CHAPTER 3

Match Strategy to
Situation

If Karl Lewin knew anything, it was how to manage in times of
crisis. In fact, he’d recently overseen a quick and successful turn-
around of European manufacturing operations at Global Foods,
a multinational consumer products company. He was less sure,
however, that the same sort of approach would be effective in his
new role at the firm.

A hard-driving, German-born executive, Karl had acted deci-
sively in Europe to restructure an organization that was broken
because of the company’s overemphasis on growth through acqui-
sition and its focus on country-level operations to the exclusion
of other opportunities, Within a year, Karl had centralized the
most important manufacturing support functions, closed four of
the least efficient plants, and shifted a big chunk of production to
Eastern Europe. These changes, painful though they were, began
to bear fruit by the end of cighteen months, and operational
efficiency improved dramatically.
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But no good deed goes unpunished. Karl’s success in Europe
led to his appointment as the executive vice president of sup-
ply chain for the company’s core North American operations,
headquartered in New Jersey. The job was much bigger than the
earlier one, combining manufacturing with strategic sourcing,
outbound logistics, and customer service.

In contrast to the situation in Europe, North American opera-
tions were not in immediate crisis—something Karl recognized
was the essence of the problem. The organization’s long-term
success had only recently shown signs of slipping. The preceding
year, industry benchmarks had placed the company’s manufac-
turing performance slightly below average in overall efficiency,
and in the lower one-third in the crucial area of customer satisfac-
tion with on-time delivery. Mediocre scores, to be sure, but noth-
ing that screamed “turnaround.”

Meanwhile, Karl’s own assessment indicated that serious prob-
lems were brewing. The business was addicted to fighting fires;
managers reveled in their ability to react well in crises rather than
prevent problems in the first place. Karl believed it was only a
matter of time before major failures occurred. F urthermore, exec-
utives relied too much on gut feelings to make critical decisions,
and information systems provided too little of the right kind of
objective data. These mroannoambmw contributed, in Karl’s view,
to widespread, unfounded optimism about the organization’s
future.

To take charge successfully, you must have a clear understand-
ing of the situation you are facing and the implications for what
you need to do and how you need to do it. From the outset, lead-
ers like Karl need to focus on answering two fundamental ques-
tions. The first question is, What kind of change am I being
called upon to lead? Only by answering this question will you
know how to match your strategy to the situation. The second
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question is, What kind of change leader am I? Here the answer
has implications for how you should adjust your leadership style.
Careful diagnosis of the business situation will clarify the chal-
lenges, opportunities, and resources available to you.

Using the STARS Model

STARS is an acronym for five common business situations lead-
ers may find themselves moving into: start-up, turnaround, accel-
erated growth, realignment, and sustaining success. The STARS
model outlines the characteristics and challenges of, respectively,
launching a venture; getting one back on track; dealing with E.@E
expansion; reenergizing a once-leading business that’s now facing
serious problems; and inheriting an organization that is perform-
ing well and then taking it to the next level. .

In all five of the STARS situations, the eventual goal is the
same: a successful and growing business. However, the challenges
and opportunities, summarized in table 3-1, vary 5. predictable
ways depending on which situation you are experiencing,

What are the defining features of the five STARS situations?
In a start-up, you are charged with assembling the capabilities
(people, funding, and technology) to get a new business, product,
project, or relationship off the ground. This means you can mrm.%m
the organization from the outset by recruiting your team, playing
a major role in defining the agenda, and building the architecture
of the business. Participants in a start-up are likely to be more
excited and hopeful than members of a troubled group facing
failure. But at the same time, employees of a start-up are typi-
cally much less focused on key issues than those in a turnaround,
simply because the vision, strategy, structures, and systems that

channel organizational energy are not yet in place.
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In a turnaround, you take on a unit or group that is recog-
nized to be in deep trouble and work to get it back on track.
A turnaround is the classic burning platform, demanding rapid,
decisive action. Most people understand that substantial change
is necessary, although they may be in disarray and in signifi-
cant disagreement about what needs to be done. Turnarounds
are ready-fire-aim situations: you need to make the tough calls
with less than full knowledge and then adjust as you learn more.
In contrast, realignments (and sustaining-success assignments) are
more ready-aim-fire situations. Turning around a failing busi-
ness requires the new leader to cut it down to a defensible core
fast and then begin to build it back up. This painful process, if
successful, leaves the business in a sustaining-success situation. If
efforts to turn around the business fail, the result often is shut-
down or divestiture.

In an accelerated-growth situation, the organization has begun

o hit its stride, and the hard work of scaling up has begun. This
typically means you're putting in the structures, processes, and
systems necessary to rapidly expand the business (or project, prod-
uct, or relationship). You also likely need to hire and onboard a
lot of people while making sure they become part of the culture
that has made the organization successful thus far. The risks, of
course, lie in expanding too much too fast.

Start-ups, turnarounds, and accelerated-growth situations involve
much resource-intensive construction work: there isn’t much exist-
ing infrastructure and capacity for you to build on. Toa significant
degree, you get to start fresh or, in the case of accelerated growth,
to build on a strong foundation. In realignments and sustaining-
success situations, in contrast, you enter organizations that have
significant strengths but also serious constraints on what you can
and cannot do. Fortunately, in these two situations you typically
have some time before you need to make major calls. This is good,
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because you must learn a lot about the culture and politics and begin
building supportive coalitions.

Because of internal complacency, erosion of key capabilities,

or external challenges, successful businesses tend to drift roward
trouble. In a realignment, your challenge is to revitalize a unit,
product, process, or project that has been drifting into danger.
The clouds are gathering on the horizon, but the storm has not
yet broken—and many people may not even see the clouds. The
biggest challenge often is to create a sense of urgency. There may
be a lot of denial; the leader needs to open people’s eyes to the
fact that a problem actually exists. This was the situation facing
Karl in North America. Here, the good news is that the organiza-
tion likely has ar least islands of significant strength (good prod-
ucts, customer relationships, processes, and people).
. In a sustaining-success situation, you are shouldering responsibil-
ity for preserving the vitality of a successful organization and taking it
to the next level. This emphatically does not mean that the organiza-
tion can rest on its laurels. Rather, it means you need to understand,
at a deep level, what has made the business successful and position it
to meet the inevitable challenges so that it will continue to grow and
prosper. In fact, the key to sustaining success often lies in continu-
ously starting up, accelerating, and realigning parts of the business.

A key implication is that success in transitioning depends, in no
small measure, on your ability to transform the prevailing organi-
zational psychology in predictable ways. In start-ups, the prevail-
ing mood is often one of excited confusion, and your job is to
channel that energy into productive directions, in part by deciding
what not to do. In turnarounds, you may be dealing with a group
of people who are close to despair; it is your job to provide them
with a concrete plan for moving forward and confidence that it
will improve the situation. In accelerated-growth situations, you
need to help people understand that the organization needs to be
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more disciplined and get them to work within defined processes
and systems. In realignments, you will likely have to pierce the veil
of denial that is preventing people from confronting the need to
reinvent the business. Finally, in sustaining-success situations, you
must invent the challenge by finding ways to keep people moti-
vated, combat complacency, and find new direction for growth—
both organizational and personal.

You cannot figure out where to take a new organization if you
do not understand where it has been and how it got where it is.
In Karl's realignment situation, for example, it is essential that he
understand what made the organization successful in the past and
why it drifted into trouble. To understand your situation, you
must put on your historian’s hat.

