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To all the men and women who taught me that our work was always worth doing well and that there could be as much laughter in the halls as there was grief, sweat, and tears






What I do is me; for this I came.

—GERALD MANLEY HOPKINS






INTRODUCTION

In my work life, I’ve held these titles:Consumer research supervisor 
Product manager 
Management supervisor 
Senior vice president 
Senior partner 
Chairman and chief executive officer 
Undersecretary of state (I was “under” secretary of state Colin Powell. 
They’re very literal in government. )





Sometimes titles are not very descriptive. At one point in my career, friends changed my name from Charlotte to Shards (of glass), for breaking a number of glass ceilings. No one warned me that breaking glass ceilings meant standing in piles of broken glass, not upon a pedestal.

As a working woman, I’ve been called:Our puppy 
Flamboyant flirt 
Scarlet 
Chair chick 
Very steel magnolia   
Hurricane Charlotte 
Charismatic chief





In 1996 I was on the cover of Fortune magazine, framed by a gigantic headline, “Women, Sex and Power.” No wonder it was a best-selling issue. That’s a triple power cocktail—women and power and sex. I knew and admired Pattie Sellars, the author of this groundbreaking article. Pattie passionately believes that women have a vital role to play in improving the workplace. But for this story, she got a little sensationalistic, pressing the people she interviewed about whether or not the star women she profiled, myself included, used their feminine wiles, good looks, or sexual fire to get an extra edge in the workplace. I wanted to kill her. We women had conquered vast, sometimes hostile territories at work with qualities like bravery, brains, and resilience, and I didn’t want our accomplishments to be reduced to sex appeal.

In fact Ed Artzt, the chairman and CEO of Procter & Gamble, called me after being interviewed by Pattie. “Your friend Sellars called,” he said roughly. “She asked me if you were sexy,” he said.

I held my breath as Ed paused.

“I told her you are about as sexy as a Mack truck,” he said.

I’ll take the woman who delivers with the strength and drive of a truck any day over the one who is seen as flirting her way to the top. I wouldn’t mind adding to my list of titles the descriptor “sexy as a Mack truck.” Here’s what I believe is sexy at work: being strong and committed and confident, being precisely who you are and in hot pursuit of the goals and ideas you believe in so much they captivate and inspire others.

I’ve now embarked on yet another career, one that all my working years have prepared me well for, and which I feel is a privilege. My new job description: teacher.

In these pages I distill all I’ve learned and witnessed—from my own career, from other powerful men and women, and from the many executive women I’ve worked with in my X Factor seminars—to show you  how to discover your most effective, most powerful, most fulfilled working self. I want to show you how to lead, inspire, and influence others—maybe only one or two others, maybe hundreds or thousands or even millions. You can’t accomplish this without knowing deeply the authentic you at work.

Authentic is not form. It’s content. It’s about the irrepressible power of being your largest, truest self. And it’s something every leader has. If they were bells, they’d ring a true tone. They are completely who they are and sometimes even have to accept the consequences.

We women are not comfortable being “little men,” and we don’t like being boxed into what is considered womanly at the expense of being seen as leaderly. (I think I made that word up.)

And work is, finally, all about relationships: with ourselves, our peers, and our superiors.

I’d like to help you find your own unique, womanly way of leading. I’d like to put you in that sexy Mack truck that deposits you at a job that draws on all of you and allows you to show the world all that you can be.






I

PERSONAL





1

ENVIRONMENT

It’s Not About the Work

 

 

 

THE END OF MEN, the magazine cover blared from the newsstand. It stopped me in my tracks. This was certainly a bold message that women are taking control of, well, almost everything. Of course I bought that August 2010 issue of the Atlantic.

This is a subject dear to my heart—the idea that women are winning, especially in the workplace. But having met recently with several male CEOs of marketing companies and just having dined with the head of J. Crew, also a man, I was pretty sure men are in little danger of becoming obsolete. And I don’t know any working women who would want that to happen anyway. Most women would find a work landscape devoid of men to be a very dreary place. But we do want our fair share of the prizes and good positions. And one other thing . . . influence, more influence over our own progress and the decisions that shape our place of work.

As I read the article, reality raised its ugly head: “Near the top of the job pyramid, of course, the upward march of women stalls.” That “of course” bothered me. Women are stalled on the way to the top. There is little evidence that the miserably small percentage of women who lead Fortune 500 companies—3 percent—is going to change soon. From the Economist (2010) comes this snapshot. “Women’s rising aspirations   have not been fulfilled. They have been encouraged to climb onto the occupational ladder only to discover the middle rungs are dominated by men and the upper rungs are out of reach.” So, at the moment rumors of the inevitability of our running everything appear to be greatly exaggerated.
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From Revolution to Evolution 

Here’s what I think: in our world today it’s not that “men are so over,” as a loud, red-suited woman declared to me at a cocktail party. But we women have won our revolution, and we are now on the cusp of a new era. Not long ago we had to prove every minute to every audience that we are worthy of working, able to take responsibility and generate results. That “prove it” phase has been replaced by a “forging ahead” environment. Women need not to be so grateful for every acknowledgment. It’s time for us to let go of the sense that we are on probation and move on to take larger roles at work.

Women have made such progress that we can safely pronounce the revolution over. Some 51 percent of managerial and professional jobs go to women today, compared to only 25 percent in 1980. The drama of the revolution, when women pioneers were treated like celebrities or freaks, has been replaced by a blurry-edged evolution with little ceilings everywhere, not so high up but more opaque. One young woman law student was asked about these glass ceilings. She said, “Glass ceiling, you mean like a skylight?” She was blissfully unaware that while women make up 50 percent of graduates from law school, only a third of them have made it to even low-level positions of power in law firms.

This period of evolution has no clear rules or roles because our workplace is reinventing itself, and it is full of inconsistencies and misleading counsel for women. There is a lot of voiced support for women in almost every enterprise. Women are acknowledged as uniquely talented, are better educated than men (60 percent of all bachelor degrees go to women), and are very hardworking (give it to a woman if you want it done).

But this combination of a good education and hard work adds up to women frequently bearing the brunt of the workload but not being well represented in the tight circle of decision makers. That universe is still dominated by men.

One of our ceilings is that there is less real communication between men and women than we might expect. Women work easily with men side by side, but when women deal with authoritative and powerful male bosses, their sense of familiarity flees, replaced by undue caution and a wavering self-confidence.

It is so much easier to pick another fellow because he can be sized up much more reliably. It’s not bias; it’s more that “she’s a mystery and she does things in a different way.” Since picking the wrong people under you can capsize your career, men at the top who are making these choices would rather be right than fair.

