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Executive Warfare

10 Rules of Engagement For Winning Your War For Success
By David D’Alessandro
[Fertig Notes]

· Once you reach a certain level, the odds are against your rising higher, and there are more and more people standing in your way.  It’s relatively easy to be successful in the middle.  You just have to do the things that were drummed into all of us as children: be smart, hard-working, able to show results.  Once you reach a certain point, however, it’s no longer enough to be smart, hard-working, able to show results; your rivals are all smart, hard-working, able to show results.  It’s not just that the pyramid narrows and the competition toughens as you rise.  It’s that the game changes fundamentally.

· Chances are good that the higher-ups are listening to your peers.  They are also listening to the people in human resources, the general’s counsel’s office and the accounts payable department that processes your expenses.  They may very well be listening to some of your underlings, too, who are probably more prominent themselves than any underlings you’ve ever had to supervise before.  Threse bosses are definitely listening to the outsiders you might expect to be influential, such as clients, regulators, (boosters) and the press.  But they’re also listening to the ones you don’t expect: the spouses of the people you work with and the guy at the gym who notices your temper tantrums when you lose a racquetball game.  So now, in addition to getting your job done and done well, you have to develop some very adult skills.

· Good intentions do not count.  Every foolish word out of your mouth is subject to scrutiny by the people both above and below you.  There is that much at stake – money, prestige, the power to make real decisions – that the competition will be ruthless.  Bosses at this level will not put up with anything or anybody who risks embarrassing them.  

· And you can’t always expect to be judged fairly.  Some people will know you intimately.  They may discount your hard work and dedication just because they are in the mood for a new face.  Even worse, some of these people will be actively rooting for you to fail.

· At a certain level, your bosses cease giving you praise when you do well.  High performance is simply expected.

· The single greatest reason why otherwise talented people get stuck in midcareer is because they believe that the same rules that applied for the first part of their career still apply.  They don’t.  You now have to master a much subtler set of rules.  You’ll need to learn how to acquire the global perspective your peers lack, when and how to deliver bad news, when to take a shot at your rivals and when to be gracious, and most important, how to handle the many new influences on your trajectory.

· Intelligence, imagination and cunning are all required – but not underhandedness.  I don’t believe you need to be devious to succeed.  If you have no humanity, you will inspire no one.  And no matter how tough the game gets, you are more likely to win it if you maintain your sense of fun.

· If you fail to anticipate what the other players are doing, you are not a player. You are why they invented bleachers.
ATTITUDE, RISK AND LUCK 
· Bertrand Russell: Most people would rather die than think; in fact, many of them do.
· I don’t care what your parents told you.  You can’t be anything you want to be.  Even among those who do play the piano well, very few will get to Carnegie Hall.  On the other hand, a substantial number of them could conceivably make a good living at a piano bar.  The same holds true for every kind of career.  Much of life – and work – is about finding the right instrument to play in the right orchestra.  Sounds easy?  It’s not.
· Even incredibly smart people end up merely doing well because they are unwilling to risk for any change.  Having a natural aptitude for an instrument is such an enormous advantage that if you don’t have it, you have to work three times harder than the people who do, even to be credible.  And you may never be more than mediocre.  Find a job for which you are well suited, one that makes you happy.  And that is doable.
· To rise, you too may have to broaden your horizons, and you may have to look for an employer who will allow you to broaden them.  You’ll also need three things: the right attitude, a willingness to take calculated risks and dumb luck.
· ATTITUDE First, learn how to present well.  Second, study, study, study,…to master the art of knowing what nobody else has even considered.  By learning as much as you can about an organization as a whole, you are able to show dimension and prove that you belong in a broader role – possibly one that spans the whole organization.  Ideally, you will get to a point where people start thinking they cannot afford to lose you.  Most important, you will have to learn to not be stupid.
· The first thing people are told when they go into politics is, “Get used to the scrutiny.”  This applies just as well to higher management.  
· I was once in one of those general stores that have everything.  I went to check out and near the cash register, there was a board with Xeroxes of people’s driver’s licenses and the checks they bounced.  I saw one of my own employees there.  It wasn’t a very big check, something around $37.90.  He wasn’t a criminal.  But every time I saw that guy after that, I thought, how responsible can he be?
· It takes a lot of discipline to make it to the senior levels of any organization and a tremendous amount of discretion, not just in your professional behavior but also in your personal behavior.  Keep your personal life private.  Take the risk of people not knowing you.  Anything you reveal will eventually come back to haunt you.  Very few people have ever been promoted after a heart attack.  Never mind that bypass surgery is a miracle.  Nobody who admits to being an alcoholic gets to be CEO.  You may get big bucks on your career, but you don’t get the big chair.  You should never have a martini at a company event.  Ever.  Once you embarrass yourself in public, you will never get rid of  that doubt. 
· With every office romance, somebody is going to move on faster than natural laws would dictate.  So think about whether it’s worth it.
· Be yourself and get points for having the courage of your own style.  Be yourself, but disarm potential critics where you can by being self-deprecating.
· RISK Higher management is all about handling risks intelligently and in a calculated fashion.  In late 2007, executives took on too much risk, which does more to end careers than anything except taking on too little.  Risk is still the name of the game.
· There was a certain macho appeal to fighting and litigators like to litigate.  Isn’t it better for us to fess up?  Didn’t we learn that in second grade?
· Take risks in a calculated way.  The worst sin is not to be able to understand the risks you face, either because you are so risk-averse that you say “No” to everything or because have no risk filter whatsoever.  Many people never rise above a certain level because they never see the downside of anything, particularly since it is not their own money at risk.  Other managers become so reckless in their risk taking simply because the pressure is on them to generate new revenue.  They do it because their competition’s doing it.  They failed miserably because they just haven’t done the proper research. 
· Just as dangerous as the risk-lovers are those people who never saw a project they didn’t want to kill.  These people often come from the financial side.  Nothing ever gets done in their area.  Their thinking is that if the risk is not taken, there is no downside.  Well, they’re wrong.  The downside is that no money comes in.  Consider Detroit, where there seems to be a lot of these people.  The mind-set is, “We’ve made big cars all of our lives.  We’re going to continue to make big cars.  It’s always served us well.  If the public doesn’t like it, too bad.
· Playing safe is often the riskiest thing you can do in a career.  If you stand still, the odds are overwhelming that the world will leave you behind.

