriously.

It can be extremely complicated to understand your staff sometimes. And yes, sometimes you’ll just want to give up because nobody is listening to you anyway.

But who has ever said being the boss was easy?

I want you to take on the challenge with open eyes and realize you’ll need to work at this. But when you do, you’re going to achieve a brilliant result compared to what would have happened if you simply kept going as usual. And you’re going to win immense respect from those around you. That feeling isn’t a bad reward for a job well done.

Apart from the obvious: if you give your staff what they need to do their jobs well, they’re going to do just that. They need to find their own inner motivation, but as bosses and leaders it’s our responsibility to pave the way as best we can.

And like waving a magic wand: a lot fewer slackers than before.

It’s almost like magic.

To those who have read this far because you’ve had serious difficulties with your previous or present bosses, I would like to say: they might be doing the best they can. Leading people is a complex task. And it isn’t just about driving forces, development levels, and DISC colors. There are even more parameters to consider, but we can forget them for the time being.

What I want you to realize is that there might be reasons for things going crazy between you and your boss. Perhaps your boss isn’t a complete idiot. Perhaps he or she has simply misunderstood you. Or you’ve never talked about how you communicate.

Now you can do that.

Sometimes that’s precisely the problem. We don’t talk about how we talk. If you start doing that, many problems will be solved immediately.

And don’t forget what I said at the beginning of this book: as a staff member, it’s also your responsibility to make sure communication works. You only have one professional career to look after. When you become a retiree, it’ll be too late to do anything about it.

But now you have a number of tools at your disposal. You know more about yourself: you have some concept of your colors and your driving forces. That ought to help you “read” your boss much better. Now it will be simpler for you to find a method to reach him or her.

And you know that there are reasons behind why you feel so strongly about different work tasks. Think more often about which development level you find yourself on as work lands on your desk. It will help you move on, because now you can go to your boss and say: I need …

If you do this consistently, you’ll see miracles in your work life.

To those who picked up this book to read an entertaining takedown of your boss: it’s my sincere hope that you now understand more about the challenges of really good leadership. If you’ve got a boss who behaves like a real jerk, it might be because they didn’t know any better. Give them this book and then you’ll suddenly have something to talk about.

Is your situation completely hopeless? Change your boss!

And I’m not joking. Life is too short to surround yourself with bad influences, and a bad boss can have an enormously negative affect on you. Don’t let a worthless boss stand in the way of your own development. This is about your future. About your life. It doesn’t make any difference if you can’t get another job in the town you’re living in right now. You only live once. Do something about your situation. The statistics show very clearly: people don’t give in their notice to leave a company as often as they give in their notice to get away from their boss. If this is the last and only way out for you—take it. But make a proper effort first. Okay?

As a specialist in communication, I think that when things go seriously wrong, it’s often because we haven’t talked to each other. We sit in our respective corners and wonder what on earth the other people are doing. What idiots! What is it they don’t get? Instead we ought to cross the room to the other corner and open up everything by saying:

Hey, things aren’t working very smoothly between us. Can we talk about it?

The person who takes the initiative is, in my eyes, the real hero. Regardless of whether it’s the boss or one of the staff.

A Final Recommendation

Regardless of how you read this book, I have a tip for you: read it again with a pen in your hand. Underline things you find interesting, circle important key phrases or sections that you could apply in your everyday life. Mark the pages (Yes, I am urging you to actually dog-ear the pages.) or use Post-it Notes in different colors.

My goal was to express myself in the most clear and direct way I’m capable of, and to try to avoid hiding the content in fancy words. But you might need to read the book several times to really understand which areas are the most critical for you.

So—give yourself a chance to reflect on the parts that particularly apply to you.

And don’t forget that you can also continue on your own. The methods I’ve presented in this book are simplified models of rather complicated processes and don’t explain everything in depth. There are lots of good books to help you dig deeper if you’re interested. I recommend that you take a look at the list at the end of the book.

And go out and try it. If it doesn’t work the first time, that doesn’t mean that it won’t ever work. If you, as a boss, really try to help a staff member do better—don’t give up too easily. Remember what it was like when your children were learning to walk. They tripped, fell over, bruised themselves, and cried. But did you tell them: You might as well give up this whole project of walking on your own. I can push you in the stroller for the rest of your life?

You know the answer.

And that’s how I want you to look at your employees’ development. And your own. Give them the time, give yourself the time.

Good luck!
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