Musical auditions are now often conducted behind a screen so the performance of the musicians can be judged on a gender-free basis. This little maneuver increased the number of women chosen by conductors at five times the earlier rate. But in most job situations, our notes are yet to be heard, our performance is in many ways an unknown. We don’t have a gender-erasing screen. We have a ceiling.

The men at the top aren’t that great at properly assessing the women under them, certainly not enough to gauge their potential or intestinal fortitude.



A focus on political correctness has replaced frank and genuine work assessments with vague or coded reviews, opinions, and evaluations. Some bosses never dare to express what they really feel about a woman employee. The in-depth training that every company offers on how men should relate to women has greatly reduced and discouraged harassment, but in the process it has created a climate of caution.

For the life of you, you can’t figure out how you are doing. Good luck getting a straight answer. People feel free to evaluate your work results but rarely give you an honest critique of your behavior. Men feel they  have to be very careful about what they say and even how they hold their body when speaking to women. I’m not trying to romanticize the past, but it’s unlikely a woman today will hear about her failings with the same candor I received coming up as a pioneering woman.

Discussions I’ve had with today’s managers have taught me that a lot is being spoken in code. Once, at a closed meeting of top managers, I heard this report from Sally’s boss: “Sally doesn’t own her leadership.”

What does that mean? I wondered. Did she lose it?

Nevertheless, the report had serious implications, because it implied that Sally would not be promoted to the next level. But Sally was not likely to hear this comment, so she’d never learn what she most needed to modify.

In evaluations, men have a built-in advantage because other men are more likely to speak directly to them: “Joe, don’t be such a wuss! Answer back next time you’re challenged—don’t just sit on your tongue.” Whack! That’s how a guy will learn he “doesn’t own his leadership.” He gets immediate, unpleasant, and very useful feedback. Men still feel free to talk to other men, grab them by the collar, and give them a yank, usually in the right direction. This is the real-life version of mentoring, and it’s far less likely to happen with a woman who is equally qualified.

During this cusp period, when women are evolving into these upper levels, there are two things that I urge women to accept and act upon:• Women need to change how we see ourselves in the world of work.
• And we need to change the perceptions of those around us, to make our true potential more obvious.



Gathering ever greater influence starts with knowing your own potential. Obviously we can’t count on others (read: men) to accurately assess our capability nor can we wait around to be applauded or recognized. This forging ahead period offers us an opportunity to gain more say in our workplace, affect outcomes, shape events rather than have them shape us. Focusing on titles and the career ladder alone won’t get  us there. What will is keeping alert for chances to speak up, to act, to be influential. We must be prepared to take controversial stands, initiate ideas and projects; that’s how influence is felt. As we learn to be influential, the titles, recognition, and sense of accomplishment will follow. It doesn’t really happen the other way around.

Once you refine your ability to understand what you want, identify what has meaning to you, and learn to trust your instincts and intuition, you will then need to master presenting these intangible and evocative but very influential aspects of who you are. And I don’t mean the usual twenty power points presentation, with you obscured by the lights that are focused on the screen. I mean your presentation of yourself in persuasive and memorable ways.

Every page in this book is dedicated to helping you know who you are and what you have to offer, so that your taking charge is what is inevitable about this evolutionary period.






Environmental Factors 

The working women I’ve been teaching in the past four years have helped me identify the myths that need dispelling and the cruel realities we need to change. Through them I found proof that women are ready to forge ahead. They have helped me clarify my understanding of what it will take. I call these workshops The X Factor, referring to women’s XX chromosomes. Men only have one X as in XY. That extra X is women’s potential. It’s the way women chose to work and lead. The irony is that in some ways it is harder for them (and for you) to discover the X factor than it was for me, one of the pioneers in the revolution. This is because of some interesting working conditions, in fact, three environmental factors.

Disconnect: Man to woman 
Fog: The expectations laid on women 
Filter: Accommodating, copying, hiding






Men Are Different, and It Matters 

Many of the hostile or indifferent people who will greet you as you take on increasing responsibility and gather more influence are men. You may have worked with fellows all your life and think that you’ve got them figured out. But men are different to work with when you seek to be in charge, to take credit, to influence others. You will have to find a common vocabulary to communicate with the men who share important decisions with you or with bosses who direct your work life. You’ll need to consider how men handle the competitive, politically driven situations that are part of the game; they know more about them than you do.

Men don’t have it easy. They’ve got it simple.

As they’re growing up, their parents, teachers, girlfriends, and neighbors make it clear that work is what their life is about, and that their successes will be celebrated: “Here’s the ball, there’s the goal. Go!”

Not all are quick or agile, but all are focused.

Our deep qualities and differing viewpoints have been a part of us from early childhood. A psychiatrist friend of mine once compared how six-year-old boys and six-year-old girls behave when they are introduced to a new friend. A girl’s first question to the other girl is, “Who’s your best friend?” The six-year-old boy asks, “How far can you pee?”

Men are clear about why they are working. They see it as a contest in which striving and competition are necessary and good. In my workshops, I always ask the women to write down what they see as the differences between men’s and women’s ways of working. Here’s what they’ve zeroed in on, time after time.

 



—WAYS OF WORKING—



	MEN 	WOMEN 
	Vertical relationships	Horizontal relationships
	What can you do to help me?	What can I do to help?
	Can say no	Can’t say no
	Focused on tasks	Focus on interpersonal relations
	Competitive	Collaborative
	Takes the lead	Workhorses
	Speak out	Fear being labeled as “pushy”
	Take risks	Use caution
	Goal focused	Adaptable
	Boasts about deeds	Modest
	Self-feeding	Approval seeking
	Less stressed	Less egotistical


 

You can appreciate that women are seen as more collaborative, more focused on connections, and more helpful, whereas men are seen as boastful, demanding, and competitive. Granted, there are exceptions to all generalizations, but they do dramatize how differently women and men are known to behave when there’s more involved than just getting the job done.

These same descriptors have been offered by the women in every workshop, which means these differences are very real and reflect a disconnect. These typical male characteristics are a word picture of leadership, but as the workplace evolves, these attributes will be given a mighty shaking and reordering. For example, adaptability will come to have equal value to being single-minded toward a goal.

When you interpret your actions or state your position to the men who are supervising you, it is not to copy, adapt, or manipulate them.



