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THE HANDS-OH-
MANAGER

THE SUMMARY IN BRIEF

TheNo. 1 reason for quitting tha employees cite in exit interviews is “my
manage” Mostmanagersandexecutives notonly aren’t aware of this obvious
problem, but also probablywouldn’t know wha to do aboutit if they did.

Today’s employees do not respondwell to the old hands-on, militarisic
manageent styles Theyarehighly indepadent, individud professionalswith
their own fully dewelopel idess.

Forturately, thereis a new managenent style on the horizon: hands-off
managng. Managers who pradice this style are devoedto rekindling the
human spirit within their companies by keeping their handsoff their employ-
ees happinssandallowing suess to happen. Thes leadersrecognizethat
real power comes from partnering, notcriticizing.

In TheHands-Gf Manager, Steve Chandler and Duane Blad offer this
new managenentvision, shoving how ary manager — new or seaoned— can
coach and mentor employees rather thanhover over thar shaulders andgoad
them into action.

In this sygem, each enployee’s strergths arehonored and honed in acli-
mate of partnership and goal-seting. TheHands-OffManager finally provides
the sdution to the ageold problem of getting the bestperformanceout of peo
ple withou frustating themor you.

INTHIS SUMMARY, YOU WILL LEARN:

* How to improve your managerantskills by finding a style tha fits who
you are and wha you love to do.

* Whatit meansto bein alignmentwith life, your tean and yourse.
* How to hire people andplacethemin rolessuited to their talents.

» Whatsteps you can taketo unlock the powers thatlive naurdly inside
others

* How to improve the attitude of your tean and the sucessof your
conpany.
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THE COMPLETE SUMMARY: THE HANDS-OFF MANAGER

by Steve Chandler and Duane Black

Taking Your Power Back

Muchmanagemenacivity todayis broughtto life by
Peer Druckers comment “So muchof whatwe cdl
manaement consiss in makingit difficult for peopleto
work.” Managersnakeit hardfor their people. They
unknowngly kill the humanspirit by their old-sdool
micromanaging and critical judgmaents.

But thereis a newkind of manageremerging in com
panies today, known asthe “handsoff manaer’

All manages havetwo comnunicdion stylesfrom
which to choose:

» Hands-on: They can criticize and judgetheir people.
» Hands-off: They canmentorand coachtheir people.

This choicepresentstself many times throughout
evely day. Every communcation with oneof your peo-
pleis goingto be a versionof this choice. If you choose
judgmentandcriticism (implied or othewise), you will
provokedefensienessandwithdrawa — not creativity
andprodudivity.

Whenwe judgepeopleand find themcomingup short,
we thenstart to criticize andmicromanage them.In this
ace of the senstive, knowledge-based worker, that’s a
sef-degructive cycle.It ergendes nothingbut resert-
mert andpudh-back.

Also, whenwe judge,we aregiving our poweraway.
Whenwe reentateam member, we aregiving powerto
that individual — we aregiving power to the persorwe
are angrywith by allowing him or herto occupyand
dominateour thinking. Realpower in leadershipcomes
from partnerng, not criticizing.

Handsoff manages setthemslves apartby retaining
their power. They makethe effort to undersand eveyone
they meet in orderto reducetheir stresslevelsat work.
Thesemanagersarecompletelyawae thateverytime
they judgesomeonetheyaltertheir own well beirg.

The hands-off approachallows you to learnto take
your power backandlive in aworld of quietaction and
nonjudgmentlf you do this, you'll soonbe living with
anopenmind, forgiving effortlesdy and taking bad
control of your energyandenthugsasmfor doing great
work. m

Redeining Successfor Yourself

Your first job as a handsoff manayer isto manage
yourinng life. It isimpossble to mentor otherstoward
sucessif you haven't doneit within yourseéf. Hands-
off management beginsin the mind of the menr.

Sohow do we make sure we become successful?
Most pele newer suceea beause their definition of
sucessaways indudes sonme changein the outer
world, and the outer world is sohardto charge. Soyou
might begin by redefining suacess for yoursef, andyou
might find that the definition is already insice you.

Once you wake up to thisinnerresonarce, you will
know whenthings hawe meanirg for you andhow you can
usethem in waysthatwill benett your life. Thisinner
tuning ard intuition is atthe heat of handsoff marage-
mert. You don't neal to getyour hands on theworld to
shape andmanipulate what's already perfect inside you.