· You set the tone.  If you have a low tolerance for any kind of mistake from the people who work for you, you will only get safe decisions from them.  Be open to new ideas, but do the work to analyze the risk.  Surround yourself with people who can give you good answers as to what the risks really are.
· If the risk goes south, you need to fess up early.
· LUCK Nobody gets to the top without being lucky.  Good luck often takes the form of having the right skills at the right moment.  Often you get the brass ring not because you reached so deftly for it, but because it smacked you in the nose.
· Luck works the other way, too.  Sometimes when you get passed over for a promotion, it ain’t because you weren’t good enough, and it ain’t your fault.  So what can you do if you find yourself passed over for the promotion you should have gotten?  Make your own luck.
· You may never get the opportunity to test yourself outside your discipline because the discipline you want to move into already has so many good people.  
· Stay too long at the Nikes of this world, and you may start to look like Rumplestiltskin.  You can spin straw into gold, but nobody knows your name.
BOSSES

· Charles J. Sykes: If you think your teacher is tough, wait till you get a boss.  He doesn’t have tenure.
· The first rule of your relationship with your boss is to understand that it’s a business transaction.  That doesn’t mean it has to be unpleasant.  But it’s a cold fact of ambition.  Bosses are, at best, a means to an end.  Most of the time, they are merely the major obstacle standing between you and the prize.  Love them or hate them, what you really want is to get beyond them.
· Bosses are all interested in precisely the same thing – in having you make them look better.  Make sure you get something in return – that they help you rise.  First, if your boss is any good, he is going to be searching for the truth.  They need the truth to make good decisions.  So you have to give him the truth, even when it’s unpleasant.  You’re probably going to engage in some spirited debate with your boss as part of the decision-making process. Second, understand that once the decision is made, even if you don’t agree with it and have argued against it, you must drop your opposition and execute it.
· It’s OK to be a bad boy sometimes, if you do the third essential thing, which is help the boss move the ball from here to there.  All bosses are trying to reach some goal.  Make sure you understand what your boss’s goal is.  Know what his next move’s going to be.  If the boss said, “Look, I’m here just to help the organization do what’s necessary,” I took that with an enormous grain of salt.  However, if you are working for a boss who is truly not ambitious – and hasn’t yet set a nearby retirement date – that is a problem.  He’s trying to play it safe, which means you won’t get noticed.  Get behind a slow moving train like this and you’re his caboose.  There’s a good chance you’re going to get hit by the train behind you.  Bosses without ambition will reward the safe players over you, too.  Who plays it safe and surrounds himself with ambitious people?  Never happens.
· Fourth, assure the boss you are both loyal and discreet.  Never tell stories about your boss.  Your goal is to wind up as the most trusted person in the boss’s stable, a de facto chief of staff.  The downside is that she will become dependent on you.  So, make a pact: “I’ll help you reach your own goals, but you have got to do something for me, which is push me along.”  Make sure the relationship is a deal and try to make sure the promises are enforceable.
· You often have to rely on the word of your boss, who may be utterly trustworthy or as manipulative as a snake.  Bosses can so mess with your psyche, if you let them.  Whenever you can, get promises in writing.  People’s hopes are often dashed because they depend on the word of people above them.
· The Peter Principle, which says people rise to their level of incompetence, is quite flawed.  It assumes there’s a ceiling, that there are no further promotions.  Yet, people rise to their level of incompetence and continue to rise and be even more incompetent, in part because there are a lot of jobs that are just not measurable.  I’m not recommending incompetence as a strategy for advancement, just saying people need a license to cut hair, but not to manage thousands of employees.
· Make sure you’re visible.  Getting exposure to whoever the powers are is important.  Before you go to meetings with your boss and the top people in your organization, study, study, study.  The most helpful thing you can offer is knowledge that allows the higher-ups to evaluate whatever issue is on the table.  Really knowing your stuff is what will get you invited back.