An important consequence of these radically different ways of working is that women need to speak and behave in ways that the men in command can understand. It may not be fair, but we can’t wait for the world to interpret us properly; we will have to be the ones to find the common ground and the common vocabulary. Men used to compliment me by calling me tough. In other stories you’ll learn the vocabulary men now use to describe desirable work qualities. One of  the qualities they frequently admire is “presence,” remarking that a woman reporting to them needs more presence. Years ago I had to decipher what “tough” meant, and women today are going to have to parse out what “presence” means to the men they work with.

In bridging the gap between you and these men, you are acknowledging that they may be coming from a different vantage point. Several of these divergent male-female approaches show up most when a career move is contemplated.

HORIZONTAL VERSUS VERTICAL

JCrew is a creative organization filled with talented, confident women at every level. When I was on the JCrew board, I asked to meet a sales team. Three women and one man gathered with me in the conference room. I felt a little sorry for the fellow. He seemed to be outmanned in competing with these obviously poised and confident women.

To get things going, I asked what they were each doing to get ahead at this hot retailer. Mia, wearing a sleek black sheath with her dark hair pulled back, spoke first, rather shyly: “I don’t worry about getting ahead. I am concentrating on working very hard. I’m sure I will be recognized for that.”

Susan, in a tailored gray suit, had an outgoing, almost cocky manner. “I’ve got a problem in a way. My customers like me so much they’ve made it clear they would hate for me to leave them, but,” now her voice trailed off, “that’s the only way up.”

I wondered, Can these women hear themselves? I turned hopefully to Jessica. She was smiling. Her excitement at being in this company was contagious. She was a relative newcomer of only eight months. “I can’t wait to meet Emily Woods, the daughter of JCrew’s founder, who seems like she steps right out of the JCrew ads,” she confided.

“But Emily is walking the halls here almost every day,” I responded in surprise. I stopped. I realized she was not going to leap  out in the aisle and say, “Hi, Emily. I’m new and I love being here,” which would, believe me, have earned her a big smile from that widely photographed face.

Matt, who had been waiting patiently, was ready for his turn. “Every time I give a presentation, I make sure to add in something that will reveal to the bosses, ‘Here I am, ready for a step up,’” and he gave us a vivid example. There’s no doubt about it; he’s planning his next move and he’s leaving nothing to chance.

If you look back at the list of male versus female descriptors, you see that a man like Matt tends to work vertically, keeping his focus upward. He is determined to demonstrate his accomplishments and his readiness to ascend. In contrast, women move horizontally, often waiting to be noticed or recognized for hard work, sometimes even willing to be locked in place by the approval and demands of their customers, giving the needs of others priority over their own progress.



Men also note these differences and are affected by them in significant ways, making assumptions about women’s capacity and also how women should behave at work.




Fog: The Expectations Laid on Women 

Men expect women coworkers to exhibit qualities they think of as “womanly.” It gets really hazy when the situation is competitive and the issue is whether a woman is qualified to run the show.

Women are expected to behave in a more communal, kindly, and peacekeeping fashion than men are. These qualities are our inheritance, courtesy of our families, beaus, movies, myths, our own youthful fantasies, and the expectations of most of the men we work with. They are attractive characteristics: who wouldn’t want to work with someone described as communal, collaborative, nice to others, and peacemaking?

The womanly qualities we are supposed to feature at work are empathy, modesty, generosity, and selflessness.



These admirable characteristics may explain why your lover loves you or why you’re proud of being a good parent. And there’s no reason not to celebrate these qualities outside of the workplace. But these ways of working aren’t good companions if, for example, empathy keeps you from making the right decision, or if being selfless translates to doing everyone else’s work. Although such expectations may seem praiseworthy, they go a long way to keeping women out of the bigger, more authoritative arenas at work.

My smart, sophisticated financial investor friend Charles distressed me greatly when he went out of his way to tell me his women employees were the workhorses of his organization. Smiling as he anticipated my approval, he confided, “I fired all the guys; they were always messing around, asking for stock, pushing for rewards. The women just get the job done, never mind staying late, and are content.” Charles looked at me, beaming as he described the happy workers who made up his very successful private financial firm.

My temper rose. “Well, Charles, you may appreciate women, but you’re still making all the decisions and taking home all of the profits, aren’t you?” I snapped.

There was a long silence. Poor Charles, I realized, was the wrong target. But what we women are being commended for is what keeps us in subordinate positions, and, as at Charles’s company, not at all in charge.

These qualities, which we expect women to wear under their well tailored pantsuits, can morph into a readiness to copy others, a reluctance to express or even think about what they really want, or a failure to speak up and even to say (horrors!), “I deserve this.” The way to evaluate these “womanly” descriptors is to ask yourself whether they are a deep part of who you are or whether you are yielding to expectations from others.

The former works because it’s real; the latter is an artificial facade. The women in the workshops rate themselves from “Very” to “None” on such qualities, and the answers, as well as their rather heated reactions, were all over the map.

Katherine rated herself as “Very” on communal, selfless, empathetic, and nurturing because she considered those qualities an essential part  of herself and her matriarchal family. Her mother and aunts ran the whole extended family. And Katherine had the most highly functioning and loyal creative team in her design firm.

But I pushed her further: “What happens when you need to step out, to lead the team; what do you care about, other than caring for others?”

Also on that list were other womanly habits such as “seeking approval” and “taking things personally,” both of which work against us in the workplace.

Margaret resisted the idea that seeking approval is a problem. “I am much more motivated by someone giving me approval. It matters more to me than a new office, even money.”

I agreed that approval is one of the rewards of working, but it’s no substitute for having your own scorecard. It’s good to enjoy applause, but not to need it. Someone else’s estimate of you will not hold you steady. Your own self-esteem will.

As the women pressed me for how and when our womanly qualities become costly, I had to say, “I’d trade empathy for urging others to act. I’d trade being collaborative for the right to disagree.”

Katherine is right to defend being empathetic and intuitive and taking it personally when she’s coming up with a creative solution. But continuing to take things personally when she’s defending that work undercuts her ability to take charge. Knowing when to shift from womanly to leaderly helps prepare us for gaining a larger sphere of influence.

We must not sacrifice the bolder, bigger, braver sides of ourselves; we need to know when to choose leaderly over womanly.



No matter how grown up you are, how determined you are not to be womanly at the expense of being leaderly at work, the fog can slip up on you. Some aspects of being womanly are more detrimental than others. If you are focused on being communal, this can brand you as a great number 2, with a reputation for accommodation, a placating style of working.

The lure of being communal is that we wish all those around us were peacemakers and collaborators. But at work, such characteristics can be  seen by a boss as: women are naturally peacemakers, which means they can be intimidated and they really don’t like pushing back—they can’t handle the lead.