But if you're not leading a large business, can you still use the
STARS model to understand the challenges you face? Absolutely.
You can apply it regardless of your level in the organization. You
may be a new CEO taking over an entire company that is in
start-up mode. Or you could be a first-line supervisor managing
a new production line, a brand manager launching a new prod-
uct, an R&D team leader responsible for a new product develop-
ment project, or an information technology manager responsible
for implementing a new enterprise software system. All of these
situations share the characteristics of a start-up. Similarly, turn-

around, accelerated growth, realignment, and sustaining success

arise at all levels, in companies large and small.
Diagnosing Your STARS Portfolio
In reality, you're unlikely to encounter a pure and tidy example

of a start-up, turnaround, accelerated-growth, realignment, or
sustaining-success situation. At a high level your situation may fir
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_.nm.&c:m_u_v\ neatly into one of these categories. But as soon
n_J: down, you will almost certainly discover that you'r ; u.\oc
aging a portfolio—of products, projects, mu:unmmmnm\ _mwnwsm?
people—thar represents a mix of STARS situations ﬁ,o_.w inst e
you may be taking over an organization that Q.__.ﬁ.v mnnw —
tal m_.o.s.ﬁr with successful products and in which MH _.n::w.w-
launching a line of products based on a new technolo m%fu ;
may be working to turn around a company that has WM __wo:
high-performing, state-of-the-art plants. et
The next step in applying the STARS model is to diagnose
your mﬁﬁ.ﬂm portfolio; you must figure out which parts omm our
new wamm:_mmaoz belong in each of the five categories. Take M .
to assign the pieces of your new responsibilities (such mm rodu :Mm
processes, projects, plants, and people) to the five cate OMQ o
ﬂr_m 3-2. Given this arrangement, how will you mana M"qu th m.m:._m
pieces differently? This exercise will help you to think mm ﬁﬂﬂé.ﬂm_wm
abour challenges and opportunities in each piece, It Emm,m—mo M” _%
you 2 common language with which to talk to your new boss g
and direct reports about what you are going to do and why A

Leading Change

ﬁrn:.w ,_m.:c one-size-fits-all approach to leading change. This i
M%% its important to be clear about the STARS mix. G.a:m nrM
! “Mmmzﬁﬂ%mﬂ.r _m.ﬁm:._ was m.Zn 5 recognize the clear differences
realignment situation he was heading into (where
?wr_n:um_. were gradually mounting, but there was no crisi
drive action) and the dramatic turnaround he had wcnommmm _Mo
managed in Europe (where urgent needs demanded rapid, r % M
surgery), and he identified the associated implications Wo_.wrm _M
needed to lead change and manage himself, If Karl-had MMMHM
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TABLE 3-2

Diagnosing your STARS portfolio

Use the table to identify the mix of STARS situations you face. First, identify which
elements (projects, processes, products, perhaps even complete businesses) in
your new responsibilities fall into the various STARS situations in the first column;
list those elements in the second columnm. You need not have something in every
category. Everything may be in turnaround, or it may be a mix of two or three types.
Then use the third column to estimate the percentage of your effort that should be
allocated to each category in the next 90 days, making sure it adds up to 100%.
Finally, think about which of these situations you most prefer to do. If you also
assigned that situation the highest priority, be sure that your preferences are not

overly influencing your priorities.

Priority percentage

— _ |
STARS situation _ Job element l

Start-up 4

e W S e o
Turnaround ,

—

Accelerating growth
e —
Realignment

R e e e

Sustaining success

his new situation as a turnaround and tried to conduct radical
surgery, he probably would have incurred both active and passive
resistance, undermining his ability to realize needed change, espe-
cially because he was an outsider and therefore vulnerable to being
isolated and undercut. Recognizing what was required in North
American operations, Karl adopted a more measured approach.
Armed with insight into your STARS portfolio and the key
challenges and opportunities, you will adopt the right strate-
gies for Jeading change. Doing so means, however, adopting the
approaches laid out in this book for creating momentum in your
next 90 days. Specifically, you must establish priorities, define
strategic intent, identify where you can secure early wins, build
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the right leadership team, and create supporting alliances. Let’s
look at what Karl did differently in the turnaround and realign-
ment situations he faced.

The starting point, of course, was focused learning. In the
turnaround situation in Europe, Karl needed to rapidly assess the
organization’s technical dimensions—strategy, competitors, prod-
ucts, markets, and technologies—much as a consultant would. In
his new leadership role in North America, Karl’s learning n_.ﬂm_-
jn:mn was markedly different. Technical comprehension was still
important, obviously, but cultural and political learning mattered
more. That’s because internal social dynamics often cause success-
ful organizations to drift into trouble, and because getting peo-
ple to acknowledge the need for change is much more a political
nrimnwmn than a technical one. Particularly for a newcomer to the
onwH._HNmﬁwo:. as Karl was, a deep understanding of the culture and
worm_nm is a prerequisite for leadership success—and even survival

Likewise, as Karl worked to establish priorities, he had to Enmwr
m_._n.n_nam: ds of the situation. The European turnaround required
Enr.n& surgery. The strategy and organizational structure of the
business were preventing it from achieving its goals and had to
be changed quickly. So Karl closed plants, shifted production
.mz& cut the workforce dramatically. He also rapidly noDREFnL
important manufacturing functions in order to reduce frag-
mentation and cut costs. The North American realignment, in
contrast, didn’t call for an immediate transformation of mﬂmﬂ.nm%
or structure. There weren’t any major capacity or productivi
problems, so plant closures weren’t necessary. The an:mmn_..c_.:w
?Dm&ocm were already centralized and strong. The real @no_u_nam
lay in systems, skills, and culture. It therefore made sense for Karl
to focus on those areas.

Situational factors also played a large role in how Karl built his
leadership teams in the two situations. To expeditiously turn around
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the Furopean business, Karl cleaned house at the top of the organi-
Jation and recruited most of the new senior talent from the outside.
In North America, however, the leadership team he inherited was
already quite strong. Still, he realized he needed to make a few high-
payoff changes in the roster. A couple of central manufacturing roles
required leaders with stronger technical skills to support the systems
changes he planned to make, and there was an influential manager
who, despite Karl’s best efforts, didn’t grasp the need for change; in
fact, the manager’s inaction threatened to undermine Karl’s lead-
ership. That person’s departure sent a crucial message to the rest
of the organization. Meanwhile, Karl promoted from within to fill
that role and others, and that helped rally the organization behind
his plans. People came to see that he wasn’t only focusing on the
weaknesses of the business but was also appreciative of its strengths.
Finally, Karl had the good judgment to secure carly wins dif-
ferently in the two situations. In trurnarounds, leaders must move
people out of a state of despair. Karl did that in Europe by clos-
ing ailing plants and shifting production, actions that refocused
the organization on its core strengths and helped cut unnecessary
projects and initiatives. In the realignment, in contrast, Karl’s
most important early win was to raise people’s awareness of the
need for change. He accomplished that by putting more empha-
sis on facts and figures; he revamped the company’s performance
metrics in manufacturing and customer service to focus employ-
ces’ attention on critical weaknesses in those areas, and he also
introduced external benchmarks and hard-nosed assessments by
respected consultants—drawing on impartial voices from outside
the company to help make his case. These actions enabled him to
pierce the unfounded optimism and send an important message
to the rest of the organization.
Key differences between leading change in turnaround and

realignment situations are summarized in table 3-3.
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TABLE 3-3

Leading change in turnarounds versus realignments

Turnarounds

Realignments

1. Organize to learn

Figure out what you most need
to learn, from whom, and how
you can best learn it.