· If the CEO initiates a conversation with you about your boss: “So how do you like working for Joe?”  Assume that whatever you say will get back to the boss.  The safest course is to say something specific and complimentary.  Be balanced and fair because chances are good, first, that the CEO placed Joe in his job and, second, that there is nothing negative you can say about Joe that the CEO doesn’t already know.  Your manner may matter more than the content of your compliment.
· If you help a boss achieve her ambitions – and she rises – you’ll probably rise with her.  Don’t hitch yourself to the best manager.  Don’t hitch yourself just to the favorite.  Don’t hitch yourself just to your own boss.  Hitch yourself to as many people as possible.  You simply cannot depend on any one individual to carry you.  The trick is to ride a bunch of horses without running into conflict.  
· Carry information.  Be a go-between – be discreet about it – and you’ll win the loyalty of a lot of potential risers.  It is important to get a really, really strong sense of where your boss stands with the top decision makers in your organization.  Pay sharp attention in meetings.  Watch the body language particularly carefully.  If you can’t tell how good the relationship is between your boss and the top decision maker, I suggest you find another way to make a living.  
· If you sense your boss is really weak, go to the CEO and say, “My boss is sitting in my chair.”  Then make a case for why his job should be yours.  Of course, to do this, you have to be either very confident or so fed up that anything is better than status quo.  You’d better have an exit plan, too, either in the form of another job offer or sufficient savings to get by.
PEERS (either your most valuable allies . . . or your most dangerous enemies)
· Napoleon Bonaparte: Never interrupt your enemy when he is making a mistake.

· The incestuous logic is that only team players can be trusted to put their organization’s interests before their own, so only team players ca be trusted with big jobs.  As a result, if you appear to be openly aggressive or uncooperative with your peers, it can put the brakes on your career.  But let’s admit, most ambitious people are not naturally team players.  They’re ruthlessly competitive individualists.

· The real rivals among your peers will be room-changers.  Certain people, when they walk into a room, alter the atmosphere.  Everybody else adjusts their posture, their willingness to listen, their ideas.  This is not a full definition of leadership, only its most obvious symptom.

·  Here is the source of the also-rans’ power: They are often trusted by the boss in a way that you and the real contenders are not.  Most executives are risk-averse.  The people who are not in line for big promotions are seen by the bosses as disinterested and therefore saner judges of what’s best for the organization.  As a result, they often become consiglieri, or the real advisors behind the throne.  You can identify the consiglieri by their unfettered access to the boss.  Be aware of who gets to see the big boss alone for an hour a week and try not to alienate them.  People talk, and it is certain that at some point the big boss will ask the consiglieri what they think of you.  The damage they can do in three minutes is considerable.  Go out of your way not to tick off the head of human resources or the general counsel.  Nothing is more terrifying than the prospect of a scandal.  All the general counsel has to say is, “I’m not sure about that woman’s ethics.  She might get you in trouble,” and your career can sustain terrible damage.

· Cultivating the consiglieri can be extraordinarily helpful.  Never introduce big ideas to the boss.  Instead, take one of the consiglieri aside and consult him.  When he mentions it to the boss, you’ll find that when you walk into his office three weeks later to make your pitch, you are far more likely to get a positive reception – first, because the boss has heard the idea from someone he trusts, someone who has no business agenda, and second, because the boss is pleased with himself for being so ahead of the game.  The key thing to understand is that such a relationship only works if you are willing to be generous with the credit for your great idea – and just at the awards dinner.  The truly sophisticated player allows others to contribute and gives them public credit along the way, during the real working meetings.  It’s not important – or even desirable - to be the solitary genius who dreamed up, financed and implemented a great plan all by yourself.  What’s really valuable is showing over and over that you are the kind of person other powerful people want to work with.