And then there’s modesty (that hangover from being grateful)—being selfless to a fault. It can cause you to start with and maintain lower expectations for yourself, and can cause you to fail to take the credit you’ve earned. I was lucky. I had a mentor to follow in my early career who wouldn’t even consider not claiming credit for her work.

A WOMAN TAKES CREDIT

Marion was one of the few top creative stars at J. Walter Thompson in Chicago. She had a whiplash of a tongue that could make even the big boys tread lightly. During one meeting the account director was explaining to a client what we’d figured out about their product. “Our key insight . . . ” he began.

Wham! A book slammed down on the table with a crash. “Was mine,” Marion said coolly and finished describing the idea to the awed crowd. It was her work and now the whole room knew.

Afterward, the men on the account team, of which I was a junior member, were miffed. What nerve to hog all the credit. Later, when we were outside waiting to cross the street, some of the guys spotted Marion a few yards ahead. One of them leaned down and peered at her from behind, investigating something. “You see ’em?” he asked us.

“I think so, right there,” said another guy, pointing with his chin. I knew this was for my benefit, but I wasn’t sure why.

“See what?” I asked, taking the bait.

“Those balls hanging down beneath her skirt,” they said, cracking up.

I felt my face burning and I wanted to kick them off the curb. They were making it clear to a young, vulnerable woman trainee that taking credit would earn you scorn and mockery. For some  reason, I felt compelled to tell Marion about this episode. I immediately regretted it as her face colored deeply. But then out came a great laugh and then another. She was amused, delighted even.



Let us all follow Marion’s lead. When we feel diminished or are called “pushy” for claiming our good work, we should lean back and laugh. Marion laughed because she felt good about taking credit for her own work when it was being hijacked. She called the gang on it, and they felt challenged. So what? Marion was serving notice on them not to try it again.




Autofilters: Self-Imposed Limitations 

These filters are as subtle as the idea that we should behave in a womanly fashion. In fact more so, because they are our reaction to the powerful fog men have created. We aid and abet their expectations by setting up our own filter to automatically:Accommodate 
Copy 
Fail to ask





That word “filter” cropped up when I was talking with Suze Orman, whose books and TV show on managing money have generated a devoted and now well-informed following. Suze is a financial whiz with the gift of making complex things understandable to the rest of us. What’s essential to Suze is to learn everything about an issue, strip it down to the core truth of, say, how a certain mortgage works, and then teach her followers how to be smart about something as emotional as money, investments, retirement . . . life.

A neighbor, who knew her only from her TV show, told me he wasn’t sure he liked Suze Orman. “Isn’t she a bit abrasive?” he asked.

I laughed, “She’s not just abrasive; she’ll kill you if you do something stupid after she’s shown you the way.”

I was going to answer my neighbor more sharply, but then realized I didn’t care if he understood Suze or not. She’s an original, and authentically Suze. She hates it when people are foolish with their money. Millions of people love her tough love.

As a frequent guest on TV shows, even at the White House, Suze will not let the pressure of a situation or the awkwardness of a question throw her into hedging or saying less than the truth as she sees it. As she said to me, “Well, right or wrong, I have no filters.”

It’s not easy to become as authentic as Suze is, to work without a filter, without calculating, modifying, or adapting to all the expectations people lay on you. But it’s the way to be more open and true.


Accommodate 

When we’re not sure of who we are and what we deserve, we’re more vulnerable to taking the easy way out.

MARIE YIELDS

Women often wear a filter at work that screens out what’s fierce and genuine in favor of qualities that get a stamp of approval from others.

When I was CEO of Ogilvy, Ford Motors was one of our big accounts. There was a drive for change and innovation at Ford, so I’d included our star, Marie, at a meeting where several other outside experts would also take part.

When I arrived, I saw Marie standing in the middle of the room with men from various other companies, most of them strangers jostling for position, waiting to get started. “I’ve been chosen to help everybody work together; they call me the peacemaker,” Marie told me proudly.

“So who’s the gloomy guy in the corner?” I asked her, nodding at a stern-faced man in a stiff blue suit sitting on the side, waiting for everyone to settle down.

“We picked him as the project leader,” she said.

My heart sank. I could see what kind of man he was: controlling, more about getting the job done his way than leading everyone through the messy challenge of innovation. By the end of the meeting it was clear which of the two was the natural leader and had no fear of innovation: Marie. She had such low expectations for herself that she had agreed to play the support role.

The next day I grabbed Marie to show her how she had missed a precious moment to influence the group. And to lead. I saw the pain of recognition, then regret, play out on her face. She was furious when she realized how she’d been manipulated by their expectation that she’d make everyone happy, all with her complete cooperation. I assure you Marie will not be so quick the next time to screen out her natural ability to lead in order to keep the peace.



When we’re not sure who we are, we’re likely to borrow from someone else. Inevitably we are encouraged to become more like men. That doesn’t really work. I know because I tried to manage like a man in my first big boss assignment.


Copy 

I was the first female ever to be promoted to management supervisor at J. Walter Thompson Advertising. After I was offered the promotion, our office chief told me I was picked because as a female I’d be hard to miss and they felt the client would notice me and cut them some slack. Not a word about my previous successes or that I’d earned the promotion, or that they thought I’d be good in my new position.

I was in an overly grateful mode and meekly accepted his small idea of what I could offer. But I didn’t believe that the fact that I was tall, Texan, and female was really going to impress Sears.

In the next six months, though, our team began to improve things with Sears, which I thought was a small step for all womankind as bosses. Then one evening John Furr, my best friend and in many ways  my mentor, laughed as he casually told me that another management supervisor, Hal, had labeled my style of leading people as threatening. Hal said, “That girl manages by intimidation,” John told me, still chuckling.

I gulped. This was hard to hear. The men around the office had nicknamed me Scarlet, which fit perfectly with my idea of myself as a southern belle kind of boss. But then I remembered that Scarlett O’Hara was not exactly the most kind-hearted character in Gone with the Wind.

I began to watch myself, to observe my behavior with as much detachment as possible. And I saw that Hal was right. I often created false urgency, and I usually ended meetings on a kind of menacing note.

Who did this remind me of? My first boss, Morgan, from Uncle Ben’s Rice. He was so brutal in dressing me down that he would make my friend at the next desk cry. He was urgent, demanding, and deeply in earnest. And now to cover up my anxiety about being promoted without any vote of confidence, I borrowed the toughest “I mean business” mask I could think of. I wasn’t being myself. I was copying Morgan, all filters activated to screen out my own instincts. But thanks to Hal’s timely critique, I rewrote my boss script, one meeting, one phone call at a time, shaping it step by step into my own style.