2. Define strategic intent

Develop and communicate

a compelling vision for what
the organization will become.
Outline a clear strategy for
achieving that vision.

3. Establish A-item priorities

Identify a few vital goals and
pursue them relentlessly. Think
about what you need to have
accomplished by the end of
year 1 in the new position.

4. Build the leadership team

Evaluate the team you
inherited. Move defily to make
the necessary changes; find
the optimal balance between
bringing in outside talent and
elevating high potentials within
the organization.

5. Secure early wins

Think through how you

plan to “arrive” in the new
organization. Find ways to
build personal credibility and
energize the ranks.

6. Create supporting alliances

Identify how the organization
really works and who has
mi_cmzom. Create key coalitions
in support of your initiatives.

Focus on
technical learning
(strategy, markets,
technologies, and
s0 on).

Prepare to act
quickly.

Prune noncore
businesses.

Make faster, bolder
moves.,

Focus on strategy
and structure.

Clean house at the
top.

Recruit external
talent.

Shift the
organizational
mind-set from
despair to hope.

Gain support from
bosses and other
stakeholders to
invest the required
resources.

Focus on cultural and

political learning.

Prepare to act
deliberately.

Hone w:a leverage
existing capabilities.

Stimulate innovation.

Make slower, more
deliberate moves.

Focus on systems,
skills, and culture.

Make a few important

changes.

Promote high

potentials from within.

w_.:n the organizational
mind-set from denial to

awareness.

Build alliances
sideways and down
to ensure better
execution.
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Managing Yourself

The STARS state of your organization also has implications for the
adjustments you’ll need to make to manage yourself. This is par-
ticularly true when it comes to determining leadership styles and
figuring out whether you are reflexively a “hero” ora “steward.”

In turnarounds, leaders are often dealing with people who are
hungry for hope, vision, and direction, and that necessitates a
heroic style of leadership—charging against the enemy, sword in
hand. People line up behind the hero in times of trouble and fol-
low commands. The premium is on rapid diagnosis of the busi-
ness situation (markets, technologies, products, strategies) and
then aggressive moves to cut back the organization to a defensible
core. You need to act quickly and decisively, often on the basis of
incomplete information.

Clearly, this was the case for Karl in Europe. He immediately
took charge, diagnosed the situation, set direction, and made
painful calls. Because the outlook was bleak, people were willing
to act on his directives without offering much resistance.

Realignments, in contrast, demand from leaders something
more akin to stewardship or servant Jeadership—a more diplomatic
and less ego-driven approach that entails building consensus for the
need for change. More subtle influence skills come into play; skilled
stewards have deep understandings of the culture and politics of
their organizations. Stewards are more patient and systematic than
heroes in deciding which people, processes, and other resources to
preserve and which to discard. They also painstakingly cultivate
awareness of the need for change by promoting shared diagnosis,

influencing opinion leaders, and encouraging benchmarking.

In his North America appointment, Karl needed to learn
to temper some of his heroic tendencies; he had to make care-
ful assessments, move deliberately toward change, and lay a
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foundation for sustainable success. Whether any leader in
transition can adapt her personal leadership strategy successfully
depends greatly on the ability to embrace the following pillars of
self-management: enhancing self-awareness, exercising personal
discipline, and building complementary teams.

Because of their differing imperatives, it is easy for heroes to
stumble in realignment and sustaining-success situations and
m.: stewards to struggle in start-ups and turnarounds. The expe-
rienced turnaround person facing a realignment is at risk of
Eoﬁbm too fast, needlessly causing resistance. The experienced
realignment person in a turnaround situation is at risk of moving
t00 slowly and expending energy on cultivating consensus when
it is unnecessary to do so, thus squandering precious time.

H..ra is not to say that people who are natural heroes cannot
get in touch with their inner stewards and vice versa. Good lead-
ers can succeed in all five of the STARS situations, although no
one is equally good at all of them. It is essential to make a hard-
headed assessment of which of your skills and inclinations will
serve you well in your particular situation and which are likely to
get you into trouble. Don’t arrive ready for war if what you need
is to build alliances.

You also need to remember that leadership is a team sport. Your
STARS portfolio has implications for the precise mix of heroes
and stewards (every organization needs both) on your leadership
team. Karl willed himself toward stewardship in North America
but he knew he more naturally and effectively played the rm:“
role. The implications of this bit of self-awareness were threefold
First, he needed to stock his team with some natural stewards ﬁw
whom he could turn for wise counsel (lest he go off half-cocked)
and to whom he could delegate some of the necessary outreach.
Second, he had to identify where it actually made sense to focus
some of his heroic energies. After all, every organization, even the
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most successful, has parts that are in serious trouble. As long as he
didn’t start setting fires just to fight them and didn’t jeopardize
the larger goal of realigning the business, this was an appropriate
way to achieve a balance. Third, Karl needed to take into consid-
cration STARS preferences and abilities as he hired, promoted,

and assigned people to key projects.

Rewarding Success

The STARS framework has implications for how you should
evaluate the people who work for you, and for the culture you
want to create. Data from the Harvard Business Review Transition
Survey helps illustrate this essential point. Participants were asked
which of the STARS situations they thought were most chal-
lenging and in which they would most prefer to be. The results,
summarized in table 3-4, are illuminating. The most challenging
situation was assessed to be realignment, followed by sustaining
success and turnaround. Start-up and accelerated growth were
assessed as being significantly easier. However, when it came to
preferences, the pattern reversed, with start-up being (by far) the
most popular, followed by turnaround and accelerated growth.

This is not a surprising finding, and the underlying reasons are
revealing. It is not the case that people are drawn to the easy situ-
ations. Rather, they are drawn to situations that are (1) more fun
and (2) get more recognition.

A successful start-up is a visible and easily measurable individual
accomplishment, as is a successful turnaround. In a realignment, in
contrast, success consists of avoiding disaster. It is hard to measure
results in a realignment when success means that nothing much
happens; it’s the dog that doesn’t bark. Also, success in realignment
requires painstakingly building awareness of the need for change, and
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TABLE 3-4

STARS challenges and preferences

Survey respondents were asked to identi 1
: ntify which STARS situation they th
MMHMW_W, Hﬂ%mn_m MMMW@JQ M::q which they most preferred (i.e., would nﬁoammﬁ%wwrm..\
; ces in their assessments are striking, particular
of the numbers for more action-oriented, authori ot STARS s bl i
, authority-driven STARS situati

turnaround, and accelerated growth) are co mip sl

L : mpared to those that call fo
on learning, reflection, and influence (realignment and sustaining mcnnmmm.wo..\m focus

STARS situation Most challenging Most preferred
Start-up 13.5% 471%
Turnaround 21.9% 16.7%
Accelerated growth 11.6% L_m.“ %
. (1]
Realignment 30.3% 12.7%
Sustaining success 22 . %
6% 7.4
Total 100% 100
Start-up, turnaround, or
accelerated growth S 1o
Realignment or sustainin
el g 52.9% 20.1%

that often means giving credit to the group rather than taking it your-
self. As for rewarding sustaining success, people seldom call their local
power company to say, “Thanks for keeping the lights on today.”
But if the power goes off, the screaming is immediate and loud.
There is a paradox inherent in rewarding people lavishly for
.m:nnnmmm::% turning around failing businesses (or starting excit-
ing new ventures). Few high-potential leaders show much interest
o realignments, preferring the action and recognition associated
with turnarounds (and start-ups). So who exactly is responsible
for preventing businesses from becoming turnarounds? And does
the fact that companies reward turnarounds (and do not know
how to reward realignments) make it more likely that businesses
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will end in crisis? Skilled managers can seemingly count on less-
accomplished people to mess up businesses so that they can come
charging to the rescue.