· There’s a corollary to sharing success: You have to be equally generous when things go wrong.  Never ask one of your peers to carry bad news for you.  Always inform the boss yourself.  If you allow an enemy to deliver bad news before you do, you are compounding the strikes against you.  

· Not only will the boss respect your courage, but your staff peers will realize that you’re willing to take responsibility for your own problems.  This builds a trust you cannot build in another way.

· The most valuable weapon you can have in any contest for the top is information.  Get to know the people at your level in all parts of your organization.  Not only will they give you insights into what’s happening in the organization at large, they may even be key to your longevity.

· Ideally, you’re all sitting in the same boat, and you’re all rowing together.  The truth is that it’s easier to get everybody in sync at a business than it is at a nonprofit or a university because everybody is at least working for a common currency – It’s called money.    

· Despite your best efforts, you will make enemies – who actively work to keep you from moving ahead.

· What you really have to defend against are campaigns, water-cooler campaigns, rumors that make people in power uncomfortable with you.  The really clever among your enemies will try to weave a theme, using a series of stories about you to illustrate why you are a risky choice for a promotion.  If this kind of thing happens a few times in six months, you know that the long knives are out for you.  Don’t believe in coincidence.

· So how do you fight back?  To fight against ugly rumors, you first have to know what’s being said about you.  First, place some trust in people who will tell you when your face is dirty, as well as when it’s clean.  Second, do not give your enemies excuses.  Be discreet.  Third, think about what you’re best at.  Anticipate your strengths being recast as limitations.  Clearly, you can’t blunt criticism by making yourself something you’re not.  Fourth, accept that sometimes you just have to take the hit.  Fifth, if the rumor is a lie, calmly make the facts known.  If there is a crumb of truth, though, be humble enough to admit it and see if you can’t improve.  Don’t let a rumor throw you off your game or turn you into a transparent phony.  Just as campaigns against you gather momentum over time, you must diffuse them over time.

· How do you deal with the enemies?  First you have to flush them out.  Take a tip from the CIA: Use disinformation to trick double agents into revealing themselves.  Narrow your list down to the three most likely sources and give each one a different piece of false information detrimental to you.  Then see which piece surfaces.  Get scared if all three do: You are really unpopular!

· Openly confronting an enemy and telling him that you’re a good person almost never works – so cut it out.  The best way to deal with a really treacherous peer is to discredit her so that the next time she says something ugly about you, it simply splashes back.

RIVALS Frank Sinatra: The best revenge is massive success.

· People are always sizing you up, watching how you behave with your rivals, how you handle difficult situations.  So you have to handle your rivals intelligently, in a way that demonstrates your superior abilities as a leader.  

· In all contests for a big job, he whose timing is best wins.  This means you have to understand that the race is always on.  So start building a reputation for leadership today.  Be aware that races for the top handful of positions are, generally speaking, long.  They’re not tomorrow.  It’s far better to be a steady incremental player who wins, in the end, by impressing people all along the way than to be the kind of hothead who tries to force a quick culmination.  The less intelligent destroy their chances long term in order to beat you today.  Political players are relatively easy to defeat because they almost always overplay their hand and do themselves in.

· Be aware of what your rival’s weaknesses are.  Show that you don’t have any similar weaknesses.

· Gossip is not the way to go.  Knowledge is.

· Organizational etiquette can be truly foolish at times and sometimes, you need to risk breaking the rules.  Never underestimate the power of the pointed question.  With one sharp, pertinent question, you can raise the bar for your rival.  Just don’t ask too embarrassing a question and don’t ask too personal a question.  Ask precisely the kind of question that a boss might ask.  Of course, it won’t work if you have holes in your portfolio or if every time something comes out of your mouth it’s detrimental to your rival.  Behave like a grown-up.  Compliment a rival in front of the boss.  In a meeting in which a rival says, “I’m 140% over my sales projections,” and you’re silent, people know you’re jealous.  Never show you’re jealous.  Not ever.  Make sure the compliments are genuine and flow properly. 

· If you can’t resist a show of aggression, make sure it’s lethal.

· You may be a great person, but understand that nobody likes to be told what to do.

· Never be overly friendly with rivals – or even terribly polite.  Civil, yes.  Friendly, no.

