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——让工作更有成效
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Are We Hardwired for Success?




提示：为使读者更好地理解本书内容，中文部分特增添了作者简介、精彩内容、重要概念作为原书内容扩展补充。



作者简介



恰克•马丁（ChuckMartin）


恰克•马丁是商务策划师、联合供稿专栏作家以及专题演讲家，曾任记者、《时代》杂志企业科技编辑、《信息周刊》（InformationWeek）副发行人，以及电子期刊《互动时代》（InteractiveAge）发行人兼首席运营官，现为NFI管理研究公司首席执行官，着有《硬颈管理》（ToughManagement）和《短期目标》（ManagingfortheShortTerm）等。


佩格•道森（PegDawson）


佩格•道森是心理学家，任职于学习与注意力障碍研究中心（CenterforLearningandAttentionDisorders）。


理查德•格尔（RichardGuare）


理查德•格尔是神经心理学家，现为学习与注意力障碍研究中心主任。



精彩内容



职场就像一张地图，上面布满河川、高山，阻隔我们到达理想的位置。这些河川与高山，或许是自我认知不足、主管认识不清，或缺乏正确评估方法，造成我们迷失在地图里。正确使用职场地图的方法，应该要居高俯瞰，这样才能清楚发现个人的长处与短处。一如作者在文内提供的“职场12项执行技能表”，可以通过简单的方式检验自己是不是把力气用在对的工作上。

这张技能表对主管更为重要。安排组织成员不能凭好恶，适材适所是管理者的重要职责之一。不论是你自己要找工作，还是要找部属，光是睁大眼睛还不够，要用对聪明的办法。



重要概念



适材适所（MatchingPeopletoJobs）

通用电气（GE）前首席执行官杰克•韦尔奇（JackWelch）一再强调，企业成功的关键，不在于资本、技术，而在于用对人，还要把人放在对的位置。根据盖洛普的研究，卓越与平庸往往只差一小步。在职场上，找出每个人的天赋之处，加上专业领域的知识训练，正是工作者从平庸跃升卓越、企业效能大幅提升的关键之一。每个人都有独特的天赋，只是大部分的人不是被摆错了位置，就是没有正确发掘自己的内在天赋。只要摆对位置，每个人都可以变成天才。

昆里（RichardP.Cooley）在美国银行体系开放自由化后，接任富国银行（WellsFargo）首席执行官。昆里首先做的，是挖掘最适当人才来处理问题，靠着不断加入的人才，打造出业界最好的经营团队。昆里带领下的富国银行，表现超出股市平均的3倍以上；而在同时，银行业的表现却低于股市平均59%。IBM前首席执行官郭士纳（LouGerstner,Jr.）以非IT人的身份，将IBM带向另一个经营高峰，正是因为郭士纳懂得以人之长，补己之短。郭士纳倚重阿比•科恩斯塔姆（AbbyKohnstamm）和爱尔文•沃拉达斯基•伯杰（IrvingWladawsky-Berger）。科恩斯塔姆为IBM提出电子商务观念，爱尔文•沃拉达斯基•伯杰则协助郭士纳了解因特网，然后进军开放源码工具和Linux。

职业生涯管理（CareerManagement）

职业生涯管理可从个人和组织两种不同角度说明，对组织而言，根据组织不同的策略、结构和发展需求，可借由人力规划、职能评鉴和生涯咨商等管理工具的辅助，整合员工个人职业生涯规划和组织关键职位的接班人计划，创造员工个人和组织目标结合的双赢目标。从个人的角度出发，可从了解自己的兴趣、价值观、知识技能与性格，结合内外部劳动市场的供需变化，规划工作上的职业生涯路径和训练发展需求，以达成自我的职业生涯目标。

工作记忆（WorkingMemory）

又称活动记忆，是从事熟悉工作时的短暂记忆。心理学家艾伦•巴德利（AlanBaddeley）和希契（GrahamHitch）于1974年最早提出这个概念。工作记忆是记忆系统的活动区，当人有意识地思考或回想事情时，便会使用工作记忆。当信息进入到工作记忆区，有可能会很快被遗忘，也可能经由一再复诵储存一段短时间，或者借由特别的学习策略，把信息转换至长期记忆中。换句话说，工作记忆区就像计算机的RAM，负责有关运算比对的工作，再将数据储存到永久记忆区。一般人的工作记忆区里，最多大概只能同时处理7件事情左右，就好像一台只能同时开启7个窗口的计算机一样。如果超过这个数目，先前正在脑中处理的事情就会被排挤掉。

虽然工作记忆区只能同时处理7个区块的数据，但是可以通过口诀或联想的方式帮助记忆，活用工作记忆区。运用口诀能把许多不相干的东西，串成一组有意义的东西。诗歌比起小说散文容易背诵，就是因为诗歌能利用押韵和对仗的技巧，产生音韵结构上的组合，更有效利用工作记忆区里有限的区块。在非洲许多原始部落里没有文字，村落之间的消息，都得仰赖“说故事人”，他们负责把消息硬记下来，传递到另一个村落。因为村落之间距离遥远，“说故事人”为了怕在旅程中遗漏了消息，会刻意把所有消息编成押韵的故事，借此帮助记忆。



五分钟摘要



聪明地工作：让工作更有成效 
英



世界上每个人生来就不同且独特。在职场上有12项有助于完成工作的技能，如果以这12项技能来解释生而有别，那就表示通常会有2到3个领域是自己天生就擅长的，也会有2到3个领域是自己天然不足的。只要妥善规划再加上一点运气，便有可能让自己的职业生涯更顺利。发挥自己的强项，让弱项的影响减到最低。

对组织来说，如果可以了解其他成员的强项与弱项，就可以组成效率更高的团队，并且做到适材适所的人员配置。







大师观点



“了解执行技能中的强项与弱项，可以带来极为惊人的成效。选择符合自己特性的职务、工作项目或团队，借此尽情发挥自己的强项，就能够带来双赢。只要组织能够持续做到这一点，公司上下就能享有下列几项正面效益：

 ●生产力：适材适所会让成员更能快速完成工作。

 ●工作质量：适材适所能够减少错误发生的机会。

 ●员工招聘：更容易做到适材适所。

 ●员工留任：员工负责的工作如果跟自己的技能相符，满意度就会提高。

 ●培训：能够把重点放在，让员工找到自己的强项并且充分发挥上。

 ●团队合作：可以找到合适的人选组成团队，让团队确实能够提升绩效和减少冲突。

 ●竞争优势：做到适材适所，能够让公司享有优势。

 ●压力：如果员工的职务更符合个人特性，就可以减少压力对员工例行工作表现造成的损害。

 ●会议：利于找到适合的人选参与会议，能够提升会议效率，也更能确切达成会议的预期目标。

 ●执行：由适切人选负责规划构想或策略，这些人选能够密切掌握合理的成果。

 ●信息管理：只要员工了解自己的强项，就可以援引适切信息流加强自己的强项。”

——马丁、道森和格尔







探究 
英



主要观念

为了让自己能够善用执行技能组合，首先必须进行自我评估。判断自己的技能组合，然后注意跟与自己定期互动的对象进行比较，了解分别有哪些强项和弱项。这将最终让你了解，什么样的职业生涯规划最适合自己，怎么才能和他人合作无间。





支持概念 找出个人的强项与弱项

要评估自己在12个领域中各项技能的能力高低，并且勾勒出个人的技能组合，请考虑下文的几点，并且评估自己对于各领域相关问题的掌握情况。评估表格式如下：
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评估自己在各项技能领域的分数。因为每项技能都有5个题目，所以最高分是25分。接下来，就可以找出自己最擅长和最不擅长的2到3个领域。





第1项技能——自制能力

这项技能就是，能够在话说出口或行动之前三思。这和大家常说的“说错话得罪人”恰好相反。有自制能力的人会采取有条理的做法，并且运用逻辑全盘思考，不会莽莽撞撞。

 ■我在下决定前都会仔细思考。

 ■我通常处事圆滑。

 ■我在说话前通常已经好好想过。

 ■我有把握才会行动。

 ■我很少说出让人不舒服的意见。





第2项技能——工作记忆

这项能力能够让你在执行其他复杂工作时，记住各种信息。工作记忆良好的人可以记住自己安排的约会，甚至不必写购物清单，就可以记住自己要买哪些东西。至于工作记忆不佳的人，我们通常会形容是心不在焉。