Fail to Ask 

Failure to ask to advocate for yourself is another autofilter that has serious long-term consequences. Asking for a promotion, a new position, a raise at work always feels awkward and is often actively discouraged by higher-ups. I can assure you that managers love a nonasker; it’s simpler for them. So we women have agreed to step aside.

One of the most common justifications for not asking, going on autofilter, is to take a position that you are above the fray. This means you’ll be left out there on the ledge of your own making, too lofty to enter the competition.

The other autofilter to dodge asking is to deliberately stay below the radar. This is equally lethal to both men and women. It is the mistaken  idea that you can avoid negative attention by hanging back without sacrificing your share of positive attention when the rewards are being passed out.

But the most insidious form of nonasking is “therefore” thinking:I didn’t even get considered for that job; 
therefore 
I must not be good enough.

 

I’ve done great work for four years with no raise; 
therefore 
My work and my effort are not all that important.





Rather than ask, pose a challenging inquiry, or find out what the prizes are and how we can earn one, we use “therefore” thinking, which helps furnish alibis for management’s indifference.

Powerful pressure is applied to make asking seem dangerous or ill advised, supported by our own autofilter tendency.






How to Clean Up the Environment 

The long-term solution lies in cultivating a sense of self-esteem that enables you to develop world-class asking techniques: the very mission of this book. You can address both the elusive fog of expectations and your own set of autofilters by remembering to modify how you see yourself when you step out of the house on your way to work.

Here’s a major bulletin: you are a different person at work than you are at home.

We need to sort out who we are at work versus who we are as parent, lover, or friend. At work we have special talents to put to use. We can test our boldness; we can measure our own self-worth. At work we need to focus on our bravery, resilience, and mental toughness. These qualities are as much our birthright as compassion and selflessness.

Yes, the world needs peacemakers and nurturers, and women are good at both roles. But at work you are not the peacekeeper. Nor are  you the PTA member. Look at it this way: work allows you to be someone totally different from who you are at home and in social situations. It is liberating to have a whole new side of yourself to explore.

Allowing that work self to emerge takes practice. One of the smartest and most accomplished women in our seminars, Gwen, got uneasy when I asked her if she had taken credit for a big new idea she initiated. “I don’t believe in empty self-promotion,” she rationalized. But then she felt frustrated when others leaped up and took credit for her idea. They weren’t playing by her modest, self-effacing rules.

I’m not encouraging you to be a prima donna at work. When you summon the strength to say, “I did this,” it doesn’t have to scorch the earth around you. We each have to develop our own way of taking credit that fits who we are.

What do women want? Well, we want a seat at the table.



Another air cleaner is to think hard about what motivates you. Nothing makes you more filter free than being clear about what you want for yourself at work. What men often want is to go vertical, up the ladder. My classes with women suggest we have a different way of looking at progress.

Women want to earn that place of influence in our own way. We want to get the job done by forging such connections with others that we create a community. Yes, we want to organize and orchestrate the forces around us . . . BUT we want to be at the center.




Our Leaderly Qualities 

Men have been trained to work with an organizational model copied from the military, shaped like a pyramid, and top-down in style. This system is still in place but it’s outmoded, so men are having to learn a new process that is more circular.

The very qualities that experts tell us will be necessary for companies to succeed in the global marketplace are the same qualities that other experts tell us women have in great abundance. Enterprises of  the future are going to be more adaptable and flexible enough to change directions swiftly. They need to be able to see with a wider lens, rather than having a narrow, focused view of the products or services they provide. No one is going to make it alone. We must learn to be almost uncomfortably interdependent. The pyramid shape with the big boss at the top is being replaced by circles of creative teams, innovators, even artisans. Do these qualities sound familiar to you?

Women are born with a natural affinity for building connections, for communicating across boundaries. We have built-in verbal agility and we know how to hear what people mean, not just what they say. We’re flexible in the face of wrenching change, and we’re capable of being adaptable and calm in times of crisis and chaos.

Brain researchers have discovered that these coping skills are biological. Scientists now know that the area of the brain that responds when we seek connections with others is larger in women than in men. And they’ve learned that women have a sort of peripheral vision that takes in not only the person but all the surrounding information, whereas men tend to focus narrowly, reading a person from top to bottom. (That is why you’ve had the feeling that a man has undressed you top to bottom and you’ve only just been introduced.) By the way, this ability to focus so intently is why men are considered good problem solvers.

We also want a full partnership with men as peers . . . at the very least. What I’ve experienced when women move into partnership with men is that we all get smarter.

I recall waiting eagerly for a management team, John and Mary, to return from a meeting with an irate client so that we could plan our next steps. They reported as one unit. John said, “We know we can do these three things to answer his issues,” and he gave a brief, smart summary. John stopped then and turned to Mary to speak.

“But I still think he is going to fire us,” she said.

So now we had the whole picture. John focused in on what we could do to solve the immediate problem and he was right. Mary used  her ability to see beyond the meeting and she was right. I felt we knew what to do. We could respond well to this client’s frustrations, but we needed to also plan on replacing this business.

Women have that extra X, and as a result our brains respond differently to challenges. Being clear about the different ways men and women respond is priceless information, because it affects the way we communicate and deliver our work. It’s a two-part reality:• You are as smart and as capable as any man at getting good productive results.
• Your brain sends you down different pathways to get to the same goal.



Whether XX or XY, we have to understand and monitor our reactions at work. Men have far more brain space devoted to aggression, but they don’t duke it out at the office. (Not usually, anyway.) Women have more brain centers devoted to connectivity, but they can’t court friendship and approval at the expense of making good decisions or picking the best people. In fact I’ve seen more men than women cry at work, so we all get to violate our biological imperatives and expectations.




To Clear the Air, It’s Not the Work 

All of the people described here, the women in Charles’s company, Marie in her big day at Ford, the very modern women at JCrew, are counting on their excellent work to speak for them, to win them more and more influence. What they usually gain is more and more work. If you always have your head down, buried in your work, a vital moment will be missed, a moment to lead. You can’t afford to miss a single opportunity to step out and demonstrate your skills at leading.

That moment when you look up from your desk and take on a responsibility that goes beyond your various tasks does not always arrive with bells ringing. But when you step forward to demonstrate your potential, you do not let your work do all the talking.

In crossing the divide that separates even the world’s best workers from those who want to be in charge, you will learn that two-thirds of your day is about delivery (the way you work), and about one-third is getting good work done well. Repeat this mantra every morning when you brush your teeth:It’s not about the work; it’s how I deliver the work.