The more general point, of course, is that performance must
be evaluated and rewarded differently in the different STARS
situations. The performance of peo ple put in charge of start-ups
and turnarounds is easiest to evaluate, because you can focus on
measurable outcomes relative to a clear prior baseline.

Fvaluating success and failure in realignment and sustaining-
success situations is much more problematic. Performance in a
realignment may be better than expected, but still poor. Or it
may be that nothing much seems to happen, because a crisis was
avoided. Sustaining-success situations pose similar problems.
Success may consist of a small loss of market share in the face
of a concerted attack by competitors or the eking out of a few
percentage points of top-line growth in a mature business. The
unknown in both realignments and sustaining-success situations

is what would have happened if other actions had been taken or
other people had been in charge—the “as compared to what?”
problem. Measuring success in such situations takes much more
work, because to assess the adequacy of their responses, you must
have a deep understanding of the challenges new leaders face and

the actions they are taking.

Closing the Loop

Your understanding of the mix of STARS situations inevitably
will deepen and shift as you learn more about your new organiza-
tion. Plan to return to this chapter periodically to reassess your
diagnosis of your organization, and think about the implications
for what needs to be done and who needs to do it.
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MATCH STRATEGY TO SITUATION—CHECKLIST

1. What portfolio of STARS situations have you inherited?
Which portions of your responsibilities are in start-
up, turnaround, accelerated-growth, realignment, and
sustaining-success modes?

2. What are the implications for the challenges and oppor-
tunities you are likely to confront, and for the way you
should approach accelerating your transition?

3. What are the implications for your _mm;?m agenda? Do
you need to understand only the technical side of the

business, or is it critical that you understand culture and
politics as well?

4. What is the prevailing climate in your organization? What
psychological transformations do you need to make, and
how will you bring them about?

5. How can you best lead change given the situations you
face?

6. Which of your skills and strengths are likely to be most
valuable in your new situation, and which have the poten-
tial to get you into trouble?

7. What are the implications for the team you need to build?

CHAPTER 4 .

Negotiate Success

When Michael Chen was promoted to be chief information
officer for a key business unit of a midsized oil company, he was
clated—until he received calls from two colleagues. Both told
him the same thing: “Start updating your résumé. Cates is going
to eat you alive.”

His new boss, Vaughan Cates, was a hard-driving business unit
leader with a reputation for getting results—and for being tough
on people. She had recently taken over the unit, and several of the
people she had inherited had already left.

Michael’s friends anticipated the problem. “You've had a lot
of success,” one said. “But Cates will think you’re not aggressive
enough. You're a planner and team builder. She’ll think you’re
too slow and not up to the tough decisions.”

Forewarned, Michael laid the groundwork with Vaughan to
gain time for diagnosis and planning. “I want to operate on a
90-day time frame, starting with 30 days to get on top of things,”
he told her. “Then I will bring you a detailed assessment and plan
with goals and actions for the next 60 days.” Michael updated
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her regularly on his progress. Pressed by her to make a call on a
major systems purchase after three weeks, Michael held firm to
his schedule. At the end of 30 days, he delivered a strong plan
that pleased his new boss.

A month later, Michael returned to report some early wins and
to ask Vaughan for more head count to advance a key project. She
subjected him to withering questioning, but he was on top of his
business case. Eventually she agreed to his requests but set strict
deadlines for achieving results. Armed with what he needed, Michael
was soon able to report that he had met several interim targets.

Building on his momentum, Michael raised the question of
style at their next meeting: “We have different styles, but I can
deliver for you,” he said. “I want you to judge me on my results,
not on how I get them.” It took nearly a year, but Michael built a
solid, productive working relationship with Vaughan.

To succeed as Michael did with a new boss, it’s wise to nego-
tiate success. It’s well worth investing time in this critical rela-
tionship up front, because your new boss sets your benchmarks,
interprets your actions for other key players, and controls access
to resources you need. He will have more impact than any other
individual on how quickly you reach the break-even point, and
on your eventual success or failure. .

Negotiating success means proactively engaging with your
new boss to shape the game so that you have a fighting chance
of achieving desired goals. Many new leaders just play the game,
reactively taking their situation as given—and failing as a result.
The alternative is to shape the game by negotiating with your boss
to establish realistic expectations, reach consensus, and secure
sufficient resources. By negotiating effectively with Vaughan,
Michael laid the foundation for his success.
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Keep in mind that the nature of your relationship im.nr your
new boss should depend on your level in the organization and
the business situation you face. The higher you rise, the more
autonomy you're likely to have. This is especially the case if you
and your boss are situated in different locations. Lack of oversight
can be a blessing if you get what you need to succeed. Or it can be
a curse if you get enough rope to hang yourself.

What you need from a boss also varies among the STARS
business situations. In start-ups, you need resources and perhaps
protection from higher-level interference. In nE.nmm.o:zn_m. you
may need to be pushed to cut back the business quickly to the
defensible core. When you’re accelerating growth, the key may be
securing appropriate levels of investment. If you're in a realign-
ment, you may need your boss to help you make the case for
change. In a sustaining-success situation, you may need help to
learn about the business and avoid early mistakes that threaten
the core assets.

There is much you can do to build a productive working rela-
tionship with your new boss, and you should start @om.nm wﬂ. as
soon as you're being considered for a new role. Keep it in 5:&

as you participate in interviews, get selected, and formally begin
the new job. . .

This chapter shows you how to engage in the right kinds of
dialogue with your new boss. Read it even if you _&: ._um. report-
ing to the same boss in your new role. Your nnwnﬁ_o:mr_.@ likely
won’t stay the same. The boss’s expéctations may be n.rmmﬁm:r
and you may need more resources. Many managers B_mﬁm_ﬁn:._%
assume that they can continue to work with a current boss in
the same way despite being in a different role. Don’t make this

€rror.
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Think also about how you might use the ideas in this chap-
ter to accelerate relationship building with your own new direct
reports. After all, don’t you have a big stake in getting them to the
break-even point as quickly as possible?

Focusing on the Fundamentals

How do you build a productive relationship with a new boss?
There are some basic do’s and don’ts. Let’s start with the don’ts.

* Don’t stay away. If you have a boss who doesn’t reach
out to you, or with whom you have uncomfortable
interactions, you will have to reach out yourself. Otherwise,
you risk potentially crippling communication gaps. It may
feel good to be given a lot of rope, but resist the urge to
take it. Get on your boss’s calendar regularly. Be sure your
boss is aware of the issues you face and that you are aware

of her expectations, especially whether and how they’re
shifting,

Don’t surprise your boss. It’s no fun bringing your boss
bad news. However, most bosses consider it a far greater
sin not to report emerging problems early enough. Worst
of all is for your boss to learn about a problem from
someone else. It's usually best to give your new boss

at least a heads-up as soon as you become aware of a
developing problem.