 ■我可以很轻松地记住数据、日期和细节。

 ■我能牢牢记住自己承诺的事项。

 ■我天生就能记住要完成自己的工作。

 ■我一向可以专注在自己要达成的目标上。

 ■忙碌的时候，我可以同时掌握全局和细节。





第3项技能——情绪控制

这项技能是要确保，自己的情绪不会妨碍自己要完成的工作。能够有高度的情绪控制能力，工作就不会横生枝节，也有办法让自己在遭遇各种情况时，都能保持正面思考。情绪控制不佳的人对于批评非常敏感，而且在心理上会未战先败。

 ■我在工作时可以妥善控制自己的情绪。

 ■我通常可以冷静处理冲突。

 ■工作上的琐事不会干扰我进行手边工作。

 ■在遇到挫折或生气的时候，我能保持冷静。

 ■在完成工作之前，我会把个人感受摆在一旁。





第4项技能——专注力

这项能力能够让人心无旁骛，直到工作完成为止。如果执行工作能够发挥专注力，就可以全心投入工作之中，排除各种干扰，在期限内完成工作。如果专注力低，很容易会因为鸡毛蒜皮的琐事分心。

 ■有工作要做的时候，我可以轻易避免分心。

 ■只要开始进行一项工作，我就会认真做到结束为止。

 ■我觉得要专注在自己负责的工作上很简单。

 ■如果受到打扰，我可以很快回到工作上。

 ■即使工作乏味，我也会专注在工作上。





第5项技能——展开作业

很容易展开新的工作，这和拖延症恰恰相反。展开作业能力强的人，会觉得自己很容易展开新的计划，会想要立刻投入工作，不会把工作拖延到最后一刻。如果你每天早上都马上开始工作，不必费劲给自己心理建设，就表示你擅长这个领域。

 ■只要受指派负责新的工作，我就会立刻开始。

 ■我通常没有拖延的习惯。

 ■我认为应该尽快展开工作。

 ■就算我更想做其他事，我也会去工作。

 ■我通常很早开始开始自己被指派的工作。





第6项技能——规划与权衡

擅长这项技能的人，做事有条理、有效率而且思路清晰。如果你就是这种人，那么假如有其他事情会占用自己的时间，让自己无法专心达成最主要的目标，你大概会毫不犹豫拒绝这些事情。如果这项技能不佳，你就会在原地打转，无法判定该从哪里着手，哪件事才真正重要，甚至可能会因为其他事情接踵而来，使得自己退出一项项目。

 ■我每天开始工作时，已经在心里清楚规划好了。

 ■如果我有很多事要做，我会先认真权衡轻重。

 ■我已经制定计划以达成主要的长期目标。

 ■我非常善于权衡各项工作的轻重缓急，并且会确实按照轻重执行。

 ■我通常会把长期的工作分解成几个里程碑。





第7项技能——分出条理

如果观察自己的办公桌和工作环境，通常可以合理判断，你做事是不是有条有理。如果你的办公桌平常很整洁、不会堆满东西，这通常表示你在进行工作的时候相当有条理。相对地，如果你常常找不到自己要用的东西在哪里，也没有真正建立一套方法以处理手边的档案、电子邮件或其他文件，这可能表示你应该相当没有条理。

 ■我把工作安排得井井有条。

 ■我非常善于采用一套固定方法，让自己保持条理性。

 ■我能自然而然地让自己的工作环境保持整洁有序。

 ■对我来说，管理自己的物品很容易。

 ■我规划了良好的邮件管理方法，制作待办事项表，并且善加利用。





第8项技能——时间管理

如果你非常擅长这个领域，通常就能高效、有条不紊地在期限内完成工作。懂得管理时间的人，也能够准确预估一项项目要花多少时间完成。如果不擅长这项技能，通常会低估完成工作必须花费的时间，从而发现自己只能完成预定工作中的一小部分。

 ■我可以根据自己有多少时间，调整工作的步调。

 ■每天要下班之前，我通常已经完成工作了。

 ■我很擅长预估完成工作要花多少时间。

 ■我通常能够准时完成工作。

 ■我都会设定每天工作的日程，并且按每日日程进行工作。





第9项技能——实践目标

如果你养成习惯，能够设定目标然后贯彻执行，这项技能应该就很有可能是你的强项。实践目标就是要排除过程中的阻碍，贯彻到底完成工作，另一方面也就是要避免分心。这项技能不佳的人非常热衷新构想，但是会不断在各种构想间转换，没有实际的进展。

 ■尽管有阻碍，我还是可以达成自己的目标。

 ■我一心想达成自己的目标。

 ■我非常擅长保持高水平的表现。

 ■我相当善于设定长期目标。

 ■在实现目标的过程中，我可以很轻易放弃一时的玩乐。





第10项技能——灵活性

如果在这项技能的得分非常高，就表示你行事独立、能够在目前的工作中整合新信息，并且保持随机应变，而且如果发生错误，也能很快想出化险为夷的补救办法。简单来说，灵活性这项能力，就是能够在情势改变时，立即应变并且扭转局势。灵活性不佳的人在面临必要调整的情况时，会感到不知所措，无法快速应变处理变化中的状况。

 ■我认为自己灵活、懂得应变。

 ■我一向可以找到不同办法处理问题。

 ■我可以从容面对各种意外事件。

 ■我可以从其他人的角度看问题。

 ■我非常懂得随机应变。





第11项技能——观察力

非常擅长这个领域的人通常很有自省能力，也非常懂得策略性思考。如果你属于这一类型，大概就能够退一步，从更全面的角度观察全局，不会陷入一时的热忱和情绪。另外在面对问题时，应该也更能想出多种解决办法，并且先分析各种做法的利弊得失，然后选择最有效的做法。观察能力不佳的人很难理解自己决策可能造成什么后果，会盲目决策，而且还会重蹈覆辙。

 ■我可以轻易识别哪些工作适合自己。

 ■我会定期评估自己的表现并且加以提升。

 ■遇到状况，我会退一步客观思考。

 ■我非常喜欢策略性思考和解决问题。

 ■我会审视目前的状况，然后设法改进。





第12项技能——抗压性

有些人在压力之下表现会更杰出，懂得善用压力激发自己的表现。另一种人会觉得在危机情形之下，压力会让自己六神无主。如果非常擅长这个领域，就会有非常好的抗压性，能够在危机之下保持情绪稳定，也会很有自信，能够处理各种迫在眉睫的变化。如果在这项技能上有待加强，就会觉得自己一直处在压力之下，并且开始犯下愚蠢的错误。

■ 我非常喜欢在充满挑战、快节奏的环境下工作。

■ 压力能够激励自己发挥全力。

 ■要面对许多不确定状况的工作，对我非常有吸引力。

 ■在情况必要的时候，我能够处之泰然地承担风险。

 ■我喜欢没有固定行程的工作。

回答完上述问题之后，找出自己得分最高的2项到3项技能，以及自己得分最低的2项到3项技能，就可以在下表中标出自己的技能组合。
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大师观点

“个人的强项和弱项都是相对的。举例来说，如果你在观察力上的得分是18分，另一个自己认识的人在同一项技能的得分是15分，这样不一定能够比较出高下，也不必然表示，另一个人在这项技能上就逊于自己。自己的强项、弱项跟别人的强、弱项是无法比较的，只有总得分的高低才值得比较。所以还是要综合自己在其他项技能上的答案，判断自己的这18分代表什么意义。”

——马丁、道森和格尔





个人策略 
英



主要观念

了解自己最擅长和最不擅长的技能之后，接下来有2个选择。一是把自己最擅长的技能发挥得淋漓尽致，一是开始努力提升自己最不擅长的技能。经验一再显示，最理想的做法是发挥自己的强项，至于弱项就随他去吧。





支持概念 发挥强项，避开弱项

尽力开发强项的表现机会

执行技能的优劣，大概不会因为职业生涯的发展有太大改变。与其努力提升自己有所不足的领域，不如多花些时间发挥并彻底开发自己的强项。应该寻找各种机会，让自己的强项有机会崭露头角。能够持续做到这一点，就会让自己有机会成就卓越。