Delivery means the way you get your work in front of the right people. It’s how you manage to get the work used properly and, drum roll please, “appreciated.” That’s the bare minimum you want from a good delivery system.

Your readiness to be in charge is all about delivery. Delivery encompasses how you let everyone around you know who you are—your gut reactions, your intuitive responses, what energizes you, what bores you to death. Delivery includes that moment when you’ve chosen to take a stand on something you believe in or a stand against a decision you think is wrong. It’s easy to be lulled into thinking that the way you work is measured by the results, the numbers, the expanding business, but an equally important measure is how you behave, not just what you produce.

Have you caught on yet? The way you deliver the work comes from an interior place. You know all about the exterior you; it’s right there on your résumé. But your delivery is about the essence of who you become when you’re at work, your deepest, truest self sent out to play in the field of work.

Once you accept that the way you deliver the work affects your success, you will reorder your priorities like this:• At times it’s more about delivery than the work itself.and


• I’m not the person at work I am at home.and


• I’d rather be leaderly than womanly.and


• It’s my job to know and present my potential.






Warning: We’re Not There Yet 

It’s in the nature of evolution that the old way is changing but the new way is not yet set; things are in flux. This is a perfect opportunity for women to get themselves ready to be in charge, to learn how to exert their influence.

Now is the time for us to prepare to stand out as managers, leaders, and influencers.

You women who are working right now are the solution.



You are far better educated than other generations; you are acquiring more expertise every day and now you need to develop forging-ahead skills; to be prepared to forfeit popularity and pleasing others in favor of tough decisions. You can handle dissention or even hostility because you know yourself and you’ve developed superior communication skills.

These are qualities you must have because the new, more circular organizational systems, which reward innovation and adaptability and are so friendly to a woman’s way of working, are not yet in place. The men are still at the top running things, peering down in consternation at the women reaching out in great numbers toward them. We can’t wait for company structures to change; that’s too slow. We know better than to count on men adapting to fit our way of working. Instead, women can learn to stand up and say, “Choose me” or “I’ll do it.”

We all have larger dreams than being known as the hardest, most competent worker, though every success starts here. We dream of recognition for work well done, a chance to contribute in a big way, moments of taking the lead and truly being ourselves in a way we’ll never experience outside of work.

This quote from Johann Wolfgang von Goethe is perfect for our era.

 

 

“Talent is born in solitude, but character is formed in the midst of men.”

 

 

Learning who you are at work, getting a grip on the size and shape of yourself in the midst of men and women, is a great opportunity to explore and perfect your character. You can refine and perfect your ability to do the work all by yourself, but you can only enact your largest self when you mix it up with all the wonderful, curious, and exasperating people at work.

Together we are now preparing to take the next step, to embark on the journey to know who you really are, to sweep away other people’s expectations and directions, and to honor your own, so you can rise up; one small ceiling after another.

 

A Story: Internal Affairs

 

 

The oldest, most enduring form of teaching is storytelling. The lessons slip in on the wings of a plot, through a variety of characters, a colorful dilemma, and, finally, a solution. Stories reveal lessons that can’t be reduced to rules and charts.

A strange thing happened to me when I left the huge, sophisticated J. Walter Thompson advertising agency for a new job at the midsized Chicago ad agency, Tatham. I began waking up at 4:00 AM every morning, my heart drumming, my otherwise orderly brain running one disaster scenario after another. In the daytime, my panic at what I had tumbled into at Tatham was suppressed, but at night, it rose up to convince me I had an unsolvable situation. For the first time in my work life, I had hit a wall.

I’d had every chance to try on my manager’s hat at Thompson, but it seemed to come at too big a price. I had become the first female senior vice president in Thompson’s ninety-nine-year history (J. Walter Thompson moves slowly, its wonders to perform). I was among two or three contenders to become general manager of JWT Chicago, which would have made me head of the third largest office in the JWT worldwide empire. But for reasons I couldn’t completely nail down, I felt uneasy at the prospect. Some instinct warned me that life would be very different if I jumped from mastering the work I loved to managing the whole agency, dealing with profits, liaising with other offices, headquarter trips, forecasts, and so on.

As I looked through this big glass ceiling, I realized I didn’t know what general managers did. They seemed so withdrawn, so worried, so enmeshed in the many layers of Thompson’s vast ruling class, and yet I’d been taught to aspire to this next step called management.

I did know if I took that next big step at Thompson, there would be a lot more “first woman” press. That spotlight would not enhance my home life. Unlike the men who were also contenders, I had to factor in the very real tension I was experiencing between home life and work life. People had already  asked my husband if his wife made more money than he did. We had no experience in functioning as a two-worker family in which the wife was the “star.” My husband, seeing me so immersed in work, felt he was losing me to an unworthy competitor.

So I accepted an offer from Tatham to become the new CEO, but I insisted on having a year of preparation as a senior partner. Tatham was an agency for companies like Procter & Gamble, Ralston Purina, and Miles Laboratories. The clients were as big and as smart as those at Thompson, but the office was smaller, the press attention less relentless, and there’d be no pressure from corporate headquarters. Most interesting of all, the Tatham partners owned the agency. I could become a real manager without sabotaging work challenges . . . or my marriage.

Then I learned that sedate Tatham was not an agency with a “few problems” as I’d been briefed, but one on the brink of ruin. And it wasn’t sedate, either. It was like a B movie featuring booze, drugs, and wanton women.

The problems were bigger and more gut-wrenching than anything Thompson could have thrown my way. I left my first big manager’s meeting with a sinking heart and a headache the size of Alaska.

When our financial officer in that first meeting talked about “broadies,” I thought he must be talking about bonds; but no, this was his word for Tatham women. Ugh. He laughed slyly about keeping “two sets of books.” An alarm sounded. Did he mean fraud? No one in the room was laughing at the growing mountain of debt as clients left or cut their ad budgets. Then I had a realization that felt like an electric shock. Given the way the partnership was structured, the owners, myself included, were personally liable for company debt. If someone sued us, they could take our homes, our investments, my daughter’s bicycle.

Clearly all of the managers had lived with two sets of books and had accepted this kind of looming liability. But it made me feel sick, as if we were already listed in the lost column.

When the meeting broke up, a mystery woman appeared at lunch and, judging from the nudges and winks, she was someone’s good “friend.” What have you done? I asked myself on the drive home. Really Charlotte, what have you done?

My growing uneasiness about our finances had to be hidden from the few teams who were ready to dig in and rebuild Tatham. Still, as we reviewed budgets, the big office rents, the unproductive payroll, and the clients who were late in paying, I had to concentrate hard to keep my voice from shaking.

