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      A TIDE OF ACCLAIM FOR

      SWIM WITH THE DOLPHINS

      “SWIM WITH THE DOLPHINS provides a well-researched case for the strengths and talents of women managers and is an inspiration
         for all striving to break through the glass ceiling.”
      

      —Fort Worth Star-Telegram

      “A new navigational map to guide you through the new corporate waters. A must—read for any woman intent on succeeding in business
         today… on her own terms.”
      

      —Lucille Luongo, president, American Women in Radio & Television

      “Glaser and Smalley offer enlightened advice from the proven achievers they interviewed. Achieving success on one’s own terms,
         not by emulating men is a powerful message.”
      

      —Columbus Dispatch

      “If you have ever been in deep water in business, you’ll want to know how Glaser and Smalley’s dolphins swim. Must reading
         for women in business!”
      

      —Debra Benton, author of Lions Don’t Need to Roar

      “Briskly written and worthy of being broadcast…. Any manager could profit from this book.”

      —USA Today

      “Now Connie Glaser and Barbara Smalley show how women can break through the glass ceiling, based on techniques and strategies
         they have collected in interviews with successful female managers throughout corporate America.”
      

      —Richard M. Ferry, chairman, Korn/Ferry International

      “A brilliant metaphor for the new businesswoman…. Not emulating men, but achieving success on her own terms.”

      —Patricia Aburdene, author of Megatrends for Women

      “SWIM WITH THE DOLPHINS signals a welcome trend in the ‘advice for career women’ genre—a book that urges women to follow their
         own paths rather than emulate a model that doesn’t suit them.”
      

      —St. Paul Pioneer Press

      “Enlightening…. Connie and Barbara have made a good case for an approaching turnaround in corporate attitudes and management
         styles. And this new direction is one that bodes well for the careers of women man agers.”
      

      —Executive Female
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      We are grateful to the many women in management who graciously shared their stories and tips with us and made this book possible.

      We are indebted to our editor, Joann Davis, for her keen insights and her firm belief in women’s ability to succeed on their
         own terms. Heide Lange, our agent, played a key role in the development of this book. Her support and enthusiasm far exceeded
         her job description. And special thanks to Larry Kirsh-baum, who clearly demonstrates that dolphins have no gender.
      

      On a personal level, there were many who lent us support and friendship during the course of writing this book: Carol Deutsch,
         Bogie Ethridge, Avra Hawkins, Judy and Dan Hees, Marty Johnston, Krys Keller, Sharon Loef, Sue Rains, Ann Smith, Gail and
         Kim Stearman, and Dale Steinberg.
      

      We are especially grateful to our families who encouraged and helped us to maintain a sense of balance in our lives throughout
         this project. Our heartfelt thanks to our husbands, Tom and Tim, and our children, Rusty and Max, Logan and Benjamin. And
         to our parents, Dolly and Bernie Brown and Zelda and M. K. Steinberg, for their unconditional love and guidance.
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      Introduction

      
         In 1982, Sharon gave herself an ultimatum. Twenty-nine at the time, she had worked her way up to director of human resources
         within a midsized corporation in three years’ time. “But I wanted more,” she says. Sharon’s ultimate goal was to become a
         senior vice president of the company by the time she reached thirty-five. No woman had ever risen higher than associate vice
         president in Sharon’s company. “Never mind that,” she recalls thinking. “I’ll be the first to crack that glass ceiling.”
      

      And so she was—at age thirty-seven. But she paid a hefty price. “I knocked myself out getting there,” she admits. “The pressures
         to adopt a masculine style of management were constant and inescapable. And every step up the career ladder, they got worse.
         Nevertheless, if learning how to play hardball meant becoming a contortionist of sorts, I was game. I took all the projects
         that no one else wanted and rarely got credit for my achievements. I put in twice as many hours as my male counterparts, taking
         only two vacations in five years. And with my hard-nosed attitude, I alienated subordinates and colleagues alike.
      

      “Now what have I got to show for it? On the positive side, lots of material things and a hefty savings account. But on the
         dark side, two children who ask ‘Who are you? Whenever I spend a quiet weekend at home, and a husband who’s on the verge of filing for divorce because he claims I’m not
         the loving, caring’ person he married.
      