Tha's the key to the hands-off life: Find away to let
what's in you naturally come through. Raher thanracing
araundleaming all kinds of new maraggrial systems,

(cortinued on page 3)
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Summary: THE HANDS-OFF MANAGER

Redefining Succesdor Yourself
(continued from page 2)

Great |deasin the Shower

Many surveys show that managers get their best
ideas in the shower, when doing easy yard work or
while on vacation. Why is that? It’s because you’ve
stopped trying to control your thinking. You’ve taken
your hands off your mind and allowed the wisdom
within to emerge.

At a mental level, this is similar to the difference
between talking and listening. People have taught for
years that if you listen, you will learn more than if
you’re talking. But people have always assumed that
“listening” only means listening to another person,
an all-too-narrow interpretation of listening.

Hands-off management starts with listening to
yourself; tuning in to your own heart and mind,
because if you learn to listen to your inner being,
you will learn more than if you’re always trying to
talk to yourself about how things should be.

proceduresandtrendyformulae just getbetterat know-
ing yourself andthe personyou are managing m

Using the Power of Neutral

Organizational life is a constat process of negotiation
andsaks It's anongoingopportunity to promote a par
ticular perspectie in orderto accomplisha purposeyou
areworking toward. But not everyonesdls the same
way or from the sane position. In fact, whatredly sets
a hands-offmanager apartis taking the neutral position.
Managerial mastey is simply an unusud ability to
achievethe neutralposition.

Neutral observationis the ultimate vision.As a true
andartful observe, onemustbewithout judgmentand
without a position.A true obserer gainspower from
seeéng all valid positionsfrom a neutral position.

Managersdeal every daywith oppostes. We ded with
up and down, succesandfailure,hard andeasy.What
we don’t understad is thatthoseopposiesgo togethe
andneedead other.We canonly expeaience easy
becau® hard exists.Yet we're aways anxiousto remove
the oppositeof the experencewe seek —and in reality
that’s not possibe.

So,amicromanager’sresstan@ to oppositon, andto
the oppositeof whathe seekshlocks him from getting
to wherehe’s trying to go. He gets goodcritical feed
back, andinsteadof being open to it, he’'simmediatdy
defensve. m
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Using Focusand Intention

Handsoff managenent means handsoff the pastand
handsoff thefuture Your focusis the present moment
because you undestandtha produdivity awayshap
pensnow. As your people lean to create freely in the
preentmoment, sucesscormes to them. Whenwe are
in thatcreaing mode we are advancing upward, evolv-
ing andexpandingtoward highe levds of success.
Creding always occursin the moment, newer in the
future.

Attaching to Your Thoughts LikeVecro

Sit downwith anunsuecessful, unhgpy or struggling
manaerand you will hear him describe where his focus
goes: “| ge too many phonecalls. | havetoo many per
sond problemsto deal with. My health is not idealright
now. | havetoo many visitors I'l | neve be ableto
answer all my e-mails. My reportsare overdue. | have
too marny meetingsto attend’’

Notice all thosestressul thoughs crowding in on this
manayer. The hands-of managerlearnsto takejustone
of thosethoughtsand work with it. “1 get too many
phonecalls” turnsinto “I'm putting my call s directto
message. | look forward to hearing them later whenI’'m
ready and focused on them.”

Handsoff manages are credors Theytake one
stresqul situaion at atime and creae sonething good
from it. Handson manayer's, on the othe hand, are
reactors Theyreact to al thoughtsall day, full alarm
For them, life itsdf is an emergency
Managenent by Worrying

Old-schoolmanayers bdieve that if theydon't get
worried enoughaboutsomething, theywon't solvethe
problem. Sothar internd motivation sygem is fear.
Theythink they haveto scare themseves into doing the
right thing. Howeve, when you are a managerfocused
in the moment, you are moving your team forward
agan.You are paying attention to wha's beng commu
nicated to you.You are honoring evay expeience.You
are finding value in everything tha has ever happened
to you.You haveregect and caring for others.

Many people think this neutral and accepting focus
would make thempassve and directionless managers.
Quite the opposte! Pureadion emergesfrom anundis
tracted mind. Becausethat is where intenion enersthe
picture, rises up andtakes over.