* Don’t approach your boss only with problems. That
said, you don't want to be perceived as bringing
nothing but problems for your boss to solve. You
also need to have plans for how you will proceed.
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This emphatically does not mean that you must fashion
full-blown solutions: the outlay of time and effort to
generate solutions can easily lure you down the rocky
road to surprising your boss. The key here is to give
some thought to how to address the problem—even
if it is only gathering more information—and to your
role and the help you will need. (This is a good thing
to keep in mind in dealing with direct reports, too. It
can be dangerous to say, “Don’t bring me problems,
bring me solutions.” Far better is, “Don’t just bring
me problems, bring me plans for how we can begin
to address them.”)

Don’t run down your checklist. There is a tendency,

even for senior leaders, to use meetings with a boss as

an opportunity to run through your checklist of what
you've been doing. Sometimes this is appropriate, but

it is rarely what your boss needs or wants to hear. You
should assume she wants to focus on the most important
things you're trying to do and how she can help. Don't
go in without at most three things you really need to
share or on which you need action.

Don’t expect your boss to change. You and your new
boss may have very different working styles. You may
communicate in different ways, motivate in different
ways, and prefer different levels of detail in overseeing
your direct reports. But it’s your responsibility to adapt
to your boss’s style; you need to adapt your approach to
work with your boss’s preferences.

There are some fundamental do’s as well. Following them will

make your life easier.
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* Clarify expectations early and often. Begin managing
expectations from the moment you consider taking a
new role. Focus on expectations during the interview
process. You are in trouble if your boss expects you to
fix things fast when you know the business has serious
structural problems. It’s wise to get bad news on the table
early and to lower unrealistic expectations. Then check
in regularly to make sure your boss’s expectations have
not shifted. Revisiting expectations is especially impor-
tant if you're onboarding from the outside and don’t
have a deep understanding of the culture and politics.

* Take 100 percent responsibility for making the
relationship work. This is the flip side of “Don’t stay
away.” Don't expect your boss to reach out or to offer
you the time and support you need. It’s best to begin by
assuming that it’s on your shoulders to make the rela-
tionship work. If your boss meets you partway, it will be
a welcome surprise.
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know, aim for early results in those areas. One good
way is to focus on three things that are important to
your boss and discuss what you're doing about them
every time you interact. In that way, your boss will feel
ownership of your success.

Pursue good marks from those whose opinions your
boss respects. Your new boss’s opinion of you will be
based in part on direct interactions and in part on what
she hears about you from trusted others. Your boss will
have preexisting relationships with people who are now
your peers and possibly your subordinates. You needn’t
curry favor with the people your boss trusts. Simply be
alert to the multiple channels through which informa-
tion and opinion about you will reach your boss.

With these basic rules in mind, you can begin to plan how to

engage with your new boss.

* Negotiate time lines for diagnosis and action planning. : Planning for Five Conversations
Don't let yourself get caught up immediately in
firefighting or be pressured to make calls before you're
ready. Buy yourself some time, even if it’s only a few

Your relationship with your new boss will be built through an
ongoing dialogue. Your discussions will begin before you accept

. izati iti inue into your transition and beyond.
weeks, to diagnose the new organization and come up the new position and conti y y

with an action plan. It worked for Michael in his dealings ] Several fundamental subjects belong at the center of _.&.Lm dialogue.
with Vaughan, and it can work for you. The 90-day plan In fact, it's valuable to include plans for five mvnn_ma nowénam-
discussed at the end of this chapter is an excellent vehicle. : tions with your new boss about transition-related sub Hm.nﬁm in your
90-day plan. These are not subjects to be dealt with in separate

* Aim for early wins in areas important to the boss. Enn&bmm but are intertwined threads of m_._&om:m.

Whatever your own priorities, figure out what your

boss cares about most. What are his priorities and goals, 1. The situational diagnosis conversation. In this conversa-

i : he
and how do your actions fit into this picture? Once you tion, you seek to understand how your new boss sees t
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STARS portfolio you have inherited. Are there elements of
start-up, turnaround, accelerated growth, realignment, and
sustaining success? How did the organization reach this
point? What factors—both soft and hard—make this situ-
ation a challenge? What resources within the organization
can you draw on? Your view may differ from your boss’s,
but it is essential to grasp how she sees the situation.

2. The expectations conversation. Your goal in this conver-
sation is to understand and negotiate expectations. What
does your new boss need you to do in the short term and
in the medium term? What will constitute success? Criti-
cally, how will your performance be measured? When?
You might conclude that your boss’s expectations are
unrealistic and that you need to work to reset them. Also,
as part of your broader campaign to secure early wins,
discussed in the next chapter, keep in mind that it’s better
to underpromise and overdeliver.

3. The resource conversation. This conversation is essentially
a negotiation for critical resources. What do you need to
be successful? What do you need your boss to do? The
resources need not be limited to funding or personnel. In
a realignment, for example, you may need help from your
boss to persuade the organization to confront the need for
change. Key here is to focus your boss on the benefits and

costs of what you can accomplish with different amounts
of resources.

4. The style conversation. This conversation is about how
you and your new boss can best interact on an ongoing
basis. What forms of communication does he prefer, and
for what? Face-to-face? Voice, electronic? How often?
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What kinds of decisions does he want to be consulted on,
and when can you make the call on your own? How do
your styles differ, and what are the implications for the

. 2
ways you should interact?

5. The personal development conversation. Once %D.c,_.n a
few months into your new role,'you can begin to nr.mﬂ._m.m
how you’re doing and what your developmental priorities
should be. Where are you doing well? In what areas do you
need to improve or do things differently? Are ﬁrmnn.?.c j-
ects or special assignments you could undertake (without

sacrificing focus)?

In practice, your dialogue about these subjects will ownm_mm mnm
evolve over time. You might address several of the five issues :.pvm
single meeting, or you might work out am.;mm related to ozw m‘c @.
ject through a series of brief exchanges. zﬁr.m_& covered mM_%M mM.
expectations in a single meeting and established a sche Hle .oH
talking about the situation and more deeply m.;uozﬁ Qmwnﬂmnﬂwv.

However, there is logic to the sequence just &mmnﬂvnm. our
early conversations should focus on m;:mzwnm_ diagnosis, nx_un...nE
tions, and style. As you learn more, you will _um.. Rw&w to negotiate
for resources, revisiting your diagnosis of the situation w:m wanw-
ting expectations as necessary. dﬁuﬂ.._ you feel the R_mso“mw:u M
reasonably well established, you can _:Edn_ﬁon the persona eve
opment conversation. Take time to plan for each nozﬂaaﬂwﬂowu

and signal clearly to your boss %r.mﬂ you hope to accomplish in
each exchange. .
Use table 4-1 to take stock of where you n:ﬂmn&‘ m.nw:m in
having each of these conversations and what your w.zoﬂ.:_nm, are
for the next 30 days. If you're in the process of interviewing for a
new role, use it to capture what you've learned and identify focal

points for conversation.
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TABLE 4-1

The five conversations

Conversation Current status Priorities for the next
30 days

Situation: How does your

boss see your STARS

portfolio?

Expectations: What
are you expected to
accomplish?

Resources: What
resources do you have at
your disposal?

Style: How can you best
work together?