      “If only I could turn back the clock…”

      We Swam with Sharks

      
         Sharon’s ordeal is typical. It used to be that for women to penetrate the upper echelons of corporate America, they had to
         “fit in.” More often than not, fitting in required an extensive makeover in style—from caring to tough, from motivating to
         controlling, from empowering to overpowering. For most women, it wasn’t a comfortable fit—and no wonder! We couldn’t swim
         with sharks because we’re not sharks. We’re different. We’re more like dolphins.
      

      Granted, some like Sharon found success. But emulating sharks also left the majority of women—Sharon included—feeling empty,
         lost, and out of sync.
      

      Moreover, despite the fact that they had sacrificed their femininity to become “male clones,” many of these women found themselves
         caught in a vicious Catch-22. If, like her male counterparts, an executive woman was aggressive, she was called “bitchy.”
         If, like her male colleagues, a female manager was persistent, her subordinates labeled her a “nag.” Straightforwardness in
         males translated into abrasiveness when it came from females. And if he was authoritative, no problem. But if she was, they called her “power mad.”
      

      We couldn’t win!

      The Times They Are A-Changin

      Fast forward to the 1990s, and a different picture is emerging. A new breed of women is succeeding on their own terms. Not
         only are they celebrating—and flaunting—their strengths, they are revitalizing the workforce. The deck has been shuffled,
         and feminine equals competence.
      

      What gives? Unlike the feminist revolution of the 1970s, this movement is more of an evolution. It’s come about slowly, but surely; quietly, but inevitably. It’s not something any one person, or group of people, orchestrated.
         Rather, its catalyst has been a myriad of sweeping changes. And, thankfully, women just happen 
         to be in the right place at the right time with the right skills to take advantage of it.
      

      Money Talks

      This evolution was sparked in large part by the economy. In the 1980s, the United States shifted from an industrial to an
         information society and joined the global economy. Stiff global competition has, in turn, changed the rules of business. Staying
         afloat in the 1990s means raising productivity. And that means motivating the workforce, something women have traditionally
         excelled at.
      

      Today’s workers have also changed. Better educated and more highly skilled than workers of past decades, they have higher
         expectations of the companies they work for. What’s important to them is not the same as what was important to earlier generations
         of workers. Today’s workers crave more than a paycheck. They want to be nurtured and empowered. They want to make a contribution.
         They want a voice.
      

      This trend is proving to be particularly true for young employees fresh out of college. With them, automatic company loyalty
         is no longer a given. The company has to earn their loyalty. Moreover, a command-and-control style of management doesn’t sit
         well with them.
      

      Farewell to the Old Boy Network?

      Tough economic times have driven corporate executives to listen to the needs and desires of today’s workers. As a result,
         in corporations nationwide, hierarchies have now been flattened or molded into circles—with managers reaching out from the
         center instead of perched on top looking down. “Me” companies are becoming “W7e” companies, and “Do-it-my-way-or-else” attitudes
         are dissolving into “Let’s-work-together” approaches. Bosses are now cheerleaders/coaches/facilitators/mentors/friends. And
         concerns for the bottom line now go hand in hand with concerns for people.
      

      
         The good news: Being female is no longer a hindrance; it’s an advantage. Because what today’s corporations and workers need
         in order to succeed are the very characteristics that come naturally to women. Empowering and nurturing others. Showing appreciation.
         Sharing the workload. Building consensus.
      

      A New Map for a New Era

      Because the corporate waters have changed so dramatically over the last decade, the navigational maps that led to success
         in the 1980s are now obsolete. Seasoned executives like Sharon, for example, are increasingly finding themselves on unfamiliar
         turf. They climbed the corporate ladder at a time when success meant emulating men. Now they’re discovering that to remain
         effective managers in the 1990s and beyond requires switching gears.
      

      If, like Sharon, you’re an experienced manager, this book will provide you with a blueprint for success in a changing work
         world. Swim with the Dolphins is based on interviews with over two hundred successful female managers working in corporate America today. We’re going to
         introduce you to these women and show you how their management styles are not only right for the times, but feel right to
         women. Swim with the Dolphins also encourages you to reexamine your strengths and values and to take pride in who you are. And if, like Sharon, in your
         quest for success you were forced to compromise your femininity—and came up feeling lost, lonely, and disconnected—you will
         not only easily identify with this book, you will embrace its free-to-be-me philosophy and approach.
      