I knew my reaction was not the norm; the people around me didn’t seem to share my high anxiety. Thompson was a big company of deep pockets, so financial issues had never come up. It wasn’t just the thinness of our defenses at Tatham. There was a radically different culture and I had to fit into that culture . . . or change it. Part of it was a freewheeling attitude toward alcohol and drugs. It was quite different from the drinks at lunch ritual, widely considered a necessary treat in the ad business. I watched in amazement as our creative teams left at 4:00 PM to drink in the local bar, led by none other than our chairman.

In my first months, we managed to find some relief. I led the new business pitch for Korbel Champagne and we won. That steadied my nerves and my belief that we could rebuild. But only six months later we lost the account. The reason? Our creative team was caught smoking pot in the company guesthouse at the Korbel Vineyard. As it turned out, our client was also the local sheriff.

I had about as calm a reaction to the distinctive fumes permeating our halls, the pot smoke and booze, as I did to the idea of a spiraling debt load. Both made me dizzy with worry; how could I even begin to confront such wrong-minded ways of working? I was plagued by an unfamiliar sensation—a sense that things were out of control. We had team problems, morale problems, doubting clients, and what seemed to be a financial quagmire. And now, I had to add, perhaps the wrong CEO successor: me. I didn’t recognize this troubled and frightened version of myself.

I assumed, coming over from J. Walter Thompson, that I was locked and loaded for success because I had a proven track record at all aspects of client service in advertising. My confidence had been tested many times before: I’d learned to cope with bosses who diminished me, good friends who quit speaking to me once I was promoted past them. I’d even dealt with a client proudly showing me his pornography collection. But the situation at Tatham was crippling me, and I had to figure out why.

Whether I liked it or not, I was about to meet the “stranger within,” the interior self I’d been avoiding for years. Part of the reason work was so important to me was that I could use my brain, my energy, my problem-solving skills; those parts of myself not called on as much in my roles as mother and wife. I believed that the workplace was about performance, which was a welcome change from all those less tangible and more emotional forms of connecting, with family, friends, beaus, and children in my home life.

Now I was discovering that work included sleepless nights, anger, chest-clutching anxiety, frustration, and fears that didn’t fade at the end of the workday. I never would have thought that my chummy, good-natured, and respectful relationships at work could be matched by troublesome, disturbing, even scary ones. And it was becoming clear to me that a lot of this was my personal problem. I was slated to be the one in charge, yet I was more frozen by the situation than any of my colleagues seemed to be. Pondering this bleak reality, I sat late in my posh corner office looking out on glittering Michigan Avenue, a place I had once yearned for. Now it all seemed grim and hopeless, and I could see no way out.

And then, in the nick of time, only two months before I was due to take the reins as CEO, a way out appeared in the form of a job offer from another big, successful Chicago ad agency. Ah, escape. I could taste the relief, the kind that comes from waking to find it was all only a bad dream. I was rehearsing my departure speech when I was stopped cold by a single word. The word was “fearless.” And that word was how one of my senior colleagues described me.

A few weeks before, the top people at the agency had participated in anonymous reviews, giving us an opportunity to be thoughtful and honest about one another. The first review I turned over read, “Charlotte is fearless.” I was stunned. “This has to be a mistake,” I muttered to myself. Reading on, I found other, equally unexpected descriptors that elaborated on this quality; words like “brave” and “decisive.” Who in the world did they think I was?

It was hard to reconcile this huge gap between my personal crisis of confidence and my coworkers’ descriptions of me as some kind of office warrior. I sat with that for a while, trying not to judge either perspective, looking at myself from their side and from my side, pushing my anxieties and insecurities aside. I had been quick to move against the entrenched bad habits at Tatham, and even quicker to  support the brave and true people who kept the firm going. I had kept good people from leaving because they believed in me and our hopes for the future.

Slowly, like a compass shifting a few degrees to true north, I began to see myself in a new light. With some distance from my disabling thoughts, I was able to see this troubled ad agency from a more optimistic vantage point. Maybe disaster was not our destiny after all. Maybe I actually had been given a chance to help create a whole new agency. I’d gotten so caught up in the company’s problems that I couldn’t see my own potential, or Tatham’s for that matter.

I was surprised that no one had noticed how stricken I was by doubt and uncertainty. Maybe what they saw on the outside was a promise of what also lay inside. That was an energizing idea. I began to pursue the question of where something as powerful as “fearlessness” came from. “If I’m so fearless,” I said to myself, “then why am I paralyzed by things that others seem to take in stride, like our debt or the wild ones in the agency?” Clearly I was being driven by strong emotions and deep instincts that were not consciously known to me. I knew right then I needed to understand what they were and where they came from.

I didn’t leave Tatham. Instead, I began to discover Charlotte—to find out who I was from the inside out, from the center. We all have a deep desire to discover our whole self, but we can set up very sturdy barriers to avoid doing just that. Demanding, engrossing work can distract us for a time but not forever. When the world moves you into a new sphere where relationships are front and center, that relationship with yourself becomes the first priority.

 

For the ten years I was CEO of Tatham, I had two jobs: managing Tatham and discovering what qualities within me were reacting, doing the driving, creating the anxiety, stoking the bravery. To do so, I had to become a keen observer of myself in relationship with others.

My great chum Bill Ross, a creative director, once told me that he was keeping a journal. “Oh, are you going to write a book? I asked. “No,” he answered slowly, “I want to see who I’m becoming.”

I too began to keep a journal. By paying attention to cues and signals, I learned to notice how my behavior affected me and others. In these stories I found many clues about what matters most to me, and I began to see when I was  running against my beliefs or my truest instincts. I also became aware when I was being a jerk. I recorded the qualities of people I admired, such as my secretary, Vasso, whose sheer tenacity was legendary, and the junior high girls from Cabrini Green (a soulless housing project that has since been torn down) whom I tutored in the evening. I taught them reading and they taught me another face of fearlessness and dedication. Those twelve-year-old girls got up every single day intending to do their best in the face of many disadvantages they could not change.

I learned that I brought to work a bag of mixed messages drawn from my family and the behavior models I had copied. What are these doing at work? They aren’t on your résumé, but they do get a daily voice in your delivery of the work. Once I began to connect my puzzling reactions at work to early influences, I made real progress. Our family was damaged in a way that only alcoholism can cause. My reaction to the drugs and drinks at the agency was to feel as helpless as I had as a child. But in many alcoholic families the children also grow up early and find a bravery that is essential for their survival. As I looked at my past, I understood how I came to embody both fear and fearlessness in my approach to work.