那么实际上该怎么做？要努力让自己在适合的领域中发展，能够发挥自己擅长的技能，可以采取下列方法：

■尽量把自己不擅长的工作交给他人——这样才能花更多时间从事生产力高的活动，真正发挥自己的强项。

■寻找升迁机会，担任符合自己强项的职务——这样才能让自己的成功机会更高也更稳定。能够找到适合发挥自己强项的工作，自然就会有更好的工作表现，而且在职业生涯发展上也会更上一层楼。

■和技能与自己互补的人合作——这些人的强项就是自己有所不足的领域。携手合作，彼此都更能缔造亮眼的成果。

■如果项目团队有很好的技能结构规划，要设法加入——这样才能为团队整体表现做出有意义的贡献。争取适合自己的职务发挥自己的强项和能力，还要实际评估不同团队成员的强项和弱项，并且学习其他团队成员的长处。

■有些主管的强项跟自己相近，尽量设法投其麾下——这样才能让自己的贡献更受到主管赏识。另外，如果主管了解自己的天性，工作起来就会觉得比较轻松，如果主管不理解为什么自己在特定工作上表现杰出，其他工作则表现平平，那就会比较辛苦。其实，如果花时间分析主管的技能组合，就可以清楚了解，怎么跟主管合作最顺利。举例来说，如果知道自己的主管在灵活性领域分数比较低，那么自然就能了解，如果没有在开会前事先说明，最好不要突然对主管提出新构想。更清楚地了解主管的强项，就能让自己更有机会成功。

■如果有些工作必须运用自己最不擅长的技能，也要往好处看——专注于这项活动可能造成什么损失，或是带来什么收获。提醒自己，这项活动会带来后续影响，所以即使非常困难，也一定要全力以赴。也可以从外在状况来观察，例如注意其他团队成员目前的表现。另外还可以向主管讨教，这样通常可以获得继续前进的动力。





尽力降低弱项的负面影响

前面说过，发挥强项可以尽可能提升生产力。话说回来，尽可能缓和自己弱项的负面影响，好像也很有道理。如果是这样，可以尝试下列做法：

■开诚布公承认自己的弱项——不要设法掩饰。了解自己的弱项会造成什么实际影响，采取各种合理做法解决上述状况。

■不断请主管提出意见——强项和弱项都要讨论。抱着开放的态度，接受改进的建议或是进一步发展的想法。认真思考，针对弱项加强训练或增加相关经验，会不会给自己带来帮助。

■注意自己最不擅长的技能会造成什么后续效应——尽可能确切找出这些效应。举例来说，如果灵活性不佳，就可以自愿担任团队会议的会议记录。这样在提出个人意见之前，可以先听其他人的想法。只要采取这些积极做法，即使要处理自己天生有所不足的工作，也可以顺利完成。

■事先跟主管讨论可能会发生问题的领域——这样主管才可以了解情况，以免酿成重大问题。如果没做到这一点，当各种不同压力一一出现时，会让人觉得自己不善沟通。

■尽量在事先掌握众人预期——提前告知其他可能受到影响的人，并且事先让对方了解可能发生的状况。想出替代办法，降低未来可能发生的最严重状况，另外也要请同事或团队成员一起想办法。

■尽量改进自己有所不足的领域——至少要能够顺利过关。应该采取的做法可能会是，逐项分析整项工作，找出是哪些原因导致绩效不彰，培养较为适切的新习惯。方法可以很简单，例如觉得自己自制能力不够，就可以训练自己在回应前先数到10，这个方法或许会有效。

■改变环境——可以运用科技设定新的提示，促成自己希望提升的正面行为。现在的平板和手机已经能够储存大量信息，如果工作记忆不佳，可以时时把这些工具带在身边。如果时间管理对你来说是一大难题，也有许多方法可以帮助你。尽量善用类似上述的工具。

■跟和自己弱项互补的人携手——或许可以请个人助理，让自己工作有条理，又能锁定目标。

■指引自己——设定目标求进步，找出实践目标的方法，然后开始实行。



大师观点

“了解自己的执行技能组合中，强项有哪些、弱项又有哪些，无论你的职位高低，也无论你担任什么职务，工作满意度都会更高。”

——马丁、道森和格尔

“不断让自己有机会发挥强项，就能大大提升持续成功的机会，而且还可以避免负责执行劳神费力的工作，这样会让自己觉得工作比较不吃力，因为这对自己来说是符合天性的。实际上来说，人在一天之中的精力有限，如果把太多精力用来发挥自己最不擅长的技能，或许在一天工作结束之前，就已经感到筋疲力尽了。注意自己最不擅长的技能，并且制定计划弥补这些技能可能造成的后果，因为在面临压力的状况下，这些会是最先失败的方面。”

——马丁、道森和格尔





主管策略 
英



主要观念

深入了解组织成员的强项与弱项，不仅能够更确实了解组织可能达成的成就，也能够让自己开始拟定计划，帮助成员提升各自的执行技能。同样地，努力磨练其他成员擅长的领域，成效会比让成员尝试克服弱项来得好。





支持概念 善用技能组合提升管理成效

人适应环境或环境适应人

想要改善成员在特定执行技能的不足之处，其实只有2项基本策略可供运用，分别是：

■改变成员行为——彻头彻尾的改变是不太可能的，但是或许只要些许进步，就足以减缓眼前的问题。要改变成员的行为，通常必须经过下列5项步骤：

1选定特定问题或弱项——向成员说明，为什么应该解决这个问题。如果成员不了解这个问题的影响，就不太可能会愿意投入努力。

2制定策略和行动方案——成员可以采取哪些不同的具体做法，解决各自的问题。

3判断哪些人或工具会有帮助——有没有有用的技术值得尝试，或者值不值得寻求其他人的协助。

4选定特定日期——预期达成的进步什么时候会见到成果。另外也要判断，该怎么掌握自己计划的状况，以及该在什么时候进行评估和必要修正。

5评估进度——定出确切日期，仔细检视进度，判断在目前进度之下该怎么走。

■改变环境——也就是进行决策的状况。通常有3项策略：

1改变硬件环境或人际环境——例如让成员在安静的环境下工作，跟忙碌嘈杂的工作区域分开，或是让成员可以就近获得帮助。

2改变工作内容——减少工作内容，或是提出更详尽指示。甚至可以整合检核表或工作清单，这样大家就可以清楚知道，什么时候才算大功告成。

3调整目前使用的各种提醒工具——这样才可以让自己进步，从事更具实效的工作。光是列表记录每天必须完成的工作，就可以当作一种持续的提示，要自己从事有实效的工作。





藏拙的方法

另外也有各种方法，可以让人运用硬件环境弥补自己最不擅长的执行技能。以下分别就各项领域提出建议：

■自制能力——必须避免不当谈话，以免自己惹上麻烦。有些会议或状况可能会激起自己的情绪，尽可能不要让自己陷入其中。或者可以在话说出口之前，先看看主管的脸色，提醒自己要三思。

■工作记忆——寻找可用技术，提醒自己有哪些工作必须完成。运用平板或手机上的提醒装置，或者在电子邮件信箱或在语音信箱给自己留言，提醒自己必须完成的工作。

■情绪控制——预判问题，记下可行的解决办法，让自己的想法和情绪有所依循，借此控制自己的情绪。

■专注力——要求自己在特定时间范围内完成工作，然后追踪自己的表现。把庞杂的项目规划成几段短期目标，仔细观察自己的表现。

■展开作业——把项目分成几段可行的目标，并且定出每项目的目标日程。另外针对各项目定一个提示，提醒自己开始进行。

■规划与权衡——同样把项目分成几段短期目标，定出每项目目标的完成期限，并且请其他成员检视自己的进度。

■分出条理——记下大小事项，每天开始工作时，先检视自己前一天记下的注意事项。

■时间管理——尝试设置提醒工具，提醒自己必须完成的事项，并且善用计算机或手机上的闹铃装置。

■实践目标——找一个办法，让长期目标持续出现在自己眼前。在每日计划上列出长期目标，并把长期目标当作屏幕保护程序。

■灵活性——尽可能在日常工作中，安排自己最重要的工作事项。这样在意外机会出现时，才能更有自信，能够把握机会。

■观察力——一定要开会进行事后检讨，检视自己的表现。制作专用的分析表，提醒自己评估自己的表现。

■抗压性——排除压力的方法是，熟练设定优先事项。一定要把自己最重要的事项，列为最优先事项，不要排满其他琐碎事务。

如果对你来说，要按照上述做法改变环境并不可行，另一种直接的策略就是，找到强项和自己弱项互补的人，彼此合作。如果你的职务无法聘请行政助理，就必须跟同事分工合作，或许在目前的团队中，就能够发现适合的合作对象。跟适切的对象携手合作，就可以去除自己弱项的影响，也才有机会让自己的强项受到嘉奖和赏识。