      If you’re a new manager, Swim with the Dolphins will help you navigate through the new corporate waters—guiding you through the safe areas as well as the danger zones. Throughout
         its fifteen chapters, we provide you with specific strategies and hands—on advice that will help make you, as a woman, a better
         manager- both for yourself and for your company in these changing times.
      

      If you’re an aspiring manager, you will also benefit from Swim with the Dolphins. We’ll show you how to seize the moment and take advantage of women’s ascending influence in corporate America. 
         Most importantly, however, we show you how to succeed in business without selling out.
      

      Finally, it’s important to note that the cataclysmic changes that have been shaking corporations across America for the last
         decade are still evolving. Which means that some companies, while aware of new and more effective styles of management, are
         clinging steadfastly to the old ways of doing things. In Swim with the Dolphins, we address this issue and arm those of you who work for these dinosaur companies with the skills you need to survive—and
         succeed.
      

      In sum, this book shows all managers—from trainees to executives—how the dolphin approach applies to all managerial skills. Attracting, hiring, and keeping good employees. Building and coaching effective teams. Sharing the workload.
         Motivating and inspiring your staff. Managing conflict and difficult employees. Setting the stage for win-win negotiations.
         Bouncing back from adversity. Working smarter, not harder. Getting noticed and promoted. Overcoming obstacles that female
         managers still encounter in corporate America.
      

      You will also learn how to apply the dolphin approach internally… to keep you from falling into the trap of perfectionism,
         to avoid the fear of failure—or success, to manage your time more efficiently, and to prevent stress from managing you.
      

      Building Blocks of a New Archetype

      Swim with the Dolphins shows you how to master these skills by introducing you to a new archetype. An archetype that taps and celebrates both male
         and female strengths and one that blends the best of both styles to form a coalition based on talent, mutual respect, and human traits and values.
      

      In short, Swim with the Dolphins is a new model for managerial success that works because it’s not necessarily gender specific. It’s simply good management.
      

      Enjoy!

      —Connie Glaser and Barbara Steinberg Smalley

   
      CHAPTER ONE

      The Shark Attack Is Over

       

       

       

       

       

      
         
         “The number one question children always ask me is, ‘Can a dolphin beat up a shark?’ And my answer is always, Yes. They do
            it all the time. And they do it by working together cooperatively.

      —David Nathanson, Ph.D., a psychologist who uses dolphins to administer therapy to his handicapped patients in Grassy Key,
         Florida
      

      Until recently, working as a manager in corporate America was like swimming in a pool of sharks. Command-and-control was the
         watchword of the day, and perched at—or circling near—the top of most hierarchies were the cold—blooded sharks. You know the
         types. Tough. Arrogant. Ruthless.
      

      Maybe you even tried to mimic them—and if so, you weren’t alone. Many women, in their efforts to climb the corporate ladder,
         attempted to emulate the sharks. But for most, it wasn’t a comfortable fit. And with good reason. The mentality of sharks
         is simply foreign to the majority of women.
      

      The Model Shark

      
         Sharks are stern taskmasters who relish power. Their approach is strictly top-down, leaving no doubt whatsoever about who’s
         in charge. They bark orders to their subordinates, expecting obedience and loyalty in return. And despite the fact that most
         who work for them loathe them, sharks could care less. Their concerns are with the bottom line, not with people.
      

      In fact, because sharks think with their heads, and not their hearts, they are oblivious to employees’ needs and desires.
         Rigid and hard-nosed, they are quick to criticize, but rarely take the time to offer positive feedback. And if they should be criticized? Close-minded sharks simply ignore it. After all, owning up to mistakes is not in their nature.
      

      Not surprisingly, sharks prefer to act alone. Consequently, they are known for hoarding responsibilities and rarely delegating
         anything but the mundane tasks. Moreover, with their “Do-it-my-way-or-else” attitude, they are unresponsive to new ideas,
         and discount their employees’ strengths.
      

      A Changing Climate

      Fortunately, this once prevailing climate in corporate America is rapidly changing. Stiff global competition has led to rampant
         downsizing and mega-mergers. As a result, savvy organizations are now realizing that a command-and-control, top-down management
         approach just doesn’t cut it anymore. Instead, turning a profit in the 1990s and beyond hinges on companies making the most
         of the staff they have. And that requires motivating and empowering workers, not controlling and dominating them.
      