· Few contenders can bear to report to a former rival, so be prepared to go if you lose because if you are truly ambitious, you are unlikely to be happy if you stay.  A lot of this stuff is very personal.  It’s why rivals seldom end up as lasting friends  In short, working for a former rival is very, very hard on the ego.  Go.  You will be happier, and it will be better for your career in the long run.

· If you win, it’s either embrace your rivals or kill them.  There’s nothing in between.  Most of your rivals really believe that they deserved the job and that you didn’t.  It’s not your problem.  They just have to go.  But, don’t denigrate the person; let him leave with dignity.

· The thing about real rivals is the best of them are as impressive as you are.  Don’t forget it when you’re running against them, and don’t forget it when you win.

THE TEAM YOU ASSEMBLE (you risk your reputation with every hire and fire)

· A man is known by the company he organizes.  The more you rise, the more you need good people to work for you.  Remember, they are wearing your brand, even if you inherited rather than picked them.

· Michael Eisner: Executives can be judged on many qualities, but high on my list is how well they hire.  Insecure managers invariably choose weak, nonthreatening subordinates.  Confident managers hire the best people they can find, aware that improving overall performance will ultimately be to their credit.

· Be very deliberate in assembling your team.  When I’ve made mistakes, it’s been because I moved too quickly.  Make too many bad choices and you will suffer a loss of power.  

· The very last thing you want is to have people forced on you.  Fight for the right person for the job rather than accept someone who’s handed to you.  Simply insist, “I pick my own team.”  That’s ballsy, but it’s safer than the alternative.

· Do not build an army of clones.  Ever notice how some departments have people who look, sound and act just like the boss?  It’s not a coincidence.  When you are the boss, it’s really hard to hire people unlike yourself, either in personality or in expertise.  Why?  Because they can make you ill at ease.  Do it anyway if you think they’re right for the job.  Don’t be a bigot.  Underdogs are often worth a second look.  There is a connection between bias and insecurity.  If you insist on building an army of clones – and reject any candidate who doesn’t fit the type – just don’t expect anybody to take you seriously.

· Look for people who are serious, with a sense of humor.  Humor is a sign of intelligence.  Hire for candor, too.  One of the most difficult things about gaining power is that it becomes increasingly hard to find out the truth.  Look for seasoned, confident people who will take the personal hit of telling you the truth rather than feeding you pleasant lies.  And when a valued employee comes to you and asks what you think of a move, you should give him your honest assessment of it.

· Firing is both an art and a science.  It’s a science in the sense that you have to do things by the book according to the organization’s own policies and according to the law.  It’s an art in the sense that you have to accomplish this firing without causing too much of a scene.  Keep the dignity of the person you are firing intact.  Firing is a closed-door session.  Make sure that you have a witness in the room, preferably an attorney.  Be extremely discreet about the entire business.  Allow your now-former employee her privacy.

· What are firing offenses?  Incompetence, clearly.  Any kind of fraud, clearly.  An offense against a client, clearly.  But insubordination, talking out of school, being undermining – those things are only a maybe.  And sometimes you can accomplish more by not firing somebody who’s off ended you.

· It’s important that your employees see that you are not heartless.

THE PEOPLE YOU HAVE TO MOTIVATE It’s not what you pay a man, but what he costs you that counts. Will Rogers 

· The absolute best management training you can have is working for good managers.  Unfortunately, good managers are all too rare.  Ambitious people are easy to motivate.  They want to get ahead.

· You can’t afford to have any great number of people who work for you be negative about you.  That’s not an option.

· Hire people who are smarter than you in those areas you know little about.  You can’t pretend to be an expert at something you’re not.  Nothing is worse than a boss who doesn’t know what he’s talking about because when he is adamant about his stupidity, you are compelled to follow his orders.  Behaving like that is the fastest possible way to lose the respect of the people who work for you.  Remember, the experts in fields outside your own will inevitably resent you as a manager.  Don’t insult the experts.  Get some outside help instead.  Hire a consultant you trust who can help you understand whether your people are doing the right thing.  Don’t hit them over the head with the consultant, either.  Use her discreetly, just to keep yourself informed of potential problems.  

· And then listen really, really carefully to your people.  Defer to their expertise whenever you can.  Instead of questioning them on the finer points of their business, probe the fundamentals.  Ask the kinds of questions that can be posed in layman’s terms: Is this going to work?  Why are you so confident?  What happens if it doesn’t?

· Managing areas that you know relatively little about is one of the greatest challenges you’ll face as you rise.  When in doubt, simplify the issues, stay out of the details, and make sure your experts know that you will hold them accountable for the outcome.