It’s important to haveintenion. But anintentionis
differentfrom agod, and knowing the differenceis
vital to your suaess. Gods in conpanies andwith indi-
(continued on page 4)
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Using Focus and Intention
(continued from page 3)

viduds striving for successareexpresedthisway: “The
god is wherel wart to getto, andI’'m goingto bered-
ly unhgpy anddisappoinedif | don't arrive there”

Obviously this kind of thinking only introducesstress
into the humansydem. It builds discomfort andunwant-
edpressire. Stress is not optimal for perfformarce. That's
why it's moreeffective to usepeadul innerintertion.

Onecanmoreeasly think, “Well, that'swherel
intendedto goto, butohwell, | didn’t getthere.” It may
soundwedk, butit’'s actualy stronger,becausefrom tha
non-gressed moodyou aremorelikely to keeptrying.
You are ableto say “It wasjust an intention. It's okay
thatl didn't getthere.I'm goingto keg» working onit.”

With an intention theres no placeto getto — no hill
to climb. Theintentionis in you aready. You just flow
with it and useit asa direcion monitor. m

Questons Leading to Succes

The handsoff manageidoesrt spenda lot of time giv-
ing advice.Instead he or sheperfectsthe ability to ask
guedionsthatallow successnd fulfillment to happen,
guedionssuchas“Whatthingscomenaturallyto you?”
or “How easyis the workflow for you right now?”

We have beentrainedby the media, our families, our
traditionsand our culture to focuson the negatve and
try to fix it. We obsesver sinsand shorcomings trials
andtribulations.We try to go outsideoursdves to
changehe negative. Thenwe try in vain to crede an
externa situaton that's posiive.

But noneof thatworks, becaisethe positive solution
is on theinside.Whatwe wereseeking was areadyin
us How do you find thesesolutionsinside you? Start
askingquestionsandthenlisten.Take a momentafter
you do somehing andqueston how it feds to you.
Listento that feeing — with a little pradice and disck
pline, it's not hard to find a way to testall your actions
aganst thisinner knowing. =

For information on how giving creates success,
go to: http://my.summary.com

Inspired IdeasLead to Succes

The beg ideascome whenyou stopforcing your
thinking. The strairing involved with forced thinking
actudly pushesaway ideas.You are repelling thatgreat
ideatha wantsto float up andannouncetself. But how
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dowe g« into tha relaxed, handsoff state of mind?

Theansveris to lean to listen and recognize, to learn
to be awailable for theideas that arein usinseadof try-
ing to find themin amanud or guiddine.

Tha's the seaet disdplineinvolved with successlt’'s
in allowing your=elf to step back and let it hgppen.it's a
toughdisciplineto learn at the outset, butit’'s areward
ing one.lIt rewardsyou in large ways by hdping a great
carea to unfold. But it alsorewadsyouin smaller,
more immediate ways: For example, you can actualy
finish your workday with alow level of stress.You can
learn what it meansto do lessand achieve more.

Not a Sdt or Pasive Approach

When a handsoff approah is used, energy andpro-
dudivity increase. The approad holdspeople more
accounible for high peformana, notless. It is not
patientwith people whining and playing victim. It has
no roomfor sdf-pitying complaint.

Sorretimes, a handsoff manage can be“hard” on
team players to wake them up to their power. You want
to getther attention, soyou might say, “Look, thisis
ridiculous.You're sone of the mog talented guysl've
evea worked with. I've watched you performatalevel
thatwastruly exceptiond. And now you're stunbling
over this? This is not acceptable. It shouldnt beaccept
able to you, either. Tell me what | can do to assistyou
right now.”

Disgppadntment and Mismatches

The“comnon sene” world has laid out a falsemap
for usof what it meansto be“sucessful” Mostdefini-
tionsof successassodate it with becming an adrmired
leader, becoming financially abundant, finding anideal
love mate or living for along time. But thosepursuis
are all compaison-basedin ther definition of success.
Theyfocusas much on oneupping or excluding others
astheydo oninna peaceandhgopiness. =

Practice Finding an Inner Vision

Learning to make decisionsbasd oninne listening
— paying attention to gutinginct —is differentfrom
trying to judgewha the*“right’ or “wrong” thing to do
would be. Tha's the old school of management—to
take right and wrong, make them absoltes andtry to
imposethemin the workplace.

Instead, find whatyou are aligned with and whatfeels
naurd to you with evay dedsion you think you haveto
“make.” Actudly, for the hands-off manager, decsions

(continued on pageb)




summary: THE HANDS-OFF MANAGER

Practice Finding an Inner Vision
(continued from page4)

have away of making themselvs, of beconing such
obviouschoicesthatno realdecision is ne@ssaryYou
justknow whatto do next.