Personal development:

What is going well, and
what do you need to do
differently?

Now use the detailed guidelines that follow to plan the next
steps for each of the five conversations with your new boss.

Planning the Situation Conversation

Reaching a shared understanding of the business situation you
face, and of its associated challenges and opportunities, is your
goal in the situational diagnosis conversation. This shared under-
standing is the foundation for everything you will do. If you and
your boss do not define your new situation in the same way, you
will not receive the support you need. Thus, your first discussion
should center on clearly defining your new situation using the
STARS model as a shared language. (The same is true, as T discuss
later, with your team.)
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Match Your Support to Your Situation

The support you need from your boss will depend on your STARS
portfolio—start-up, turnaround, accelerated growth, realignment,
sustaining success, or some mix. Once you reach a common under-
standing of the situation, think carefully about the role you need
your new boss to play and the kinds of support you will ask for.
In all five situations, you need your boss to give you the direction,
support, and space to do your job. Table 4-2 lists typical roles your
boss might play in each of the STARS situations.

TABLE 4-2

Matching support to your situation

Situation Typical roles for your boss

Start-up s Help getting needed resources quickly
+ Clear, measurable goals

* Guidance at strategic breakpoints

.

Help staying focused
Turnaround Same as start-up, plus

« Support for making tough personnel calls

e Support for changing or correcting external
image

¢ Help cutting deeply enough, fast enough

Accelerated growth Same as start-up, plus

s Support for getting investment to fuel growth
at the right rate In the right ways

s Help making the case for new systems and
structures

Realignment Same as start-up, plus

= Help making the case for change, especially
if you're from outside

Sustaining success Same as start-up, plus

e Constant reality testing: Is this a sustaining-
success situation, or is it a realignment?

« Support for playing good defense and
avoiding mistakes that damage the business

¢ Help finding ways to take the business to a
new level
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Planning the Expectations Conversation

The point of the expectations conversation is for you and your
boss to clarify and align your expectations about the future. You
need to agree on short- and medium-term goals and on timing.
Ciritically, you need to agree on how your boss will measure prog-
ress. What will constitute success, for your boss and for you?
When does your boss expect to see results? How will you measure
success? Over what time frame? If you succeed, what is next? If
you don’t manage expectations, they will manage you.

Match Expectations to the Situation

Closely align your expectations with your shared assessment of the
situation. In a turnaround situation, for example, you and your
boss would probably agree on the need to take decisive action
quickly. You would both have explicit expectations for the imme-
diate future, such as making difficult decisions to reduce costs in
nonessential areas or concentrating on the products with the high-
est margins. In this scenario, you would probably measure success
by improvements in the business’s overall financial performance.

Aim for Early Wins in Areas Important to Your Boss

Whatever your own priorities, pinpoint what your boss cares
about most, and aim for early wins in those areas. If you want to
succeed, you need your boss’s help; in turn, you should help her
succeed. When you pay attention to your boss’s priorities, she will
feel ownership in your success. The most effective approach is to
integrate your boss’s goals with your own efforts to get early wins.

If this is impossible, look for early wins based solely on your
boss’s priorities.
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Identify the Untouchables

If there are parts of the organization—products, facilities, people—
about which your new boss is proprietary, it is essential to identify
them as soon as possible. You don’t want to find out that you're
pressing to shut down the product line your boss started up or to
replace someone who has been his 5%& ally. So try to deduce what
your boss is sensitive about. You can do this by understanding your
boss’s personal history, by talking to others, and by paying close
attention to facial expression, tone, and body language. If you're
uncertain, float an idea gently as a trial balloon, and then watch his

reactions closely.

Educate Your Boss

One of your immediate tasks is to shape your boss’s perceptions of
what you can and should achieve. You may find her expectations
unrealistic, or simply at odds with your own beliefs about what
needs to be done. If so, you must work hard to make your views
converge. In a realignment, for example, your boss might attribute
the worst problems to a certain part of the business, whereas you
believe they lie elsewhere. In this case, you would need to educate
your boss about the underlying problems to reset expectations.
Proceed carefully—especially if your boss feels invested in the way
things have always been or is responsible in part for the problems.

Underpromise and Overdeliver

Whether you and your boss agree on expectations, try to bias
yourself somewhat toward underpromising achievements and
overdelivering results. This strategy contributes to building cred-
ibility. Consider how your organization’s capacity for change
might affect your ability to deliver on the promises you make.
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Be conservative in what you promise. If you deliver more, you will
delight your boss. But if you promise too much and fajl to deliver,
you risk undermining your credibility. Even if you accomplish a
great deal, you will have failed in the boss’s eyes.

Clarify, Clarify, Clarify

Even if you’re sure you know what your boss expects, you should
go back regularly to confirm and clarify. Some bosses know what
they want but are not good at expressing it. You don’t want to
achieve clarity only after you have headed down the wrong road.
So you must be prepared to keep asking questions until you’re
sure you understand. Try, for example, asking the same questions
in different ways to gain more insight. Work at reading between
the lines accurately and developing good hypotheses about what
your boss is likely to want. Try to put yourself in his shoes and
understand how his boss will evaluate him. Figure out how you
fit into the larger picture. Above all, don’t let key issues remain
ambiguous. Ambiguity about goals and expectations is danger-
ous. A tie in a conflict over what was said about expectations in
an earlier conversation doesn’t go to you. It goes to your boss.

Planning the Resource Conversation

The resource conversation is an ongoing negotiation with your
new boss for critical resources. Before you launch this conversa-
tion, you must have agreement with your boss on your STARS
portfolio and associated goals and expectations. Now you must
secure the resources you need to meet those expectations.

The resources you need will depend on the situations you’re
dealing with.,
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¢ In start-up situations, your most urgent needs are likely
to be adequate financial resources, technical support, and

people with the right expertise.

¢ In turnaround situations, you need authority, backed by
political support, to make the tough decisions and secure
scarce financial and human resources.

* In accelerated-growth situations, you need the investment
necessary to support growth, as well as support for putting
in place needed systems and structures.

* In realignment situations, you need consistent, public
backing to get the organization to confront the need
for change. Ideally, your boss will stand shoulder to
shoulder with you, helping pierce through denial and

complacency.

¢ In sustaining-success situations, you require financial
and technical resources to sustain the core business
and exploit promising new opportunities. You also need
periodic pushes to set stretch goals that will keep you
from drifting into complacency.

The first step is to decide what resources—tangible and intan-
gible—you must have to succeed. Identify the resources already
available to you, such as experienced people or new w.Honm:nm
ready to be launched. Then Emum? the resources you will need
help in obtaining. Ask yourself, “What exactly do I need from my
boss?” The sooner you can articulate the resources you need, the
sooner you can broach these requests.

It’s best to put as much as possible on the table as early as
possible. Try using the menu approach: lay out the costs and
benefits of different levels of resource commitment. “If you want
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my sales to grow seven percent next year, I need investment of X
dollars. If you want ten percent growth, I will need Y dollars.”
.Oo:um back for more too often is a sure way to lose credibility. If
it takes more time to get a handle on the resources you need to
achieve specific goals, then so be it. Michael negotiated for the
necessary time—a critical resource—to avoid this problem.

Play or Change the Game?

You may be able to achieve your goals by playing the game
according to the prevailing rules. If you can maneuver within the
accepted cultural and political norms, your resource requests will
be expected—and you will find it easier to get what you need.