· When you get to the higher levels of organizational life, most of the people around you are used to getting their own way.  They’re offended if their judgment is not considered.  Sometimes, you even have to make less-than-perfect decisions to keep all the diverse and competitive members of your team together.  As long as you don’t consistently make decisions in favor of one discipline over another, you will be able to gather a strong, balanced team around you.  Sometimes, you have to compromise in ways that will make a huge difference in your results but that will make a huge difference in your leadership.

· There are costs to power.  People become increasingly reluctant to bring you bad news. One of your primary jobs as a senior executive is not embarrassing your boss or your board.  Employees who cover up problems can do severe damage to your career, so you have to make people feel comfortable about bringing you bad news.  Sometimes there is no immediate solution to a problem, but you need to know what is happening anyway.  It’s very difficult to make decisions at the higher levels if you don’t have all the facts.  Create an environment where your direct reports actually look forward to meeting with you, even if the subject of the meeting is going to be unpleasant.  Make it clear that the punishment for telling you bad news late is far more severe than the punishment for bringing bad news early.

· However, understand you will never get the kind of candor you want from your employees unless you are honest with them, too.  If you dole out one piece of information to one person and another piece to another person, you don’t build a team – you build paranoia.  There’s nothing worse than working for someone who keeps secrets from you.  It’s insulting.  Treat people like adults who can accept the truth.

· People want in.  People want to be part of the life of the organization, whether the news is good or bad.  They want to know.  So let them.

· It’s not in people’s nature to like being told what to do.  You can’t be with a boss for a few years and not resent some of the boss’ habits, so it’s a good bet that people resent yours.  The higher you go, the less likely it is you’re going to be friends with employees.  The stakes are simply too high.  So pay the people who work for you the respect of understanding why they work hard.  It’s not out of love for you. It’s to feed their families and to get ahead.

· It always seemed irrelevant to me whether the people who worked for me liked or respected me.  That was their business.  What I cared about was whether they did their jobs well.  That said, it’s incredibly important to motivate talented people.  I’m a big believer in being standoffish on the social front.  Having your social life revolve around the office is dangerous.  So is giving people access to you in a social situation.

· This may sound callous or paranoid but getting caught up in the personal affairs of the people who work for you represents an incredible burden in terms of time.  It’s also an incredible embarrassment in terms of your own career – because now you have to inform your boss of the seamy things happening in your division on your watch.  This does not mean, however, that you should close your eyes and ears completely.  Knowing in general terms what’s happening in people’s lives is part of the boss’ job.  You have to respect their privacy – but I never respected an executive who didn’t know whether or not his employees had children.

· To do the one thing that really does motivate talented people – give them what they want and need. 

· Build loyalty by helping each member of your team, individually, get where they want to go.  Winning people’s loyalty recognizes that they do have lives separate from the office.  Use connections to help employees’ families with medical and legal problems.  This builds the kind of indelible loyalty you can’t build just by having beers with your team after a long day.  A chit system beats networking every time.  Use your power to lend people a hand in tough times, and they will use their power to help you when you need it, too.  If you are going to rise high, expect tough times.  

· When things are going well, you really don’t need loyalty.  It’s when things are hard that you need it.  Treat the people who work for you with respect and start building that loyalty today.

OUTSIDERS WITH INFLUENCE (Be wary, Be Right, and Be Prepared to Prove It)
· Clients and donors can be quite unpredictable and frightening.  They bring the gold, so they don’t have to adhere to any rules of civilized society.  And they are dangerous because they have access – and often know your bosses.  In the advertising business, they taught us that you have to make every client feel like he is your only client.  If an important client is going to be in the building, drop in at the meeting, even if you’re not expected.  It’s a show of respect.  Call him every now and then to see how things are going.  The second thing you have to do to keep important clients happy is be accessible at the drop of a hat.  Say to that client, “If there’s a problem, call me at any time.”

· When a client is angry, try to keep the problem off the boss’ desk, but make sure you keep the boss in the loop.  Serve as a consigliere to clients.  Give your time and advice.  On the other hand, never discuss your organization’s internal issues with a client, ever, ever, ever!  If the client turns on you, it can be used against you.  If you offer your clients good advice and help their careers along, they will come to trust you not only as a businessperson, but as a person.  And when something gets screwed up – as it will inevitably will – or a new opportunity arises, that trust may make all the difference.  Keep clients happy by helping them solve problems, not just in their businesses and careers, but also their lives.  Treat them as human beings and use your influence to help them.

· Do the things that will win you a reputation as a problem solver, for problems of all kinds.  

· Never lie to a client.  If your company has screwed something up, tell him you screwed up. 

