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Take-Aways
	Many skillful managers and leaders do not get acclaim or esteem for their work.
	Shift away from what you consider safe, and do what your organization requires.
	To increase their relevance, managers must understand their current responsibilities and set priorities.
	Recognize the framework in which you work.
	Create a profile of your position with all the overt and hidden parts of your role.
	Devise a plan to increase your effectiveness.
	To grow in an organization, focus on the particulars.
	If your job does not suit you, look for one that does.
	Create a more favorable identity in your organization.


Recommendation
Many outstanding leaders don’t get the acclaim they deserve. Bill Berman and George Bradt explain that these leaders may fail to put the necessary level of energy into important parts of their careers or they act in a way that doesn’t sync with their corporate culture. To increase your status and prominence, clarify your reasons for working and your mission. Understand why certain people or events require your presence, realize why you’re necessary and then apply that insight to earn the respect you deserve.

Summary
Many skillful managers and leaders do not get acclaim and esteem for their work.
In the best cases, executives and employees find satisfaction in doing their part to shape their organization’s behavior. But, quite often, leaders and managers find they can’t influence their colleagues’ actions and choices. They sense that people don’t respect them enough, but they don’t know what to do about it.
Managers at all levels may be confused about which aspects of their jobs they should consider vital. As a result, they might neglect putting the requisite energy into the parts of their career that matter most. Or they could do the right work and still act in a way that is out of sync with their company culture.
“Many…competent, capable leaders and professionals do most of their work very well, but still feel they are struggling to get the rewards, recognition and growth that they are expecting.”

For example, Ian worked in a bank where everyone dressed formally. He dressed casually, not realizing that this made it hard for him to influence other bankers. Fortunately, his mentor, a senior executive, gave him a promotion, but he also told Ian to scrap his casual wardrobe. He took him shopping for a suit, so he could “look the part.” 
Managers need to know what their organizations want and require. Managers must understand the subtle, often undocumented aspects of their work and their organizational culture.
Shift away from what you consider safe, and do what your organization requires.
So what factors can impede an employee from doing what a company needs? Most often, employees do not act in ways their higher-ups understand or appreciate.
For example, managers often take on tasks they should delegate to their subordinates because they feel they can do the work faster. Managers who follow this practice fail to build up other employees’ capabilities and may bog down their career path in busy work.
“What we have found, again and again, is that people tend to underperform because they do what is comfortable, what is familiar or what they desire, rather than what is most important to the organization.”

People who have a new job or assignment often feel uneasy about the functions they must perform. Awash with uncertainty, they may look back and perform practices they mastered in a previous position, thus impeding their development and advancement.
To increase their relevance, managers must understand their current responsibilities and set priorities.
People often believe they need to perform the exact role specified in their job description. They believe they are party to an implicit agreement with their superiors and their company. Employees believe that what they expect from their organization matches what the firm accepts as its obligation to them – this is part of your “psychological contract with your organization.”
Unlike a conventional written contract, psychological contracts lack definition, and change frequently. You may find it disorienting to realize your organization expects something different from you than what you think your job entails.
“The first step to increasing your influence and impact is developing a clear understanding and acceptance of your situation as it is currently. Most people erroneously believe that the role they need to do is what is in their job description.”

Most managers in large hierarchical organizations must accept they have little control over their jobs. But you can rediscover your value by really understanding the importance of your competencies. Highlight areas in which you perform exceptionally well. Consider which issues you find challenging. Think about the principles that help you make choices when things get complicated.
You might not have the power to decide everything you do at work, but you can determine what you will do first, how much energy you put into different tasks and how you feel about your work. 
Clarify your reasons for working. Determine your mission by considering the people or situations that require your presence. Consider why they need you and what you must do to meet their needs.
Be prepared to undertake a process of inquiry to discover your mission. For example, consider Richard and Michelle Laver, who set up a company that sells nutritional foods – Kate’s Farms Komplete Shakes.
Their daughter, Kate, had cerebral palsy and could not eat most conventional food. The Lavers decided to develop foods that would make their daughter feel better. Like the Lavers, ordinary people often take on a mission to resolve a challenge they’ve seen other people face. As the Lavers pursued this path and developed their business, they kept their daughter’s needs central, and found great purpose in their work.
What you would like to do over the next five to 10 years? Visualize the future as you would like to see it. Think about your work and personal life. In your imagined future, consider how you got there.
Recognize the framework in which you work.
Adrián worked in a law firm with the prospect of becoming a senior partner. Employees below the rank of partner valued the way he worked and appreciated his willingness to help them. However, his manager wanted him to take a more strategic view and bring in more clients. Adrián doubted whether he had the heft the firm expected of partners, yet as he began to do what partners do, he recognized that his desire to become a partner had merit. That, in turn, made him more confident. 
“Control, autonomy and the need for respect are major motivators for people. The higher you move in an organization, the more likely you are to find people who value independence and self-determination.”

Managers need to recognize the framework in which they work and determine the nature of their jobs. Then, they must decide whether they feel comfortable with their job requirements and how they can grow within – and perhaps beyond – that setting.
Create a profile of your position with all the overt and hidden parts of your role.
To discover the essence of why your company needs you, learn what your organization considers of primary importance. Senior executives can access this information from their company’s strategic plans. Managers lower down the corporate ladder might draw on previously published material.
Start with your organization’s mission and vision. Ascertain its business strategy. Try to get a firmer sense of its culture. Your manager plays a pivotal role in your career, so ask him or her why the company hired you and what the firm wants from you. Determine which of your colleagues plays a crucial role in your success.
“Identify who your key stakeholders are. You have people in your direct line – above you are your manager and your manager’s manager, below you are your direct reports and their reports.”