As you bring pele ontoyour team, you'll become
skillful at choosingthe peopk with whomyou fed a
seng of aignment.You'll know themandfeel a sense
of well beingwhenyou're aroundthem.

A DifferentKind of Vision

Sometop leaderssaya greatleade is a visionay.
And we know they arereferringto market trends,prod
uct andservicedevdopmentandall thethingsbusiness
magaines tell themto think about.

The hands-offmanageis a differentkind of vision-
ary. The hands-off managers visionis not a vision for
whatthe companywill bein 10 yeas. It's a vision that
sees into the potential of peopleright here and now.
Your successasa hands-offmanage will bedirectly
related to your ever-ncreag ability to seemorein
your peoplethanthey'e seeingin thensdves.

This vision goes other placestoo. For example,you
acquire a new vision of thecusbme. You realize that if
you don't observe your customersand why they’re buy-
ing, aswell aswhy they're not buying, you will loseyour
ability to hdp them Vision, again, become®bsrvation
It's not afantgy trip to anislandin the future.Your cus
tomess are waiting to tell you how to relate to them.

The Rewvards of Hands-Off Decison Making

The hands-offapproaclicarries this key insight:
Allowing successs the oppositeof forcing sucess. It is
learningwhatit meango bein alignmentwith life and
with yoursdf. Many peoplethink thisis theoreical,
spiritud or somethinghathasi’t everbeenused.The
opposte is true. Thisis anapplied system that worksin
therealworld workplace.

You'll consisteny find the strengthsin your people
instead of trying to addwhats missing.You'll be able to
tead themto usewhats insidetheminstead of trying to
fix themanddoingthe thingsmog managerdry in van
to do.

Most busnesseoperatehroughwild attemptsat con
trol. Theyfocuson their ownrules policies,detaled
supervigon, inspectons andquality controlas if their
peopleweretrainedanimals. The hands-off manageris
the soluion to tha dysfuncton. When you find people
who love to do what you're asking themto do, you
don't haveto contmol or motivate them.You don’t have
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to force them to work harder. They're already doing it.

What I sthe Manager's Job?

Your job as a hands-off managerwill beajob of
leaning.You’'ll belearning to be aware of whatyour
people loveto do.You'll beleaning wha powerslive
naurdly inside them. You'll then be moreskilled at
pladng peopk in rolessuited to their talents. You will
see into them, see wha theylove to do andlistento
what theytell you.

It cangetinteresiing and challenging when you embark
on this journey, becausepeopk don't awaystell the
truth. They tell you whattheythink you want to hear or
what they think will getthema highe sdary. That'sthe
curse of approvd-seeking in adion.You'll detoxify that
situation every time you show themtha winning your
approval is not a produdive purauit. Approvd-sesking is
our scciety’s most futile and dysfundional pursuit. If
your peofde can learn to dropit from their workplace
endeavors, they may even learn to dropit at homeand
improvether persand relationshps. m

Tuning Your Instrument

Your highes purpo® is to becomethe fulfil Iment of
your potential —to learn to manifes andbring into the
world the gifts tha are contaned within you. It is sim-
ply the mostfundamental, the mog profoundandthe
mostimportant reasonfor living. It's to becomewho
you aready are

Purpog isletting the beg of wha's in you come
throughand thengiving it to the world. That's your life’s
purpo®.And ewveryone has the sanme purpose.Within
that purpose, they have their individual outer marifesta-
tion: to ertertain, to organze, to tead, to create. m

The Hands-Off Football Coach

When the University of Texas football team won
the national championship in the 2006 Rose Bowl, it
was largely due to their star quarterback, Vince
Young. Young had become a well-rounded, complete
player in his junior year, and many were calling him
the best quarterback of all time.

When his coach, Mack Brown, was asked how all
those improvements in Vince Young’s game
occurred from one year to the next, Coach Brown
said, “We just stopped coaching him. We just got
out of his way. We saw what was emerging in him,
and we decided to let it come forward without a lot
of old coaches messing with it.”