· The rules for keeping big clients happy do not mean that you should do everything a client wants.  What the client wants may be detrimental to your organization.  If you are going to clash with a customer, you’d better be right and be prepared to defend your position.  Warn your bosses if you and a customer are having a disagreement so that when they get that first phone call, they’ve been somewhat inoculated. 

· There is often a chit system operating under the radar screen and you’ve got to be aware of it.  It has nothing to do with graft or bribery.  It doesn’t mean the vendor isn’t doing fine work, either.  It’s just that a personal favor was done someplace along the line that was so vital to your boss or your boss’ boss that it transcends all other considerations.  Expect to be sideswiped by vendors all the time.

· There is nothing worse than trying to defend yourself against a ghost.

· It’s not enough to be right.  You have to prove you’re right.

· Thanks to the business scandals of recent years, the ideal board is now an independent board made up of the fewest possible insiders.  These people have a lot to say about your career – more than ever, given the degree to which they are taking their oversight responsibilities seriously in this post-Enron era.  Based on very little evidence, evidence that you may never have a chance to respond to, they make judgments about you.  I’m all for being aloof socially from those people you see all the time.  However, you are running a serious risk if you remain unknown to your outside board members.  You don’t need to bond with them; you just need to let them learn more about you and your capabilities.  The trick is finding a way to interact with them without obviously campaigning for a promotion and without threatening your boss.  It is smart to conduct yourself, in public at least, as if there is always somebody out there who matters.  

· With influential outsiders, you have to try to control your own fate as much as you possibly can. 

POSITION
· Luck favors those people who have already begun maneuvering themselves into the positions they want.  The intellectuals may sit around and say, “Well, that guy’s got 40 IQ points less than I do.  Here I am teaching nuclear physics, but he’s making $7 million a year.  There’s something wrong.”  The answer is, there’s nothing wrong.  Society rewards what society rewards.

· Don’t just raise your hand when a job comes up, when people are already thinking of other candidates.  Raise your hand in advance.  Then dive right in.

· The board is looking for judgment as well as strength.  To rise to the top, you will have to demonstrate some restraint and stay out of the wrong businesses.  Directors don’t want to offer power to anybody who might embarrass the company or bring down the regulators.

· A career track that seems perfectly clear today can change overnight.  I’ve seen many, many people in deteriorating organizations that were about to be sold, busted up, go bankrupt or get merged sit there as if they were watching a movie instead of being one of the principle actors.  They are paralyzed.  It’s completely remarkable that adults will sit around feeling sorry for themselves because there was a merger and the new bosses booted them out with a year’s salary.  Sometimes they are completely devastated, as if they’d lost their entire family and are never the same again.  That’s ridiculous.  You must be prepared to get out of a sinking ship while it’s still above water.  Start positioning yourself!

· Get to know people outside your organization.  Build a reputation for leadership by doing good for the community.  Become well known as a person who can get something done.  Almost never ask for a favor in return.  You will be repaid amply when you really need it.

· Don’t cultivate habits that will make you dependent.  Work out a plan in case you  lose your job.  I always had a plan if I got fired.  Build a reputation as an expert in some area.  Write articles.  Give speeches.  Let reporters quote you.

CULTURE (Before you sign on, make sure it’s a culture, not a cult)

· Culture is one of the more overused words in American business.  It’s true that all organizations have a culture.  It’s also true that the actual culture only rarely corresponds to the things the CEO and top management say about it.  People constantly make stuff up and call it a culture.  Mission statements that embody the culture take months, if not years, to write.  They emphasize bringing the highest quality services to clients worldwide while being the highest quality workplace.  Meanwhile, nobody mentions the underlying ruthlessness that characterizes most organizations.
· There is a certain Gumby-like flexibility to many corporate vows, although not all cultural claims are nonsense.  Some organizations really do build powerful cultures that serve them well for a long time.

· Know the unwritten rules of your organization’s culture so that you don’t break them unwittingly.  Consider whether or not the culture is one that will reward your efforts.  Understand your organization’s culture’s taboos.  If there is a serious conflict between you and the culture, the culture usually wins.  The importance of culture can’t be underestimated.  
· The problem with working in a self-absorbed culture is that its leaders stop responding to normal stimuli like competition and opportunity – and talent and ambition – and fixate only on their own obsessions.  Family-owned businesses are particularly prone to cultural myopia because all the power is generally in one person’s hands.  Unless you are the son or the daughter, you are nothing more than hired help and you will probably never get to fulfill your ambitions in that company.  Keep your eyes open to the culture in which you’re working.  Make sure that it won’t reject you unjustly.  Be sure your organization’s culture allows for forward motion – that it will give you the opportunities you deserve

· One day you’re eating caviar; the next day you’re eating curb.