The turmoil at Tatham activated another unanalyzed problem: my nearly pathological dread of debt, something I learned from our volatile family finances. Old wishes surfaced too. I had always longed for a more perfect family, so the partnership at Tatham, more like a family than a traditional company structure, was a powerful attraction to me. These contradictory responses added fuel to my uncertainty about who I was and what I could really offer as Tatham’s CEO.

Although I traced the way I chose to behave at work directly to family inheritances, I also discovered I had my own unique way of delivering the work. This was a real eye-opener for me. It explained why every problem client at Thompson had been handed off to me. I got a lot of applause when we turned around yet another disgruntled client. I felt like the Statue of Liberty: “Bring me your tired, your broken, your clients yearning to be free.” The truth is, I had asked for these broken businesses. I gravitated to trouble, wanted to lead the cavalry. When I accepted and understood that better, it helped me to chart my career deliberately instead of inadvertently.

This inherent trait was another dimension of fearlessness—an instinctual desire to be in charge. When I tracked the source of this instinct, what I found was not always attractive, but at least now I knew. There’s a great freedom to knowing who you are in that inner chamber because such knowing is the source of self-confidence.

As I was growing into the role of manager and sometimes lonely leader of Tatham, my personal transformation was keeping pace, though less publicly. I attended Adult Children of Alcoholics meetings, and in telling my own stories, I heard how oversensitive I was to hot debates, which recalled earlier scenes at home that could escalate to violence. But I was in a company that desperately needed to debate its future and not always politely. Another contradiction for me to sort out.

I longed for the old days at JWT when I knew exactly how to orchestrate our talented teams to get the ads out. But I knew I couldn’t continue to swallow my fear and uncertainty every day without destroying myself, and Tatham along with me. I had to learn how to manage it. Through diligent exploration, through my journals and research, I found my own system of self-discovery and correction.

I gathered strength from the fact that the people at Tatham thought I could lead us out of the mire, even while I was engaging in a lot of interior hand-wringing. I was still living with a sometimes confusing split in my personality: my bold career woman’s role and this corrosive self-doubt churning inside. But the more I learned about myself, the less disruptive the churning became.

A hardy band formed at Tatham, and we began to use the fact that we were smaller than our competitors as an advantage: we were lean, flexible, and fast. We presented a David versus Goliath story, since the giant agencies were always slower to respond. I brought dazzling women into every agency department, making Tatham the first agency to do so. We began to improve the agency’s image, much as I had reset my own role.

Our work and our teams, our ads and out thinking, improved so much we hit a winning streak. In some six years, we had won big new brands from Procter & Gamble and Ralston Purina and added Oscar Meyer and Nabisco. For our people, the apex was a profile of Tatham in the New York Times as the fastest-growing agency in the United States with record profits.

I began to practice for myself what we used every day in making ads, promotions, strategies . . . all the disciplines and secrets of communicating. Communication is not just delivering information, which is where most people start and stop. It is about persuading, inspiring, and presenting. My job now demanded these higher forms of relating to others. When to stand, when to fold, when to jump, were judgment calls I had to learn to make. Agency people have a world-class education in how to communicate, how to find the one right strategic solution, but we have a lousy record at applying it for ourselves. I didn’t have a choice. We could not buy time for Tatham if I didn’t try on more innovative ways of presenting myself and our future.

 

I tell the story of what I learned about myself at Tatham to make a point about the power of self-knowledge. We all face, from time to time, a situation gone wrong, but I’m hoping you can read between the lines that the big leap for me was identifying and making friends with my whole self, including that potent inner chamber from which instructions are also issued, day after workday.

Watching yourself closely and objectively is not easy, but it’s good for everyone around you. Self-knowledge means you can act with more consistency. You can offer trust. You can say what you mean. There’s no substitute for a deep, honest study of who you are, beyond your title and job description. Having a clear sense of who you are and all that you have to offer is the foundation of true self-esteem.

You can take this journey in a more reasonable manner than I took mine. It breaks naturally into two frontiers:

To know yourself.

To acquire the tools you need to present that self.

Although this system of self-inquiry made a huge difference to me, I wouldn’t be offering it to you if I hadn’t received plenty of confirmation from the women in my workshops that this process gave them a larger view of themselves and that the presentation skills they acquired gave them a more effective means to “show” that self in their work lives.

Here’s how they put it: • The impact of this training has been enormous. It has allowed me to understand early influences and how those experiences contribute and/or  become barriers in my leadership. Having that awareness helps me use my new presentation tools with courage. I even let the passion out. I’ve learned to spot the defining moments and approach tricky business situations with eagerness, not fear. 
• A continual self-auditing of my behaviors, a greater self-awareness, and a sense that I need to watch for old ingrained negative habits. I practice my presentation tools in every point of contact. People look amazed; it’s fun. 
• I think the piece that has stuck with me most is that once you master your trade, there are so many other aspects to being successful in a more senior role. Before X Factor, I believed that if I was a master at my trade then everything else would fall into place. I learned there is so much more to it, particularly what I personally bring to my role. I already see an impact. 
• A new belief that I am worth a lot to this organization, and the courage to speak on my own behalf with senior management. 
• I took on the office bully, the one I catered to; chewed him up like chocolate. 



And one frequent response I didn’t expect, but love: • I have a much keener interest in championing the cause of women generally. I am much more aware of the need to advocate for women in my department, and to encourage them to “to get out in front of the work.” 



Are you ready? Please take up your own journal. What will be written there will be more important as what is written here.





End of sample
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parents were so naive.

My coach said
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Positive Negative
“I get it done. Always!” although *I can be don

“T'm dutiful, cooperative.” b “lhavenopln ofm) own”

“I have a strong intemal compass.” sl I don't rust anyone.”

“T'm inventive, adaptable.” et *Others suck the energy out of me.”
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MEN WOMEN

Vertial relationships Horizontal relationships
What canyoudoto helpme?  What can I do to help?
Can say no Can't say no

Focused on tasks Focus on interpersonal relations





OEBPS/char_9781593156923_oeb_003_tab.gif
My family Delivery style

Sam A clan tightly knit, superior 1 don't engage much.

Rachel Constant battles. I'm always med Lets all be friends.

Alice None of us succeed if one of us fails Success in group.
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MEN
Compeitive
Takes the lead
Speak out

Take risks

Goal focused
Boasts about deeds
Sel-fecding

Less stressed

WOMEN
Collaborative

Workhorses

Fear being labeled as “pushy”
Use caution

Adaptable

Modest

Approval secking

Less egoristical