L[6)]
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Becoming Available

If we are the old-schoolmicromanages, then we've
beenin hiding. We've beenunavalable. We've bea
hiding behind a disgusemadeup of problems.and
excugsfor havingthoseprodems However,it’s time
to turn and go anotherway, to cadmly chooseanother
pah to take.This pathwill makeyou avdlable to your-
selfand to others.Old-schoolmicromanages try hard
to learnhow to succeedThey seek out teachersand
suc@ss gurus.Theywantto think and grow rich. But
it's thatvery thinking that'sin the way.

Gdileo knewthatthe answemnwasnotin outside
knowledge."You cannotteacha person anything,” he
said.”You canonly helphim discower it within him-
self’ Galileo’s wordsarethe heart and soul of hands-off
management

Let's say you've clearedyour mind and learnedto dis-
armall the negativethoughs in your life astheyarise.
Now you're freeto discorer who you are.You're free to
realize the bestthats in you.

What's really hgppened?¥ou’ve becomeavailable to
yourself. And in this freedomfrom all thoseburdens
you've beencarrying,you're able to follow your
instinds. Becausgyou listento your instinds andyou’re
not worried aboutwhatotherpeople might havesad
aboutyou. You're availablefor innerideasYou're avait
ablefor insights.You're availablefor inspiraton.

You've erasedthatwall you havebuilt up in yourself
thougha lifetime of criticism, sdf-judgment, angerand
disappontment— all the thoughtsthathawe blocked
your potentid from coming through. =

Letting Go of Judgment

The commonthemeof mostmanaersis that theyare
alwaysmildly upsetaboutwhat’s hgppening. But what's
hapeningis not upsettingthem—their judgmentabait
it is.

Anything thatbothersus only bothe's us beausewe
have ajudgmentaboutit. We cling to passinghoughts
thatsay, “T his is wrong! This shouldn’t be hgppeningto
me!” But we don't stop to redize tha the upsetwe’re
experiecingis causedy our judgmaent.

If we could beopento all thingsandseethemas the
flow of the markdplaceandgetawayfrom whatshould
not be, we would releaseourselesfrom a monumental
amountof dissatisfactin, stressandblame. This ability
to dismiss judgment whenit popsup is a critical skill
for the hands-offmanageto cultivate.

If youtry this dropping of negative judgmentfor long
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enough,it will producepeae at your center anda gen
tle surgeof relaxedintelligenceto allow you to deal
well with any issue.We aren’t saying you shoutl bein
denial. You can be an expet evduator of performance
withoutbeng emotiondly “disgppointed” or “upset”
with a person’sactions. Knowingthe differenceis vital.

Living in the Moment

As a handsoff manage, you can be different You can
start your day centeredin the peaeful, preentmoment
awaenessof infinite possbility. Tha's becauseyou no
longerimagineall thethingstha are goingto go wrong.
Thereis no “wrong” way thingscan go. Theyre just
going to go where they're goingto go. Theres no more
judgnmentaboutwhat’s going to occur.

We are nat saying to take a passive attitude This s the
opposte of passive. It's an adive enbraceof whatis. It
frees up enegy that had previously beentrappedin inter-
nal conflict and distress You are readyto act sooner.

Life is not somuach aboutwha's going on, but how
we chooseto interpré it. Soonyou ater all your think-
ing to be aboutyou and your interpretationsinsteadof
the“bad” and “wrong” and “unfar” thingsthathave
hgppened. Pradical bendfits arisefrom this managerél
approah. Your people will be more comfortablewith
you whenyou acceptthem theway they are. They will
be moretruging of you, and their interest will turnto
doing great work for you.

Once enployees find out that you aren't judging
them they'll shae amostanything with you. That's
when you canmake red progressin heping them
improwe ther skills. The handsoff manage hastherare
ability to enter into atrue partnership devoedto the
suaessof the employee. Employees who aren't being
judgedarefar more open to coading and mentoring,
and allowing their manages to hdp them improve. m

For information on creating results: the benefits of
hands-off management, go to: http://my.summary.com

Waking Up the Whole Sygem

Feding your connection to everything enhances
handsoff suaess It comes from feeling al the support
you are already geting.You don't need to put your
handson anything to wring out tha support.It’s already
evaywhere. Most peopk live conpletely unaware of
how supporedtheyare. Theythink theyare relying on
themselves. In therr offices, they havesignsthatsay, “If
it's to be it'supto me”

(continued on page7)
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Waking up the Whole Sysem
(continued from page 6)

Theyalso think they canmake moneyonly if they
takeit from somemeelse. In their contraced view of
life, it's azero-sumgame But the universe’sevolution
outward toward infinite exparsionis nota zero-sum
gane.Any time you try to createa systemaroundthe
finite zero-sumpremee,the sydgem collapses, becauseit
isn’t in agreementwith nature. m

Deepaing Your Desires

The hands-offmanagellways wantsto go deepe, to
find wha lies beneatha co-worker’s desire.You don'’t
justwant to know what he or she wants, you wantto
know why. Thatallowsyou to put your mentoringand
coachinginto thatcontext You are hdping peope get
whattheywant, not whatyou want.

