Get a grip as you climb the ladder: Success waning?: It may be time to
abandon traits that got you to the top
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MONTREAL - So you thought you were doing great. 
You got some good results in your assignments, impressed your boss with
your intelligent responses and by bringing some praiseworthy projects in
on time. 

With such a go-ahead reputation, you can't figure out why you're not
getting any further. You're beginning to realize that people don't
respond to you as positively as you'd like and it looks like your
subordinates aren't too thrilled with you either. 

That's the problem with success. Doing well early in your career is no
guarantee you are going to keep going. In fact, the behaviours that got
you here might be the very ones you have to blow up to reach the top. 

There's a lot of evidence to support this, says management guru Marshall
Goldsmith, rated as one of the top 10 executive coaches by Forbes
magazine and the Wall Street Journal. Because successful people are so
committed to their goals, they don't realize when it's time to change
their behaviours. 

Mr. Goldsmith says he meets people who are successful both "because of "
and "in spite of " their behaviours. In most cases, they can only
continue being successful if those "in spite of " behaviours are
changed. 

The flaws successful people exhibit have little to do with skill,
intelligence or even personality, Mr. Goldsmith says. He elaborates on
nearly two dozen of them in his new book, What Got You Here Won't Get
You There. 

Problem is, these bad habits tend to be behavioural, and because of that
will affect dealings with people. "Your people skills often make the
difference in how high you go," he writes. 

So what are some of these bad habits and how do those on their way to
the top deal with them? 
First, winning too much. It's the most common behavioural problem in
successful people, Mr. Goldsmith writes. If we insist on our view
prevailing, if we put down people while playing favourites with others
-- all of these are the result of the need to win, to be in control. 

"So many things we do to annoy people stem from needlessly trying to be
the alpha male (or female) in any situation," he writes. 

Second, adding too much value, which translates as "I know more than you
do." He cites the case of the employee who comes in to see his boss with
a great idea. Instead of saying "Great idea!" the boss responds with
"Good idea, but it would be better if you tried it this way." 

What just happened? According to Mr. Goldsmith, the content might have
improved by 5% but the employee's commitment has now been reduced by 50%
because the boss has taken ownership of the idea. 

"That's the fallacy of added value," he writes. "Whatever we gain in the
form of a better idea is lost many times over in our employees'
diminished commitment to the concept." 

Next comes the habit of passing judgment -- guaranteed to push people
away and ensure they won't make an effort for you again -- and neatly
aligned to it, the habit of making destructive comments. 

These are the cutting remarks, the sarcasm or oblique insults designed
solely to put others down and assert our own superiority. 

>From a thoughtless jab at a meeting to gratuitous comments about how
someone looks, these sorts of comments are often not even noticed or
remembered by the person who made them. 

"But the objects of our scorn remembers," Mr. Goldsmith says. 
"People permit themselves to issue destructive comments under the excuse
that they are true," he writes. "The fact that a destructive comment is
true is irrelevant. The question is not, 'Is it true?' but rather, 'Is
it worth it?' " 

A particularly odious version of the need to win is the manager or
colleague who claims credit that he or she doesn't deserve. 

"When someone you work with steals the credit for a success that you
created, they're committing the most rage-inducing interpersonal 'crime'
in the workplace," Mr. Goldsmith writes. "It creates a bitterness that's
hard to forget." 

Another common bad habit is playing favourites. Do we recognize people
because of how much they like us, or how well they perform? 

If the answer is the former, that's playing favourites and the result is
hollow praise--and hollow leaders. 
So how do we fix these alienating and ultimately destructive habits. For
starters, with two simple words: thank you. 
"Thanking is a magical supergesture of interpersonal relations," Mr.
Goldsmith writes. 
Being grateful for people's work, ideas, criticism -- whether or not you
agree with them-- will pay off every time. Realize when someone makes a
suggestion you won't learn less by listening. 

"You're either going to learn more or learn nothing. Hearing people out
does not make you dumber." 
Practise gratitude, practise listening and make a real effort to stop
your annoying behaviour, he advises, and you'll stop being perceived as
an annoyance. It's as simple as that. 