组织策略 
英



主要观念

勾勒执行技能组合不仅可以用于个人，同样可以用于项目或任务。只要这么做就可以了解，哪类型的成员最可能在这项任务上表现，也就是哪些人的执行技能组合，足以胜任这项任务。





支持概念 把任务交由技能组合适合的人负责

适材适所最重要

只要能够了解，每一位成员最不擅长和最擅长的执行技能分别是哪几项，就可以开始在工作展开前先行思考，这位成员应该负责什么工作，才最有可能成功。显然，如果某项工作必须大量运用个人最擅长的执行技能，而最不擅长技能的又不会造成干扰，那么成员通常就会有最杰出的表现。

■规划任务的技能组合——如果你必须判断，该由哪位成员负责特定项目，一开始先细心规划这项任务的技能组合，会对之后的工作非常有帮助。举例来说，你可能会判断，目前手边的项目，可能会要在步调快速的竞争环境中执行，因此必须具备的关键技能可能会是：观察力、情绪控制和抗压性。

■根据需求安排工作——如果人选A向你表示希望加入项目，通过人选A的技能组合，你就可以看出他在这个项目上的表现会是成功、平平还是彻底失败。根据人选A的技能组合，可以判断这个人适合处理的状况是，工作内容多样，而且不必考虑长期问题。人选A可能非常适合在急诊室工作，因为这个人能够快速思考、定出当下目标并且快速决策。而在某些状况下，在时间管理这项技能上不足，以及在自制能力上不足，或许并不算是缺点，但是对于这个项目来说，却可能造成重大问题。根据项目的需求安排工作，让成员能够运用适切的技能，就可以合理预测未来的表现。
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■避免不适任状况——从技能组合的角度，采取严格而系统的办法规划成员的工作，应该可以避免人选根本不适任的状况。举例来说，如果由业绩顶尖的业务人员出任业务管理工作，结果却失败了，就是所谓不适任的状况。从事业务工作通常必须擅长几项技能，包括灵活性、实践目标和情绪控制。相对来说，管理业务团队通常则必须擅长规划与排序、分出条理、时间管理和具有观察力。一个人要能成功从业务人员转换成业务主管，必须原本就具备其他执行技能。如果在各项管理技能之中，有任何一项有所不足，那么就会产生问题。

■企业规模越小越容易做到——一般来说，企业规模越小，就越能做好适材适所，因为这些企业要根据职务需求，妥善运用成员的强项，适材适所会容易得多。如果能够更妥善做到适材适所，让成员更适合职务需求或目前进行的项目，通常就能够提升生产力。员工会花更多时间在自己天生就擅长的领域上，也可以少花一点时间，进行自己觉得实在很吃力的工作。这也能够带动更高的员工满意度，员工通常会因此更有生产力，也会留在组织中服务更长的时间，因为员工喜爱自己的职务，并且对自己负责的工作乐在其中。





适材适所的关键

那么，要能为项目找到适切人选，关键是什么？最明显的关键会是：

■要招人或是提拔人员时，要先清楚列出这项职务必须具备哪些能力——然后才开始筛选特定人选。在心中构思清楚，要能在这项职务上有卓越表现，必须具备哪2项或3项技能。这么做，至少可以从一开始就避开明显不适合的人选。

■判断有没有必要引进外部人才——还是应该找来现有成员，这些成员已经在不同情况或职务上，展现了自己的技能。

■跟成员面谈，找出成员最擅长的执行技能——一定要记住，找出成员弱项通常会比较容易。要保持客观，同时考虑弱项和强项。这应该能够借此看出，成员是不是适合的人选。

■要记住，工作要求会随时间改变——不要因为某位人选在一开始非常适合，就认定这个人选绝对会一直是适合人选。不只工作要求会随时间改变，成员的执行技能也会随时间演变。迟早，成员必须转任其他职务，或是技能和工作不相符的程度会越来越明显，必须用其他方式加以处理。要注意到这种现象，并且做好准备适切应对，不要拖延处理，或者期待问题会自行改善。



职场策略 
英



主要观念

大多数企业都有“官方”重视的价值，这些价值符合公司的宗旨；也有“非官方”重视的价值，这些价值则决定了谁能够领到最高薪资。要注意到两者之间的差别，让自己占到优势。制定职业生涯管理策略，让自己能够一直是高薪一族，不会逐渐被排除在外。





支持概念 让个人技能符合市场最重视的需求

组织最重视什么执行技能？

你大概很清楚，有些企业声称员工平衡工作和生活，不过总是那些一周工作60到70小时的员工，才可以获得升迁和奖励。这应该能够让你明确判断出，公司最重视的就是生产力。尽管这跟公司对外发表的看法相左，不过事实就是这样。同样地，在自己的组织中，从预算分配和高阶经理人对各部门的态度，也可以清楚看出组织真正重视的事项。

能够了解组织真正重视的事项，就可以知道哪些执行技能最重要。以下分别举例说明：
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技能不足就用创意弥补

如果能够判断组织最重视哪些执行技能，而这些项目又符合自己的专长，那你就有很大机会脱颖而出并产生影响。如果组织最重视的执行技能跟自己擅长的技能不符，那么就必须多发挥一点创意。必须审视自己的技能能够怎样协助在一线提供价值的成员。能够做到这一点，就能够造成“光环效应”，让自己因为协助项目团队或是个别成员达成目标，而分享功劳。

然而长期来说，组织会高度重视成员展现的技能，你应该让自己擅长的执行技能在这种组织中发挥作用。这样工作时，你会感到更轻松、更愉快，这可绝对不是件坏事。



防害策略 
英



主要观念

“有认知上的带宽”的限制就是说，自己在面对新信息或挑战时，会觉得压力很大，无力处理。你会感到千头万绪，甚至无法想象要从哪里着手。自己最不擅长的执行技能，通常会最先出问题，所以一发现这种情况，就要立刻采取行动，以免造成实际伤害。





支持概念 设法处理认知上的带宽限制

努力克服先天限制

幸运的是，下列几种方法，有助于克服你在职业生涯发展过程中产生的认知带宽限制，包括：

■跟主管讨论工作完成期限——看看是不是有办法把工作稍微排松一些。如果真的没办法，试着修改制定比较不费力的完成期限，取代目前感到吃力的期限。

■尝试安排固定时间处理其他事——这样才能排出几段完整时间发挥生产力。让大家了解，自己希望在固定的时段里跟大家沟通。

■找出工作目标上相互冲突之处——确认自己不是在努力追求两项会互相排斥的目标。

■缩小目标或至少让预定目标更切合实际——跟主管协调，而且要非常清楚地确认，自己能够获得必要的时间和资源，足以完成所有工作。

■运用邮箱过滤设置或是请助理帮忙过滤自己收到的电子邮件——还要删除所有不必要的邮件，以免自己在这些邮件上浪费时间。清楚告诉公司同事，自己不会立即回复邮件，每天只会在固定时间回复。

■自己想达成的目标，要限定在一定数目之内——并且清楚表明，自己宁可做到少而精，不要多而泛。承担的工作量，要以自己执行技能可以胜任为准。

■绝对不要对顾客过度承诺——应该清楚说明，自己能够做到什么程度，然后由顾客自己决定。这样顾客虽然比较不会感到惊喜，相对来说也就不会太过失望。

■安排固定时间“停机”——让自己用这段时间充电。每天安排固定时间，从事比较轻松的工作，让自己稍事休息。

■全心在更短时间内完成更多工作——这样才可以在努力工作之后，回家好好休息。努力在标准的1天8小时上班时间中，完成所有工作，这必须相当严谨规划各项工作的先后次序，才有可能做到。