After gathering this information, set aside time to define your business’s essential practices. That, in turn, will tell you where you should put more emphasis, what methods you should refrain from employing and when you should try another approach. Using this tactic, you can discern what your business considers essential and gain insight into the subtle, unspoken cultural norms that influence your work.
Summarize what you consider critical background knowledge for your job and its context. Keep your objectives in mind. Create a thorough profile of your position that includes both the overt and hidden parts of your role.
For example, the organization could expect you to boost sales, make marketing more effective and revamp the website. You could also need to burnish your boss’s reputation and build links across the organization. Once you get a sense of what your position requires from you, decide whether you want the job.
Devise a plan to increase your effectiveness.
Corporations plan for the future. Once they formulate their mission and the approach they intend to follow, they devise tactics to move from the current reality to the place they aspire to be. You need to build plans for yourself and examine whether you need to alter your goals and actions.
Once you commit to your organization and your job, devise a “working mission.”
“Turn [your job’s] most relevant values into more specific guidelines for yourself in your role. If, for example, you say you value collaboration, your way of working might be, ‘Build alignment with all key stakeholders before making mission-critical decisions’.”

Your working mission must assist your organization’s mission, but needn’t be identical. Your working mission should provide a bird’s-eye view of what you hope to achieve and how you intend to play a more pivotal role. Be sure it aligns with your manager’s mission.
Consider which principles – such as attainment or awareness – you consider most important. Determine which of these principles has an essential role in your work. You could find your path easier if your firm or your team accepts these values. With this awareness, you can codify your practices and make them function as your mode of work, using them as pointers about how you want to act deliberately in your role.
To grow in an organization, focus on the particulars.
If you do something extraordinary, your colleagues may expect you to do it again. Instead, you may want to build your abilities by taking small, consistent steps that shape you as a person. Increasing your influence within your organization requires consistent work with that goal in mind.
Change your tactics if you run into unforeseen obstacles. Seek support from your superiors, and ask them to evaluate your plans and provide their insights. If you steadily and successfully take on more responsibility, your colleagues will accept that you will do what you say. In time, these responsibilities will become part of your job.
Figure out ways to approach issues that confront your business, your managers and other stakeholders. Let your manager know that you would like him to assign you the kind of work that sparks your strategic ideas.
“Similar to taking responsibility for what your team produces, supporting decisions your team makes in public is an essential element of building trust and engagement.”

Seeking to take on more work can pose risks. Some colleagues could question your reasons. However, you will benefit from this approach because it will spur your manager to give you more responsibility.
If your job does not suit you, look for one that does.
After making every effort to find advancement, meaning and status in your job, you may have to accept that it doesn’t match your hopes. This can be daunting and upsetting. If luck favors you, you will recognize this misalignment swiftly. Many people achieve this clarity only after putting in a lot of time and effort at the wrong job or firm.
You also could experience emotional turmoil if your employers terminate you. Choosing to quit can provoke disturbing feelings, akin to what you would confront with any major loss. You may have to abandon some of your aspirations. The more significant the amount of time you spent at your job, the longer you will have to work through this grieving process.
Create a more favorable identity in your organization.
To succeed in your current role, find an approach that capitalizes on your capabilities and what your organization requires. Pair your mission, your goals over the long term and your best definition – or aspiration – for your job.
Seeking help from others within the organizationcan help you develop a more incisive analysis. Start with your managers and their superiors. They will have a deeper understanding of the organization and can point you in the most effective direction.
 
“In general, endings can be hard, even when you want them. At the simplest level, your habits and routines are upended.”

Consider the nature of the job and the context in which you’d like to work. Be sure the contours of the job match your talents. Examine which of your skills plays an essential part in positions that appeal to you. Would like to work in an environment where your colleagues become your friends? Or would you like to keep your friends separate from work? Are you a leader or a follower?
Seek an opportunity where your strengths match the needs of the organization. Consider Jane Fraser, the president of Citi and chief executive of its Global Consumer Banking division, who will become Citi’s first female CEO. Citi selected her because of the insights she gained while writing her book, Race for the World: Strategies to Build a Great Global Firm.
Citi moved Fraser through several positions to help her to develop the competencies to lead the bank out of the COVID-19 pandemic and to define its hazy future. Like Fraser, see if you can acquire new capabilities and talents even if you do not aspire to head a global organization. Do not wait for your company to provide options. Take charge, and learn new skills.
You will find that discovering new opportunities is more manageable if you and your superiors agree on a long-term plan for your career. For example, they may decide you should acquire some specific additional expertise. Then you know to be on the lookout for suitable projects and training programs.

About the Authors
Bill Berman established and heads Berman Leadership Development. George Bradt is chairman of PrimeGenesis, which specializes in executive and team onboarding.

Did you like this summary?
Buy book or audiobook:
					http://getab.li/43568

OEBPS/cover.jpg
BILL BERMAN | GEORGE BRADT

INFLUENCE

Discover and Excel at
What Your Organization

Needs From You The Most

WILEY.






OEBPS/logo.png
abstract

compressed knowledge





OEBPS/cover_small.jpg