And whenyou take their “wish list” deeperthanthe
first blush, you canshowthemhow to live thelife they
dreamedof right now, with your full support.Otherwise
your peoplearesesking the erd withoutthe means.

You will hdp themgo right to the means. So instead
of having goalsabaut how mary millionsthey're going
to have, they now haveintenions abouthow effedive a
personthey’re goingto be. They now haveintentions
aboutwha'’s insidethemthatwould createthe wealth.
Underyour mentoing, they canreformattheir appro@h
to whatthey want. m

The Ultim ate Zero-Sum System

Marxism — a zero-sum system — was created
on the paranoid concept of the finite limitation of
wealth; in other words, there’s only so much wealth
in the world. It was the ultimate hands-on system of
micromanagement taken to the extreme.

Marxism said there are limited, finite resources
and we must take these limited resources from the
rich and redistribute them. What destroyed Marxism
was the recognition in the free market system that
wealth is infinite and unlimited.

Similarly, this limitation and finite thinking can also
destroy an organization from within. For example, a
lot of people think that if they deliver extraordinary
customer service they’ll have to give up profit. They
don’t have the imagination to see how huge a contri-
bution great service is to their long-term bottom line.

To make certain you never fall into this zero-sum
black hole, focus on what you’re giving. Trust the
system and know that it will work. By doing this, you
will get results.
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Living in Three Worlds

Allowing suaessrequres thatwe crede an under
standing within ourslves of the exigence of three
worldstha we live in every monentof evey day,
simultaneoudy.

Theseworlds are spirit, mind and body (or the physk
cal world). Mog of wha happensin thosethreeworlds
you can't actudly see.

We sperd most of our time focused on the physical
world. But the physical world is just the marifestatian of
outcome. By the time you see it, it’s too late to charge
anyhing. The real charge hgppens interrally, not exter-
naly. Charge bemmesvisible only in the extemal world.

Soour ability to make a differenceandchangethe
results we're seeing does not happen by focusingon and
fixing external events. Our access to destiny occursear
lierin the processthantha. It occurs whenwe focuson
spirit (our intuition and inspiration) and mind (our
thinking and planning). Those are the only domans
where we can exercisefree will and freechadce.

You don't get to choosewhethe the sun’s going to
come up tomorrow or how other people aregoing to
behawe or react to a given circumstance. But you do get
to choo® whoyou are beng.

Focaus on Process Not Results

Thelceberg Principle would say that what you see
above the surface in the ocean when you look atanice-
berg is only about 10 percent of wha adudly exists.
The other 90 percent of theice floats bd ow the surface
andis notvisible to theeye Tha's exactly whats
occurring in our own world. Whatwe ses coming
throughin physcd form is a very tiny portion of all
thats acudly happenng.

Thehands-of manaye will focuson the processnot
theresults. The proess is the mind andthe spirit inside
themachine It’s the heat of your organizaion. If you
focuson the process theresults will unfold naturaly.
Soif you havean inne processtha guaanteesa qualty
sdes force, goodcustome savice, areliable product
and a goodmarketing plan, you don'’t haveto worry
abouthow to be suaessful. It flows easily from there.

If youwant to make a changeit startsin theworlds
of the mind andthe spirit. Your spiritud world becomes
theworld from which you receive ideas, inspirations
and indghts. And the mentd world is where you create
plans it’'s the world where you usethought analyss,
focusandattention to bring into being tha which you
desire to contibute to the world. The physical world is

(continued on page8)
7




Summary: THE HANDS-OFF MANAGER

Living in ThreeWorlds
(continued from page 7)

justtheworld of eventsof information. It's where
results occut where datais collected, where objectsare
manifes, wherethe outcomeshgopenand where adions
takeplace. It'sthelagd stageof the process. m

The Hands-Off Manager
asCoach

Hands-of managersbecomeexcdlent coeches. They
creak anatmospheravheretheir peoplereceive coach
ing gratefully. Sothe handsoff manage bemmesquiet
ly maserful atthe coachingprocess. It’'s a perfect
replacanent for the old-schoolmicromanage’s habit of
criticism, judgmentandcorredion.