In other situations—notably realignments and turnarounds—
you may need to change or even abandon established ways of
doing business. Your resource requests will probably be more
sweeping, and failure to secure them more damaging. You will
have to negotiate harder to get what you need. These circum-
stances call for being clear about how the situation, expectations
and resources must line up to give you a reasonable shot at mcn‘.
cess. Clarify your needs in your own mind before you enter these
discussions, back them up with as much hard data as you can
get, and prepare to explain exactly why you see certain resources
as essential. Then stick to your guns. Keep coming back. Enlist
others to help make your case. Seek out allies within and outside

your organization. It is better to push too hard th
bleed to death. s Sy

Negotiate for Resources

As you seek commitments for resources, keep these principles of
effective negotiation in mind.
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« Focus on underlying interests. Probe as deeply as
possible to understand the agendas of your boss and any
others from whom you need to secure resources. What is

in it for them?

s Look for mutually beneficial exchanges. Seek resources
that both support your boss's agenda and advance your
own. Look for ways to help peers advance their agendas

in return for help with yours.

« Link resources to results. Highlight the performance
benefits that will result if more resources are dedicated to
your unit. Create the menu described earlier, laying out
what you can achieve (and cannot achieve) with current
resources and what different-sized increments would

allow you to do.

Planning the Style Conversation

People’s stylistic preferences affect how they learn, communicate,
influence others, and make decisions. In the style conversation,
your agenda is to determine how you and your boss can best work
together on a continuing basis. This was the key challenge that
Michael faced in working out his relationship with Vaughan.
Even if your boss never becomes a close friend or mentor, it's
essential that you understand what it takes to build a productive

working relationship.

Diagnose Your Boss’s Style

The first step is to diagnose your new boss’s working style and
figure out how it jibes with your own. If you leave messages for
her about an urgent problem, and she doesn’t respond quickly
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but then reproaches you for not giving her a heads-up about
the problem, take note: your boss doesn’t use that mode of
communication!

How does your boss like to communicate? How often? What
kinds of decisions does he want to be involved in, and when can
you make calls on your own? Does your boss arrive at the office
mm_.:w and work late? Does he expect others to do the same?

Pinpoint the specific ways in which your styles differ, and
assess what those differences imply about how you will inter-
act. Suppose you prefer to learn by talking with knowledgeable
people, whereas your boss relies more on reading and analyzin
hard data. What kinds of misunderstandings and problems mi rm
this difference in style cause, and how can you avoid them? mOn
suppose your new boss tends to micromanage, but you prefer a
lot of independence. What can you do to manage this tension?

You may find it helpful to talk to others who have worked with
your boss in the past. Naturally, you must do this judiciously. Be
careful not to be perceived as eliciting criticism of how the _.uOmm
leads. Stick to less fraught issues, such as how the boss prefers to
moanﬂ::womﬁn. Listen to others’ perspectives, but base your evoly-
ing strategy chiefly on your own experience.

O.?n?@ too, how your boss deals with others. Is there
consistency? If not, why not? Does the boss have favorites? Is
he particularly prone to micromanaging certain issues? Has

he come down hard on a few people because of unacceptable
performance?

Scope Out the Dimensions of Your Box

M\omn. boss will have a comfort zone about her involvement in
decision ﬂ&cam. Think of this zone as defining the boundaries
of the decision-making box in which you will operate. What sorts

of decisions does she want you to make on your own but tell her
about? Are you free, for example, to make key personnel deci-
sions? When does she want to be consulted before you decide?
Is it when your actions touch on broader issues of policy—for
example, in granting people leave? Or when there are hot politi-
cal issues associated with some of the projects you're working on?
When does she want to make the decision herself?

Initially, expect to be confined to a relatively small box.
As your new boss gains confidence in you, the dimensions of the
box should increase. If not, or if it remains too small to allow you

to be effective, you may have to address the issue directly.

Adapt to Your Boss’s Style

Assume that the job of building a positive relationship with your
new boss is 100 percent your responsibility. In short, this means
adapting to his style. If your boss hates voice messages, don’t
leave them. If he wants to know in detail what is going on, over-
communicate. Of course you should not do anything that could
compromise your ability to achieve superior business results, but
do look for opportunities to smooth the day-to-day workings of
your relationship. Others who have worked with your boss can
tell you what approaches they found successful. Then judiciously
experiment with the tactics that seem most promising in your
case. When in doubt, simply ask your boss how he would prefer

you to proceed.

Surface the Difficult Issues

When serious style differences arise, it'’s best to address them
directly. Otherwise, you run the risk that your boss will interpret
a style difference as disrespect or even incompetence on your part.
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Raise the style issue before it becomes a source of irritation, and
talk with your boss about how to accommodate both your styles.
This conversation can smooth the path for both of you to achieve
your goals. This is what Michael did, although he wisely waited
to build credibility before addressing it.

One proven strategy is to focus your early conversations
on goals and results instead of how you achieve them. You
might simply say that you expect to notice differences in how
the two of you approach certain issues or decisions but that
you're committed to achieving the results to which you have
both agreed. An assertion of this kind prepares your boss to
expect differences. You may have to remind your boss periodi-
cally to focus on the results you're achieving and not on your
methods.

It may also help to judiciously discuss style issues with some-
one your boss trusts, who can enlighten you about potential
issues and solutions before you raise them directly with your boss.
If you find the right adviser, he may even help you broach a dif-
ficult issue in a nonthreatening manner.

Don’t make the mistake of trying to address all style issues in
a single conversation. Nevertheless, an early dialogue explicitly
devoted to style is an excellent place to start. Expect to continue

to be attentive to, and adapt to, the boss’s style as your relation-
ship evolves.

Planning the Personal Development Conversation

Finally, when your relationship with your boss has matured a bit
(roughly the 90-day mark is a good rule of thumb), begin to dis-
cuss how you’re doing. This need not be a formal performance
review, but it does need to be an open discussion of how things

Negotiate Success 107

are going. What are you doing well, and what do you nmn.m to do
differently? What skills do you need to develop to n_o.. ..nrn job bet-
ter? Are there shortcomings in your leadership capacities that you
need to address? Are there projects or special assignments that
you could get involved in (without sacrificing focus) that could
strengthen your skills? , .

It’s especially critical thatyou do this when you're E&.ﬁ:m
key career passages. If you're a first-time manager, get into
the habit early of asking your boss for feedback and help in
developing your supervisory skills. Your willingness to mnww
candid feedback on your strengths and weaknesses—and, crit-
ically, your ability to act on the feedback—sends a powerful
message. .

The same principle holds whether you're becoming a man-
ager of managers for the first time, a m:._n&o:&. _nm.anr a general
manager, or a CEO. Whenever you are at a point in your Sirere
when success demands a different set of skills and attitudes, disci-
pline yourself to be open to learning from others who have gone
before you. . .

Don’t restrict your focus to hard skills. The higher you fise;
the more important the key soft skills of cultural m.:& political
diagnosis, negotiation, coalition building, and conflict manage-
ment will become. Formal training can help, but &nﬁn_omamwﬂa
mmmwmbamsa|m: project teams, in new parts of the .Em.m:ﬁmﬁo?
in different functions, in different locations—are indispensable

in honing these key managerial skills.