      Bottom line: The shark population is dwindling. Not to say that some managers don’t equate “lean” with “mean” and continue
         to cling to the old ways of getting things done. But for the most part, we are witnessing the extinction of the shark in corporate
         
         America, and finding in its place a new archetype that more closely resembles the dolphin.
      

      Enter the Dolphin

      Supremely gifted motivators. Excellent communicators. Acutely intelligent. Warm-blooded and friendly. While researchers frequently
         use these characteristics to describe dolphins of the sea, they are traits that just as easily describe the new breed of managers
         succeeding in corporate America today.
      

      In contrast to the sharks, dolphins prefer operating in webs rather than in hierarchies. They seek respect (rather than obedience)
         from subordinates and recognize that loyalty cannot be demanded; it must be earned. Like the sharks, dolphins are concerned
         with the bottom line, but they are equally focused on the people who work for them.
      

      Dolphins are extremely intuitive and constantly tuned in to employees’ needs and desires. As a result, they make decisions
         from the heart as well as the head. Firm, but fair, dolphins offer continuous feedback—both positive and negative—to subordinates.
         And should they be the objects of criticism, dolphins are quick to admit their mistakes—and to take any necessary steps to correct them.
      

      Dolphins are comfortable with power, but rarely abuse it. They view themselves as “leaders” rather than “bosses.” With their
         “Let’s-work-together” attitudes, they eagerly share power with their subordinates, often using it to build on others’ strengths.
         Dolphins also delegate tasks whenever feasible and continually welcome new and better ideas. Moreover, while they prefer to build consensus, dolphins are confident enough to act alone when necessary.
      

      Dolphins Are Not Guppies

      Granted, the dolphin approach to management is “softer” than the shark’s. But dolphins are not to be confused with guppies,
         
         who misunderstand the concept of power and are uncomfortable exercising it. Or who are so intent on building consensus that
         they lack the confidence to make decisions on their own. To them, being popular is far more important than gaining respect.
         Consequently, guppies are typically pushovers and totally ineffective as managers.
      

      Unlike the guppies, dolphins are strong and tough. Yet, unlike the sharks, dolphins are gentle and caring. And with their
         tough but caring ways, dolphins are not only revitalizing the workforce, they are changing the way America’s companies do
         business.
      

      A Sigh of Relief

      In response, women in management who, for years, have revolted against the shark mentality are breathing a collective sigh
         of relief. After all, the shark’s practices and habits have always felt foreign to them. Moreover, the traits of this evolving
         new management approach are far more compatible with women’s styles. The pressure is off to squeeze into the ill-fitting mold
         of a shark. And with the green light to do what comes naturally, women are uniquely positioned to change the managerial icon
         in the 1990s—and beyond.
      

      New Men with New Attitudes

      Of course, dolphins are not exclusively female. Many male managers, equally disillusioned with the status quo, are also relieved
         to be granted “permission” to exhibit a leadership style that is less tough and more caring. This is particularly true for
         younger men, who have graduated from college within the last decade—at a time when men and women were equals. After all, what
         they want is the same thing women want: challenging and satisfying jobs as well as time to spend with their families.
      

      One recent survey by Yankelovich (a market research firm), for example, reported that an increasing number of men were 
         refusing corporate transfers in order to have more time for themselves and their families. In another survey, this one involving
         four hundred economics students at Stanford University, both women and men rated a happy marriage as more important than a successful career for attaining “the good life.” So, in essence, these
         “new” men have likely helped to reinforce a more caring management style by demonstrating to their superiors a changing set
         of priorities and lack of interest in joining the rat race.
      

      Nevertheless women are the chief beneficiaries of this changing environment, because the very characteristics that are in
         demand in corporate America today come more naturally to them. And just as we have tried to win through intimidation—and only because that has been the corporate axiom of decades past—maybe sharks can now learn a thing or two from us.
      

      At last, women can acknowledge the fact that we are different, because different is good. Finally, we have no reason to hide our softer side for fear of being perceived as weak
         and powerless. And finally, the corporate climate is just right for us to make it on our own terms.
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