■制定办法，处理每天接触到的各种信息——这样才不会为信息超载所苦。

■正面处理各种冲突——这样冲突才不会在暗中逐渐扩大，耗损自己的生产力。告诉自己，如果无法解决争端，就干脆抛在脑后，继续前进。

■尽量有意识地减少自己必须参与的会议——坚持每次会议都必须制定议程，并且设定开始和结束的时间。设法确保自己要参加的会议，会运用到自己擅长的执行技能。

■接到上级指示时，要请上级清楚说明——这样预定目标才会实际，工作顺序的安排也才会合理。不要试图在太短的时间里，硬塞进太多工作。

■列出必须完成的优先事项，以及其他其实不那么重要的事项——完成真正重要的事项，舍弃其他列在工作列表上的次要事项。

■尽一切努力达到业绩目标——排除所有可能妨碍自己达到目标的事项。

■公私分明——私人或家庭事务就留待私人时间处理，进到办公室就要全心投入工作。

■正面处理批评——请主管给予指示并且公开说明。不要让自己忙着处理各种流言，所有事情都要坦诚面对并且加以处理。





做不来的就外包出去

奇怪的是，部门的组织架构越松散，对执行技能的需求就越强。这通常是因为在松散的环境中，必须更频繁运用自己的技能，而且运用的状况也更广泛。如果工作环境的组织架构比较严谨，就会有更多规定、政策和标准流程，这其实就已经决定了成员必须采取哪些做法。如果发现自己常常陷入认知带宽有限的状况，这可能就表示组织架构必须更严谨。

解决带宽限制的最后一块拼图可能是，如果有些工作必须用到自己不擅长的执行技能，尝试把这些工作外包出去。方法可以很简单，假如有人擅长的技能，正是自己实在无能为力的弱项，就跟他携手合作。如果能够补其他人的不足，就可以让自己成为组织非常重视的一员。发挥自己的强项并且让其他人也能发挥所长，或许就能让自己在未来享有大幅成长的机会。







大师观点

“要避免碰到认知带宽的限制，最重要的步骤就是选择信息并且权衡重要性。在选择时最重要的事情是，要针对各种信息排定重要性，这样才可以知道信息的轻重缓急。基本上，你必须关闭部分信息来源，或者至少要忽视这些信息来源。”

——马丁、道森和格尔

“只要理解自己的执行技能组合，就能调整目前工作中的各个面向，更妥善规划自己职业生涯的发展以及可能的新方向。根据自己得分最高和最低的执行技能，可以判断自己在各项技能上，分别有哪些特定的特性或行为倾向。结合自己最擅长和最不擅长的执行技能，可以从中找到最大的机会。”

——马丁、道森和格尔

“一位人选非常适合某项职务，不表示永远都会适合。人的执行技能大致上会保持固定，而职务和工作内容常常会随时间变化。职务内容改变时，担任这些职务的人却保持不变，至少就执行技能来说没有改变。如果出现这种状况，就应该为成员另寻其他最适合的职务，虽然这些成员原本适合这项职务，但是职务内容已经改变，所以他们不再适合。组织迟早会面临成员因为职务需求改变而不再适合原本称职的职务这一情况，必须加以处理。”

——马丁、道森和格尔

“了解执行技能的策略和战术，并且发挥自己对这方面的认知，有助于提升职业生涯发展的程度。越多人了解执行技能，就能让更多人有更多机会担任适合自己的职务。这对自己和自己服务的组织来说，都算是一大胜利。了解自己的强项和弱项，并且看出后续影响，就可以让自己的职业生涯发展，走上适材适所的方向。你现在或许可以了解，许多工作上遇到的状况，背后有哪些生成原因，也能够了解自己在特定状况下的反应，是受到哪些因素的影响。另外，你应该也会用不同角度，检视自己周遭的状况，找出成员的执行技能在什么情况下会发光发亮、什么情况下会黯淡无光。对执行技能的新认识，能够让自己更清楚注意到，自己的强项和弱项在不同情况下，分别会造成什么结果。担任最适合自己的职务，会让身边的人不禁怀疑，你的表现为什么可以突飞猛进，等你找到这种职务，就会自在地感受到，自己成功发挥了所有能力，也就是说，你在善用自己的天赋。”

——马丁、道森和格尔






MAIN IDEA






Smarts:Are We Hardwired for Success? 
中





Every person on the planet is hardwired differently and uniquely. In terms of the twelve executive skills — the skills that help you get things done — that means there are usually two or three areas you are naturally strong in and two or three areas of weakness. With planning and a little luck, you'll probably move into a career that plays to your strengths while minimizing the impact of your weaknesses.

From an organizational perspective, if you understand the strengths and weaknesses of the others who may be involved, you can build better teams and match the right people to the right jobs.







Key Thoughts



"The effects of understanding executive skill strengths and weaknesses are enormous. Aligning your strengths with the jobs, tasks or teams that best use those strengths presents a winning combination. When an organization does this as a matter of course, there are a number of positive benefits:

● Productivity: The right matches increase the chances of tasks being accomplished fast.

● Quality: Matching the right people to the right jobs increases the likelihood of fewer errors.

● Employee Recruitment: Getting the right people in the right job will be easier.

● Employee Retention: Employees doing tasks that match their skills are happier.

● Training: Can be focused on enabling people to identify and leverage their strengths.

● Teamwork: Teams can be properly matched to assure better results and less conflict.

● Competitive Edge: Correctly matching people and jobs provides an advantage.

● Stress: With people better matched to their jobs, the toll on individuals performing day-to-day activities will be reduced.

● Meetings: The right people at the right meetings will increase efficiency and more accurately predict meeting outcomes.

● Execution: Ideas or strategies will be developed by the right people, who can keep tabs on what can reasonably be done.

● Information Management: When people know their strengths, they can align their information flow to support those strengths."

— Chuck Martin, Peg Dawson & Richard Guare











Exploration 
中



Main Idea

In order for you to use your executive skills profile to best effect, you first need to carry out some self assessment. Determine what your profile looks like and then note the strengths and weaknesses of others you interact with routinely. This will ultimately provide you with clues on how best to build your own career and how to work effectively with others.





Supporting Ideas Find Your Own Strengths and Weaknesses

To measure your competency in each of the twelve areas and develop your own profile, consider these points and rate yourself on the questions for each area. The rating scale to use is:
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Come up with a score for each skill area. Since there are five questions per skill, the highest you can score is 25.You can then identify your two or three areas of strength and weakness.





Skill #1 — Self-restraint

This skill is about having the capacity to think before you speak or act. It is the opposite of what is commonly referred to as "putting your foot in your mouth." A person with self-restraint takes a methodical approach and thinks everything through logically rather than being impulsive.

■ I always take my time before making up my mind.

■ I am generally tactful and diplomatic.

■ I usually think before I speak.

■ I always make sure I have the facts before I act.

■ I seldom make comments that make others uncomfortable.





Skill #2 — Working Memory

This is your ability to hold information in your mind while you perform other complex tasks. People with good working memories remember appointments or even the items they need to buy without using written lists. The opposite of good working memory is usually described as being absent-minded.

■ I remember facts, dates and details readily.

■ I am good at remembering my commitments.

■ I naturally remember to complete my tasks.

■ I always keep sight of the goals I want to accomplish.

■ When busy, I can see both the big picture and fine details.





Skill #3 — Emotion Control

This skill is all about ensuring your emotions don't get in the way of what you're trying to accomplish. When you have high levels of emotional control, you don't get sidetracked and you find ways to dwell on the positives of each situation you encounter. People who are low in emotional control are very sensitive to criticism and go into situations expecting to fail.

■ I can keep my emotions in check while on the job.

■ I usually handle confrontations calmly.

■ Little things at work don't distract me from the task at hand.

■ When frustrated or angry, I keep my cool.

■ I defer my personal feelings until the task is completed.





Skill #4 — Focus

Focus is the ability to stick with something through to completion. When you have executive focus, you become immersed in a task and filter out distractions. You'll have a reputation for meeting your deadlines. If you're low on focus, you'll get easily sidetracked by frivolous matters.

■ When I have a job to do, I easily avoid distractions.