· The real danger in working for a loan shark culture is not the danger of having your legs broken if you don’t make your numbers.  The real danger is that you start to believe this is how business is done.

· If you build a cold, harsh, humorless environment for them, you are doing no more than running a prison.  It’s easy to create a culture of fear.  What’s really hard is creating one of openness where people give you their best efforts and their best ideas.  Good cultures allow for creativity.  No one in this culture gets punished for having bad ideas.  Somebody might say no, but you’d never be punished for proposing something.  If you want to create a culture that encourages risk-taking and some healthy dissent, you have to appear reasonably well balanced yourself.  
· Organizational leaders, like politicians, have to prove their humanity.  Your employees can get a very good sense of who you are in a Q&A.  When you don’t hide from them, they know they have a leader.
· John Hancock wanted to make the company a great place to be at and a great place to be from.  A great place to be at is one where there is a free exchange of ideas, where there is some humor and fun, and where people’s contributions are rewarded.  Why did they want to make it a great place to be from?  Because no organization can hang onto all of its good people.  

THE NEW BOSSES
· As late as 2000, senior executives in business walked on water.  They were heroes in the press.  Now they are potential trophies to be hunted and this isn’t going to change any time soon.  The blind trust of the people is now gone.  Watergate ripped the veil off that trust and so did Enron and friends.  Thanks to cable TV and the Internet, there has been an explosion of news outlets all looking for a good story.  If you happen to provide one, you can make a reporter’s career.  If one reporter catches you at something, the entire Fourth Estate follows nipping behind.  Be careful not to draw the wrong kind of attention to yourself.  

· You can’t afford to be ostriches and ignore the press.  When you have your head in the sand, it only makes your butt that much more of a target.  Talk to reporters regularly.  Keep yourself on your game mentally and make sure that you can talk to them when you really need to.  Reporters are worthy adversaries.  By middle age, they’ve seen some of their peers who are not as smart endowing new buildings on college campuses while they are struggling just to pay tuition for their kids.  Some of them view this as a great injustice because they consider themselves truth-tellers and think any righteous society would reward them.  While most of them are scrupulously fair, if they find a reason to take you down, they may not be entirely sorry.
· It’s an especially bad idea to be unprepared for a TV interview, which can then live on in YouTube infamy.  Give short answers that can’t be taken out of context.  An interview is a lot like a game of pool.  It’s not just about making the shot; it’s also about setting up the next shot.  Anticipate the follow-up question.  Develop relationships with reporters individually.  Some reporters will be contrarians just to stand out from the crowd.  It’s much easier to be nasty about someone you haven’t met than someone you have.  Reporters have a right to their point of view and it’s not always smart to hold it against them.  If, however, a reporter lies about you or proves that he has an ax to grind, that’s a different story.  Refuse to talk to somebody like that.  Dishonesty is the exception, not the rule.

· While you don’t have to say yes to everything, aloof is a bad idea.  A reporter who has no relationship with you will have no compunction about ruining your reputation.

· The goal is to win the benefit of the doubt in the gray areas.  Don’t try to hide your mistakes.  Admit, “Yes, we blew that one.”  There is no upside to getting personal, but, don’t just simply lie down either.

· People want leaders – not people who are afraid or who are temperamental and blow up at them, but people who are able to show some composure when questioned.
· As far as “little” transgressions, keep in mind: Steal a penny, you’ll soon be stealing a dollar.

· A recent study found that in 1995, only one out of eight CEOs who left their organizations did so because they were forced out; by 2006, it was one out of three.  The entire organizational world is so much less forgiving than it used to be – and less forgiving because of fright.
· Rockefeller Foundation President Judith Rodin told Fortune magazine about Bill and Melinda Gates: “They care deeply, deeply, deeply about making a difference, but they don’t get starry-eyed.  They demand impact.”  With bosses like this, you cannot afford to be complacent.  You must deliver results.

· Unfortunately, there are lots of business terrorists lurking out there.  People who will use whatever they find on you in order to embarrass you, sue, you or prosecute you.  As a lawyer I respect once told me, “Hard drives last forever.”  That ought to be a mantra for senior executives.  It’s important to know what’s being said about you.  If necessary, hire an outsider to comb the web for mentions of your name.  And if there are misconceptions, find an above-board way to correct them.  But don’t wade into the fray yourself.
· If you want to rise, you have to demonstrate leadership to many different audiences.  These include the people above and below you, the people who are competing with you for the next job and those resentful because they can’t compete for it and even disinterested observers only looking for a juicy story to alleviate the tedium.  