Hands-of managerscoachthdr peoplesothattheir
people’staentsareallowedto emerge allowing them to
do better work in the workplaceandbecomemorehar
moniouswith their own innerintentions.

You canhelpyour team by first creating a clearcon
ceptof coachng itself. You'll wanta definition that’s
eay for your peope to undersandand is persond to
them,sothatwhenyou coachsomebodyboth parties
know what they are doing.

Theterm “coaching” came from theworld of sports
—aworld of performanceandnumbes. Sportsprovide
a beautiul metaphorfor whatgoodcoachingisin an
organiation.In sports,coacling is wha happ&swhen
a coad or amanaerworkswith an athlge to increase
thatathlete’sability to contrikuteto theteam

UnsolicitedAdvice

A lot of peoplethink thatcoaching means giving
advice,but in aniceway sotha you’re giving advice
butyou cancall it “coaching.”Thats still advisng.
Coachingis a morecompkte padkage beausecoad-
ing embracesa biggerpicture Whenyou arecoading,
thefirst thing you do is seekto undersand the other
person.You do not first seekto be understood.

Therdore, thefir st stageof the coechingsessonis the
intake: You askquegionsandyou getin touchwith the
intentionsand the innermotivationsof the personlt's
importantfor you to seewhattheywantto achieve,
whatthey'e trying to do andhow they see the situdion.
Sofirst of all, youwantto listen, ask morequestions
andlet themtalk. Keepyour handsoff their answers.
Theydon't needfixing.

An importantskill of effecive coaching is knowingto
asksomegood,open-endedjuesionsthatreassurethe
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person you're coaching that
you'reredly interested in how
theyfed and how theysee I you liked The Hands-
things.Tha's whatyou're going ~ 0ff Manager, you’'ll also
i ; i like:
to work with. You're not going
: ; 1. First, Break All the Rules
to v_vork with sone preconcived by Marcus Buckingham
notion of how thingsshouldbe and Curt Coffman. The
Tha's J us a subte form of authors distill important
advising and is condescending.

advice from some of the
world’s greatest man-

Coaching Is About What's

Possble

agers, based on 80,000
interviews conducted over
25 years.
.. . 2. The Leader’s Shadow by
Coaching is moving people William Q. Judge. This

from being stuck in a mind-set in examination of the inner

. . .. dynamics of executives in
which they think they ar'e"l imited top leadership positions is
to opering a new posshility. The a go%d res%utrcq for
hards-off manager has whatthe €0aChes and Hraimers.
Zenmasers cal “beginner's
mind”: Nothing isimposdble. If
you are that managgr, you are
aways looking to move people
fromrigid limitation to possibility.

3. Get Your Ship Together by
D. Michael Abrashoff.
Former U.S. Navy
Commander Abrashoff
provides stories about
creative leaders from all
branches of the U.S. mili-
) ) ) tary and the business
Lasting behavoral changeis
always theironic specialty of
the handsoff manage. By not
micromanaging, morethings
change By keeping your handsoff the progess,the
processimproves fager. Would you pull aflower up
with your handsfrom the groundto hdp it grow? Why
try to do similar thingsto an employee?

world and how they man-
aged to motivate, inspire
and get great results
under pressure.

A Qued for Understanding

What does coaching lead to? Better behavor? More pro-
dudivity? Something you, as a manayer, want? No. What
goad coaching leads to is that the personyou're coading
will achiewe his or her objectives fager. Not yours. Tha's
realy vita in coaching: focusing on thewant and needs of
the parsan being coached, notyour own.

When you're coaching someone,you are coachig
themso tha theyrealize ther objectives fager; you're
not coachingthem so they become better for whatyou
want, or sothey save the company beter after the
coaching sesson. Theywill, buttha’s a side effect

When you are doing your hands-of coaching, you're
hdping people align with ther own intentions and
noticing how ther intenionsare in alignment with
yours.You can coadh. Justbe yourlf and be commit-
tedto the highergood.As a hands-of manager, you
enjoy credive freedom becaus you are not burdened
with doing thingsright andmaking otherswrong. That's
why the hands-of manaye is sud asuceess. m
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