■ Once I start something, I work at it until it is finished.

■ I find it easy to stay focused on my work assignments.

■ When interrupted, I quickly get back to work again.

■ I attend to my tasks, even when they seem tedious.





Skill #5 — Task Initiation

Those who are strong in this area find it easy to begin new tasks. This is the opposite of procrastination. People with strengths in task initiation will find it easy to start new projects and will want to tackle assignments right away rather than putting things off until the very last moment. A good indicator of strength in this area is if you hit the ground running each morning rather than needing to psych yourself up.

■ As soon as I get a new assignment, I like to get to work.

■ Procrastination is usually not a problem for me.

■ I believe in getting started on things as soon as possible.

■ I get to work even if I'd rather be doing something else.

■ I generally start my assigned tasks early.





Skill #6 — Plan & Prioritize

People with strengths in this skill are well organized, efficient and clear thinkers. If this is you, then you probably have no problems saying no to other requests on your time that would distract from your achievement of key objectives. If you're low in this skill, you'll keep on running around in circles being unable to tell where to start and what's important. You may even drop out of a project because something else comes along.

■ When I start each day, I have a clear plan in mind.

■ When I have lots to do, I prioritize intensively.

■ I have set plans to achieve key long-term goals.

■ I am very good at setting priorities and sticking to them.

■ I usually break big tasks down into milestones.





Skill #7 — Organization

If you look at your desk or workspace, this will usually be a reasonable indicator of how well organized you are. If your desk is generally tidy and pile free, that usually means you are quite well organized in your approach to work. Conversely, if you routinely misplace the things you need and have no real systems for handling files, e-mail or other paper, that would suggest you are reasonably disorganized.

■ I am very well organized in my work life.

■ I am good at maintaining systems to keep myself organized.

■ I naturally keep my workspace neat and organized.

■ It's easy for me to keep track of my materials.

■ My mail and to-do lists set up and used effectively.





Skill #8 — Time Management

If you're strong in this area, you will usually meet deadlines in efficient and methodical ways. Good time managers will also be able to accurately estimate how long a project will take. If you're deficient in this, you'll often find you're only accomplishing a fraction of what you had planned because you underestimated the amount of time required.

■ I can pace myself according to my time restraints.

■ At the end of the day, I've usually finished my tasks.

■ I'm good at estimating how long it will take to do things.

■ I am usually on time for my appointments.

■ I routinely set and follow a daily schedule of activities.





Skill #9 — Achieving Goals

If you're in the habit of setting goals and then following through, odds are good that you're strong in this skill. This is a matter of not letting obstacles stand in your way and following through to completion of the task. It's also a matter of avoiding distractions. People who are deficient in this skill get enthusiastic about new ideas but keep on bouncing from one thing to another without making any real progress.

■ Regardless of obstacles, I still achieve my goal.

■ I'm generally driven to meet my goals.

■ I am good at maintaining high levels of performance.

■ I have a sound ability to set long-term goals.

■ I readily give up immediate pleasures to achieve my goals.





Skill #10 — Flexibility

If you score highly in this skill, you're independent, able to integrate new information into what you're doing and adaptable. If things go wrong, you're quick to come up with a work around that will do the trick. Flexibility is simply the ability to think on your feet and revise plans when circumstances change. People who are low in flexibility are put out when necessary changes crop up and are unable to deal with rapidly changing circumstances.

■ I consider myself to be flexible and adaptable.

■ I can always see different ways to attack problems.

■ I take unexpected events in stride.

■ I can see situations from the perspective of others.

■ I am good at thinking on my feet.





Skill #11 — Observation

People who are highly skilled in this area are typically self-reflective and good strategic thinkers. If this is you, you'll probably be able to stand back and take a bird's-eye view of the bigger picture rather than getting caught up in the passions and emotions of the moment. You'll probably also be able to figure out multiple solutions to any problems and analyze the pros and cons of each option before selecting the one that will work best. People lacking in observation skills will struggle to understand the implications of their decisions. They will shoot from the hip and make the same mistakes over and over.

■ I easily recognize which tasks are a good fit for me.

■ I routinely evaluate my performance and enhance it.

■ I step back from situations and think objectively.

■ I enjoy strategic thinking and solving problems.

■ I review situations and look for ways to do better.





Skill #12 — Stress Tolerance

Some people thrive on stress and harness it to perform. Others find that stress makes them fall apart in a time of crisis. If you're skilled in this area, you will have a high tolerance for pressure and remain emotionally steady in a crisis. You'll be confident you can cope with any changes that are forced upon you. If your skills in this area are weak, you'll constantly feel under pressure and start making dumb mistakes.

■ I enjoy working in a demanding, fast-paced environment.

■ Pressure helps me perform at my best.

■ Jobs with lots of unpredictability appeal to me.

■ I am comfortable taking risks when the situation demands.

■ I like jobs that have no set schedules.





Once you've gone through these questions, find the two or three skills where you have your highest scores and the two or three skills where you have your lowest scores. You can then mark your own executive skill profile on this chart:
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Key Thoughts



"Your strengths and weaknesses are in relation to each other. So if you scored, for example, an 18 in Observation and someone you know scored a 15 in the same skill, they cannot necessarily be compared to each other. It does not necessarily mean that the other person is weaker than you in that particular skill. The strengths and weaknesses of you and another person cannot be compared, only the absolute scores. So your score of 18 must be viewed in relation to the other executive skills scores within your set of answers."

— Chuck Martin, Peg Dawson & Richard Guare





Personal Strategies 
中



Main Idea

Once you know your strongest and weakest skills, you have two choices. You can either leverage your strongest skills to maximum benefit or you can start trying to improve your weakest skills. Experience has shown over and over that the best approach is to capitalize on your strengths and leave your weaknesses to take care of themselves.





Supporting Ideas Play to Your Strengths, Avoid Your Weaknesses

Seek Opportunities to Exploit Your Strengths

Your executive skill levels probably won't vary much over the course of your career. Instead of trying to improve on your weak areas, you should spend more time leveraging and fully exploiting your strengths. You should seek situations and circumstances where your strengths will come to the fore. If you can do this consistently, you'll place yourself in a position to excel.

So how does this work in practice? There are several things you can do to try and stay in the areas where your skills are strong:

■Try to delegate the tasks you're not good at — so you can spend more of your time working in highly productive activities that harness your strengths.

■Seek promotions to positions that will be a good fit with your strengths — so you position yourself to be in a winning position more often and more consistently. If you can find a job that will play to your strengths, it stands to reason that you will do better and go further in your career.

■Form alliances with people who have complementary skill sets — who are strong in the areas you're weak in. By forming a partnership, you may both be able to generate impressive results.

■Join project teams where there are a good mix of skill sets — so you can contribute to the team's overall performance in a meaningful way. Try to get into a role that will play to your strengths and competencies. Assess the strengths and weaknesses of the various team members realistically and learn from what other team members have to offer.

■If at all possible, try to link up with a manager who has similar strengths to your own — so he or she will be able to better appreciate what you contribute. You'll also find it easier to work for someone who knows where you're coming from rather than having a boss who can't comprehend why you do certain things well and others poorly. In fact, if you take the time to analyze what your boss's executive skill profile is, you then have some insights into the best way to work with that person. For example, if you know your boss scores lowly in the flexibility area, then you also know it's not a great idea to spring a new idea on him or her at a meeting without some advance notice. By better appreciating your boss's strengths, you increase your chances of success.

■If you do end up having to do something that taps your weakest strengths, keep a positive outlook — by focusing on the magnitude of the potential loss or the potential gain from that activity. Remind yourself that there will be consequences, so you need to be doing the best you can, even if this doesn't come easy. You might also pick up on the external clues involved, such as noticing what the other people on your team are doing at the present time. There is also the matter of speaking with your boss, which will usually add some motivation to get going.





Minimize the Negative Effects of Your Weaknesses

As mentioned, your greatest gains in productively will come by playing to your strengths. Having said that, it also seems sensible to do everything you can to mitigate your weakness. In this regard, there are a few things you can try:

■Admit your weaknesses openly and candidly — rather than trying to sweep them under the rug. Understand how your weaknesses will manifest themselves in practice and do all you reasonably can to address those situations.

