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Peter Drucker, sometimes called the father of modern management, makes this observation: The leader of the past knew how to tell; the leader of the future knows how to ask. 
To that, Marshall Goldsmith adds a P.S.: Don't ask if you don't want to listen. 
Goldsmith's name may not be as well known as Drucker's, but he ranks among the 10 most frequently hired executive trainers in the nation, according to a Wall Street Journal survey. When he talks to midlevel managers, as he did at a recent Institute for Management Studies session in Kansas City, he emphasizes the ``asking'' part of leadership. 
That includes asking, ``How am I doing?'' Goldsmith says successful organizations provide a structure to do that in 360-degree appraisals. That means managers don't just give performance reviews to their subordinates; they also get them from their subordinates and their peers. 
And, after they've asked, Goldsmith says, good leaders act on the feedback. 
It doesn't do any good, he warns, to find out your employees think you scream too much if you don't make an effort to change. An effective leader cannot shrug off consensus feedback. But you have to do more than just privately vow to change. You must ask your employees and peers to give you periodic feedback on how you're doing. 
``It is much harder to change the perception than it is to change the behavior,'' Goldsmith observes. ``And the perception change is more important than the actual change.'' 
He explains: You may bite your tongue for seven soft-spoken months before you erupt again, but all seven screamless months will be forgotten immediately if you haven't been ``caught being good'' in the intervening time. 
``They'll just say, 'There you go again,' '' Goldsmith says. 
You need to ask periodically - maybe formally, maybe informally - ``How am I doing?'' By repeatedly reminding your work associates that you're working on their suggestions for change, you're reinforcing in their minds that you haven't, for example, screamed for X number of days or weeks. 
When you do slip, they'll measure it against all those days when they were reminded you hadn't slipped. They'll be supportive and proud of you. 
Once again, it occurs to me, dealing with behavior change in the workplace sounds a lot like potty-training toddlers. Everyone knows that formula: Praise the successes. It works. 