Working with Muitiple Bosses

You face even more daunting challenges in managing expecta-
tions if you have more than one boss (direct or dotted-line). The
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same princi
- Uw::n%_nm hold, but the emphasis shifts. If you have mul
iple bos -
i _Mu& _ ses, you must be sure to careful ly balance perceived wins
osses among them. If one b
. e boss has substantiall
o , ; y more power,
e es sense to bias yourself somewhat in her direction
arly on y
%._u_ , as long as you redress the balance, to the greatest extent
0ssi .
W e, later. If you can’t get agreement by working with your
0sses one-on-one, you m i
ust essentially force th
the table togethe i s vosowill g
r to thrash issues out. O i
< . Otherwise, vo ill
e e o , you will get
Mm A mc pieces. You should complete a version of table 4-1 for
ch o .
ach of your bosses, and look closely at where their views of the
situat i
10ns, expectations, and resources converge and where they

diverge i i
ge. wm%. attention, too, to differences in their styles, and
adapt accordingly. R

Working at a Distance

MM“M”mEm JM?H_ v_ac are located far from your boss presents a dif
rent set of challenges. The risk is greater of fallin f :
without realizing it. This puts the onus on yo e even o
discipline over communication, mnrnn_EEM nU_Hmc MMMn”zMNMH:BoH
be sure you stay aligned. Tt also is even more critical to est MM nM
clear m.nm comprehensive metrics so that your boss gets a _.nm .,

able picture of whar is going on and you can more eff ively
manage by exception. .
| Ificis T:Smwa\ possible, you should plan to have one or mo

w:-vﬂ.mon meetings a.q:r your boss early on. It is essential to EEH
ace-to-face connections early on to begin to establish a basis of
confidence and trust (the same is true if you're leading a virtual

team). So if this means
you need to fight for th
halfway around the world, you should do it. i
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Think, too, about good ways to carve out time with your boss,

who is likely to be busy and buffered by requests from people

who are more physically present than you are. Identify windows

of time when your boss is less likely to be completely occupied—
for example, during the times when she is traveling to or from

the office. '

Putting It All Together: Negotiating Your 90-Day Plan

No matter what situation you're entering, it can be useful to cre-
ate a 90-day plan and get buy-in from your boss. Usually, you
will be able to devise a plan after a couple of weeks in the new job,
when you have begun to connect with the organization and get
the lay of the land.

Your 90-day plan should be written, even if it consists only
of bullet points. It should specify priorities and goals as well as
milestones. Critically, you should share it with your boss and
seek buy-in for it. It should serve as a “contract” between the two
of you about how you're going to spend your time, _m@n_:msm, out
both what you will do and what you will not do.

To begin to sketch out your plan, divide the 90 days into three
blocks of 30 days. At the end of each block, you will have a review
meeting with your boss. (Naturally, you're likely to interact more
often than that.) You should typically devote the first block
of 30 days to learning and building personal credibility. Like

Michael, you should negotiate for this early learning period and
then try to hold your boss to that agreement. Then you can pro-
ceed to develop a learning agenda and learning plan for yourself.
Set weekly goals for yourself, and establish a personal discipline

of weekly evaluation and planning,.
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Your key outputs at the end of the first 30

days will be a diag-
nosis of the situation,

an identification of key priorities, and a
plan for how you will spend the next 30 days. This plan should
address where and how you will begin to seek
Your review meeting with your boss should focu
and expectations conversations,
sus about the situation,

some early wins,
s on the situation
with an eye to reaching consen-
clarification of expectations, and buy-in
to your plan for the next 30 days. Continue the weekly discipline
of evaluation and planning,

At the 60-day mark, your review meeting should focus on
assessing your progress toward the goals of your plan for the pre-
vious 30 days. You should also discuss what you plan to achieve
in the next 30 days (that is, by the end of 90 days). Depending
on the situation and your level in the organization,
this juncture might include identifying the resource
pursue major initiatives,
strategy and structure,
your team.,

your goals at
s necessary to
fleshing out your initial assessments of
and presenting some early assessments of

Planning the Five Conversations with Your Team

Finally, you won’t merely have a new boss;
a new boss as well. You will almost certain
dinates. Just as you need to develop a pro
with your new boss, 50, too, will

you are likely to be
ly have new subor-
ductive relationship

they need to work effectively
with you. In the past, have you done a good job of helping sub-

ordinates with their transitions? What might you do differently
this time?

Think about how to apply all the advice in this chapter to work-
ing with your own direct reports. The golden rule of transitions is to
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transition others as you would wish to Jm transitioned u\o:ﬂ.mMM MH
“The Golden Rule of Transitions™). w.:w mws._n.mﬂnﬂ.uo:a n:r o
framework can help you build productive Hm_mmo_m ﬁmr MB e
people who report to you. Hzﬁoaﬁnw the m._,panéon mﬁor e w&a
away, and schedule a first conversation with nm_nr 0 ﬁ” M o
about the situation and about your nxmnn_“wm“bﬂwm MS&:W o
; re-work before the meeting—for > tez
Hm”“now matching strategy to situation. See how fast you can

accelerate their transitions.

The Golden Rule of Transitions

Think about how you would like ?ms_“ UOM_M”MM M“UMMMMMHH”HM

into new roles. Ideally, what kinds of gui - -

H:MM M<M<HMM H__.“,/_QM,MMM““mm:ﬂwcmﬁswo“vﬁﬂczgamw _V,M_,_.“H@Z:mm“ﬂjm:i

N A. ts. Do you transition others as

<o.”h“<“h_caxH_Uw”mﬁmo.ﬁMMMmeMHMﬂMMMMcGM_Q__M HJHMW%:UMN._MH‘MH

w

m_,mHM”“ M:ﬂmwﬁﬂm“cﬂonﬁw_ohm“_«ww&H«MMH «mmwo;mh then you are part

rep

i HMMW%HHW reports accelerate their transitions is about :.Hoﬂm
ibuti thers' develop-

o G aneri 6 £ AP0 1A

able they will be to help you _.mmn: your goals.

Use table 4-3 to keep track of where you stand in having those

key conversations with each of your reports.
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. ol ou
TABLE 4-3 of communication does he prefer? How often should y

H 7 i w t
The five conversations and your team interact? How much detail should you providel F

types of issues should you consult with him about before

List your team members in the first column. Then assess where you stand

—
in having the five conversations with each one. Circle the ones that are your mmDmEm. :
Arnies. 5. Create a plan for the resource conversation. Given what i
o " ?
you need to do, what resources are absolutely needed?
Team Situation | Expectations | Resources | Style | Personal
member

m ?
development With fewer resources, what would you have to forgo? If
S The
you had more resources, what would the benefits be? Be

sure to build the business case.

6. Create a plan for the personal development nondn.mmmaos.
What are your strengths, and where do you need improve-
ment? What kinds of assignments or projects might help
you develop skills you need?

7. How might you use the five conversations framework to
~ccelerate the development of your team? Where are you
in terms of having the key conversations with each of your

NEGOTIATE SUCCESS—CHECKLIST = e
1. How effectively have you built relationships with new

bosses in the past? What have you done well? Where do
you need improvement?

2. Create a plan for the situational conversation. Based on
what you know now, what issues will you raise with your
boss in this conversation? What do you want to say up
front? In what order do you want to raise issues?

3, Create a plan for the expectations conversation. How will
you figure out what your new boss expects you to do?

4. Create a plan for the style conversation. How will you
figure out how best to work with your boss? What mode