■Keep asking your boss for feedback on an ongoing basis — on both your strong points and your weaknesses. Welcome suggestions for improvement or ideas for development with open arms. Consider whether more training or experience in weak areas would be helpful.

■Look out for any flow-on consequences from your weakest skills — and do what you can to correctly identify them. For example, if you're low in flexibility, you might be able to volunteer to keep the written minutes for your team meetings. That way you can listen to everyone else's ideas before putting your own suggestions forward. By doing positive things like that, you'll be able to make things work even in areas you have no natural strengths in.

■Talk about potential problem areas in advance with your boss — so he or she understands the context before it becomes a major problem. If you fail to do this, you may be perceived to have poor communication skills when entirely different forces may be making their presence felt.

■If possible, manage expectations in advance — talk with others who will be affected and warn them what to expect. Come up with some workarounds to offset the most critical problems that will arise. Enlist the aid of colleagues or team members in this effort as well.

■Do all you can to improve in your weak areas — at least to the stage where you can do enough to get by. This may be a matter of breaking a task down, identifying any triggers for poor performance and creating new habits that will be better. Something as simple as training yourself to count to ten before responding if you're weak in self-restraint may be a workable idea.

■Change your environment — perhaps by using technology to create new cues for the positive behavior you want to encourage. Pads and cell phones can now store lots of information that you can carry with you all the time if you're low in working memory. There are many systems available to help with time management if this is a challenge for you. Take full advantage of any or all of these tools.

■Buddy up with someone who complements your own weaknesses — perhaps by taking on a personal assistant who will keep you organized and on target.

■Coach yourself — set goals for improvement, identify how you will reach those goals and then go out and do it.







Key Thoughts



"By understanding your own specific set of executive skill strengths and weaknesses, you will be able to find greater job satisfaction, no matter at what level you work or in what capacity you are employed."

— Chuck Martin, Peg Dawson & Richard Guare



"By constantly placing yourself in situations that play to your strengths, you'll have a much better chance of continual success. You'll also avoid being regularly assigned effortful tasks, so the work will feel easier, since it will be very natural to you. Realistically, you have only so much mental energy in the course of a day, and if much of it is used to work on your weakest skills, you may find yourself drained before the day is out. Be aware of your weakest skills and create a plan to deal with them, because they will be the first to fail when you're under stress."

— Chuck Martin, Peg Dawson & Richard Guare











Management Strategies 
中



Main Idea

Once you know the strengths and weaknesses of the people in your organization in fine detail, not only can you be more realistic about what your organization might be able to accomplish, but you can also start working on programs to help people enhance their executive skills.





Supporting Ideas Use These Profiles to Manage Others Better

Adapt the Person to the Environment or the Environment to the Person

There are only two basic strategies you can use to try and upgrade someone's weakness in a specific executive skill:

■Change the person's behavior — Wholesale changes are unlikely to happen, but perhaps some mild improvements will be sufficient to alleviate immediate concerns. This is generally a five-step process:

1　Pick your specific problem or weakness — and explain to the per-son why this is a problem worth addressing. If they don't realize the impact, it's unlikely they will be willing to put in their effort.

2　Generate some strategies and a plan of action — the tangible things the person can do differently to address their problem.

3　Determine who else or what else can help — whether some useful technology is available that will be worth trying or if enlisting the help of some other person would be worthwhile.

4　Pick a specific date — when the desired improvements will come into effect. Decide also how you'll monitor your plan and when it will be reviewed and modified if required.

5　Evaluate progress — have a definitive date on which you will look at progress and then determine where to go from there.

■Change the environment — the conditions under which decisions are being made. There are three general strategies here:

1　Change the physical or social environment — perhaps by providing the person with a quiet place to work separate from busy or noisy work areas. Or you might locate them near some help.

2　Change the task itself — make it shorter or give more detailed instructions. You might even be able to integrate checklists or worksheets so people know when everything is finished.

3　Change the various cues or reminders that are given — so you're being promoted to do something more productive. Simply making a list of the things you need to get done each day is a way of generating ongoing cues to be doing productive things.





Concealing Weaknesses

There are also numerous ways you can use your physical surroundings to compensate for your weakest executive skills. Some suggestions in this area:


■Self-restraint — you need to avoid saying things that get you into trouble. Perhaps you can restrict your involvement in meetings or situations that are likely to generate intense feelings for you. Or look at your boss before saying anything to remind you to think first.


■Working memory — look at some technology that will remind you of what needs to get done. Use a PDA, the alarm on your cell phone or send yourself e-mails or voicemails.

■Emotion control — overcome by anticipating problems and writing a script you can use to guide your thinking and your emotions.


■Focus — challenge yourself to complete set tasks within specific time frames and then track your performance. Break big projects into small pieces and monitor your delivery performance.


■Task initiation — break projects into manageable pieces and schedule each piece. Develop a cue for each piece to help you get started.

■Plan & prioritize — again try breaking projects down into smaller pieces, create a deadline for each part. And then get someone else to check on your progress.

■Organization — get everything down in writing and then start each day by reviewing your notes from the previous day.

■Time management — try creating reminders of what you need to get done and harness the alarms on your computer or cell phone.

■Achieving goals — create a way to keep your long-term goal constantly in your face. List it on your daily planner and use it as a computer screen saver.

■Flexibility — try to structure as many of your key tasks as possible into a daily routine. This will increase your confidence that when unexpected opportunities arise, you will be able to handle them.

■Observation — always carry out post-event evaluation sessions where you look at how you did. Create your own analysis form that will remind you to evaluate your performance.

■Stress tolerance — offset by becoming skilled at setting priorities. Make certain that your most important issues are at the top of your list rather than getting crowded out by other stuff.

If it's impractical to make changes in your surroundings along these lines, the other obvious strategy is to buddy up with someone who has strengths that complement your own weaknesses. If you're not in a position where you can hire an executive assistant, you'll need to partner with a colleague or peer. Perhaps you'll find someone on a team at work who would be suitable in this role. By working together with the right person, you can offset your weaknesses and hopefully get into a position where your strengths will be recognized and appreciated.



Organizational Strategies 
中



Main Idea

In just the same way that you can develop an executive skill profile for people, you can also develop a profile for a specific project or assignment. Once you do that, you then know what kinds of people are most likely to excel at that assignment — people who have comparable personal executive skill profiles themselves.





Supporting Ideas Match Specific Tasks with Appropriate Profiles

Matching People to Jobs Is Vital

Once you understand anybody's weakest and strongest executive skills, you can then begin to figure out in advance where that person is most likely to succeed. Obviously, people will generally do best in situations that require high use of their strongest executive skills and where their weakest skills are unlikely to interfere.

■Devise project-specific skills profiles — If you're in a position where you decide who gets to work on which specific projects, it's helpful to sit down and develop a skill profile of the assignment itself as a first step. For example, you might decide that the project at hand will be carried out in a very fast paced competitive environment, and therefore it is likely the key skills required will be observation, emotion control and stress tolerance.

■Assign work based on needs — When Candidate A approaches you to join the project, you can look at his or her executive skill profile for an indication of whether Candidate A would be a success on this project, do enough to get by or be a total failure. With Candidate A's skill profile, he or she needs to be in a situation that has variety and does not require a long-term view. Candidate A would make an ideal emergency room worker, because he or she would be able to think quickly, set immediate goals and make rapid decisions. The lack of time management skills and self restraint may not be a disadvantage in some situations, but it may have major potential problems for the project. By looking for a good fit between the skills of the people applying and the needs of the project, you can make some reasonable predictions about future performance.

[image: no244-38E]


■Avoid mismatches — By taking a rigorous and systematic approach to project assignments in this way, you will hopefully avoid situations where people "just don't work out." This is what happens when a great salesperson gets promoted to sales management and fails dismally. Selling typically requires strong skills in flexibility, achieving goals and emotion control. Managing a sales team, on the other hand, most often requires strengths in planning and prioritization, organization, time management and observation. For a person to successfully make this transition, they must already possess some of these other executive skills. If they have weaknesses in any of the management skills, there will be problems.

■Small companies make better matches — Generally speaking, the smaller the company, the better the matches, because matching the needs of the job with the strengths of the people is much more obvious. If improvements are made to better match the people involved with the needs of the job or project at hand, productivity generally increases. Workers will be spending more time in areas they are naturally good at and less on tasks they find to be a real effort. This also leads to happier employees who will usually be more productive. They will also stay with you longer, because they like their jobs and feel good about what they're doing.





The Key to Matching People to Jobs

So what are the keys to finding the right match between projects and people? The most obvious ones would be:

■If you need to hire or promote, pause and clearly articulate the requirements of the job — before you start looking at specific people. Establish clearly in your mind what two or three skills will be needed to excel. At least that way you can avoid obvious mismatches right from the outset.

■Decide whether you need to bring in someone from outside — or whether you would be better off moving in someone who has already shown their skills in a different situation or position.

■Interview people to find their strongest executive skills — all the time bearing in mind that it will usually be easier to identify their weaknesses. Get a balanced perspective that takes into account both weaknesses and strengths. This should give you an indicator of whether or not they will be a good fit.

■Keep in mind that job requirements change over time — and just because someone is a very good fit at first, don't assume they will remain that way indefinitely. Not only do job requirements change, but so too will the executive skills of the people involved. Sooner or later, either the person will need to be moved to another position or the growing misalignment will need to be handled some other way. Be aware of this and be prepared to deal with it proactively rather than holding off and hoping things improve on their own.







Workplace Strategies 
中



Main Idea

Most companies have an "official" set of values that correspond to their mission statement and an "unofficial" set of values that actually dictate who gets paid the most. Be aware of these differences and position yourself advantageously. Develop career management strategies that enable you to stay in the ranks of the top earners rather than gradually falling off the pace.





Supporting Ideas Align Your Skills with What Is Valued Most in the Marketplace

Which Executive Skills Does Your Organization Value?

You probably know of companies that claim to promote good work-life balance for their employees, but then routinely promote and reward those who work 60-to 70-hour work weeks. That should tell you unequivocally that the company values productivity more than anything else despite its public pronouncements to the contrary. Similarly, in your own organization, what is truly valued will be clear from the budget allocations and the attitude of senior managers toward the different departments.

If you know what is truly valued by your own organization, then you know which executive skills will come to the fore. To take some specific examples:

[image: no244-47E]
 


[image: no244-49E]




Offset Insufficient Skills with Creativity

If you can determine which executive skills are most valued by your organization and these match where you are strong, then you're in good shape to stand out and make an impact. If the skills most valued by your organization are different from those you possess, then you have to be a little more creative. You have to look at how your skills can be used to help those who are at the front line of delivering value. If you can do that, a kind of "halo effect" will kick in where you will receive credit for assisting a project team or someone meet their goals.

Long-term, however, you want to align your executive skill strengths with organizations that will value highly what you bring to the table. That will make your work easier to do day to day and more pleasant, which cannot be a bad thing.







Preventive Strategies 
中



Main Idea

"Having cognitive bandwidth" limitations means you're stressed out and unable to deal with any new information or challenges. You feel overwhelmed and can't even visualize where to begin. Your weakest executive skills will usually fail first, so when you notice this occurring, it's time to get into action before any real damage is done.





Supporting Ideas Find Ways to Deal with Cognitive Bandwidth Limitations

Strive to Overcome Innate Limitations

Fortunately, there are a few things you can do to deal with cognitive bandwidth limitations that may arise during the course of your career:

■Discuss your deadlines with your boss — and see whether you can't reasonably space things out a little more. If that's not feasible, try to alternate a difficult task deadline with a low-effort task deadline.

■Try to schedule your interruptions — so you have solid blocks of productive time. Let others know you prefer to talk with them at set times.

■Look at any conflicting responsibilities — and make certain you're not trying to achieve two goals that are mutually exclusive.

■Scale back or at least make expectations more realistic — negotiate with your boss and make very certain you have the time and resources needed to get all your tasks done.

■Use filters or assistants to go through your incoming e-mail — and delete any superfluous e-mail before you waste time on it. Make it clear to the people in your company that you won't be responding to e-mails instantly, but at a set time each day.

■Set limits on what you try to achieve — and make it clear you'd rather do less things well than more things poorly. Do as much as your executive skills will allow.

■Never promise customers more than you can deliver — instead clarify what you can do and leave it at that. This way there will be less surprise, but equally there will be fewer disappointments.

■Schedule in some regular down-time — where you can recharge your batteries. Plan on doing a low-effort task at a set time each day for a mental break.

■Focus on getting more done in less time — so you can work hard and then go home for a break. Try to get everything done in a standard 8-hour workday, which will require some serious prioritization.

■Establish systems to handle all the information that will get thrown at you each day — so you don't suffer from information overload.

■Resolve any conflicts head on — so they don't fester in the background and drain your productivity. Tell yourself that if you can't resolve any matter, it's best to forget about it and move on.

■Try to consciously cut down on the number of meetings you must personally attend — by insisting that every meeting has an agenda and a set start and finish time. Try and make sure the meetings you do attend are in areas which draw on your executive strengths.

■Ask for clarity when being given instructions from above — so you have achievable expectations and reasonable priorities. Don't try to cram too much work into too little time on an ongoing basis.

■Prioritize what needs to get done and what doesn't really matter — and get the important stuff done at the expense of all the other items on your list.

■Do whatever it takes to make your numbers — and eliminate what-ever has the potential to keep you from doing that.

■Compartmentalize — leave your personal or family issues at home and get on with your work while you're at the office.

■Deal with criticism directly — by asking your boss for direct and open instructions. Don't get caught up in whisper campaigns. Get everything out in the open and deal with it.





Outsource Your Weaknesses

Paradoxically, the looser the organizational structure of your department, the greater the demands will be on your executive skills. This will be due to the fact that in a loose environment, you will have to use your skills more often and in a wider range of situations. When the workplace is more structured, there will be more rules, policies and procedures in place that will in effect dictate the actions to be taken. If you find you're often falling foul of cognitive bandwidth limitations that may be a good sign that a little more organization is required.

One final piece of the puzzle here might also be to try and outsource your executive skill weaknesses. This may be as simple as pairing up with someone who has strength in any of the skills you are genuinely weak in. If you do the same for other people, this can make you a very valuable person inside your organization. By leveraging your own strengths and letting others do the same, you may be able to position yourself advantageously for some interesting growth opportunities in the future.







Key Thoughts



"The key step to avoid reaching maximum cognitive bandwidth is to select and prioritize information. Critical to this selection process is establishing priorities for types of information, so that not all information is viewed as being equal. You have to essentially turn off some sources of information or at least ignore them."

— Chuck Martin, Peg Dawson & Richard Guare



"Once you understand your personal combinations of executive skills, you can tweak aspects of your current job and better plan future career moves and potentially new directions. With each skill there are certain characteristics or tendencies you can identify based on your strongest and weakest executive skills. The combination of your strongest and weakest executive skills presents the most opportunity."

— Chuck Martin, Peg Dawson & Richard Guare



"Just because a person and a job are a perfect match doesn't mean it will stay that way forever. While someone's executive skills remain relatively constant, jobs and tasks often evolve and change over time. Jobs change while the people in those jobs remain the same, at least in terms of executive skills. When that happens, it's time to find another perfect fit for the individual, who had been a good fit until the job changed. Sooner or later, an organization will face the situation of dealing with a person who evolved out of the goodness of fit situation, for no reason other than that the job evolved and the requirements changed."

— Chuck Martin, Peg Dawson & Richard Guare



"Using your knowledge of executive skill strategies and tactics can help improve your life at work. The more people who learn about executive skills, the better the chances will be that more people will end up in the right positions. This could be a big win for you as well as for the organization for which you work. By understanding your strengths and weaknesses and seeing the implications, you can direct your path into goodness of fit situations. You can perhaps now under-stand why many work situations are the way they are and why you behaved the way you did in certain situations. You will also likely view those around you in a different light, identifying when one of their executive skills shines or fails. Your new executive skill knowledge can serve you well as you become much more aware of how your strengths and weaknesses play out in various circumstances. And when you find yourself in that perfect fit—the job in which you soar while people around you wonder how you do it, you can feel comfort-able knowing that you're successfully using all that you have: You're using your smarts."

— Chuck Martin, Peg Dawson & Richard Guare
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