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An Unfair Advantage

America's Best Kept Managerial Secret

Dur'ulg the past twealy-fve yoars [ taught more than a thousand
_ managets, af woll ax many thousands of other people, to be asserlive in
iraining seminars-worlshops, The managemenl fraining was very well
received. [t was raled by those who were frained in the TUCLA Systom-
atic Assertive Management seminar, a coastant sighd plus out of nine for
axcellence; applicability of conlonl, relevance and instrction, This data
was taken from UOLA's vwn evaluation ratings, The scminar irained
people rm sl walks of manaperial life: Trom Livermore Laboratory
atomic scientist tirned managers Tooking for managerial compelence, 1o
newly promofed managers who knew next to nothing ahout fheir new
Jjub, lo police chiefs looking fir new ways o deal with centuries ald man-
agament rrohloms,

ne thing about fhe seminar [ noted however, appeared nol to Fial-
low from the training (but really did!} In spite of il supertor ratings by
ity sludents, other managers ravely received personal recommendations o
the seminar by the managers who had taken it Very fow of the new
frainees had known a provious frainee who told them o sign up for it,
There was almost ne word of mouth, This was unheard of, Managur
tramees always lold athuers sbout the workshops they took - ¢ither to brag
abowl bow smat they were to take it - or lo wwm others away fraom a
lemon. The explanation [or {his odd behavier? The typical managerial
traines who lcarmed to be an assertive manager saw the incredible ease it
fave in dealing with managerial conflict botween managers and auperi-
ous, subordinates, eolleagues and collaterals, ns well ag cxtomnal people
like customers and other company reps. These traineey suw their leamning
amed caperience within the workshop s 4 nuls and bolts appreach ta prob-
lems - directly applicable the nesl day on the job. They also saw il as a
competitive edge over their fillow managers for advancement, With this
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3 Aggertivencss

perspective, they reasooed, why give the other guy an unfair sdvantage,
which Lhey themsetves had just bean handed? Why indeed? So no refer-
rals to speak of camc ek to vs at the UCLA semivar,

Why do I bring this teaching anomuly to your attention? Sinply o
polit out that you, like the revious managerial drainces, du indeed have
a choiee of keeping your knowledpe of asserlive munagement to vourself,
or shaing it with others, Dhg il can also be fo yowr advantage to think
through the comparative payulfs of that choice before you wmuke it

Your choices in acquiring knowledge

On one hand, you will have u definite advantage over compotilors -
if you sce your conlemporaries as sueh. T always wic a pardoular analogy
1 explain fhiz point; if there is & pile of taoocy on the table between you
and somecne else, I can guaranice that the manipulative akill (it maling
you feef guilly, ignorand, aned Moelish) of the fellow sitting on Lhe upposite
sidde of the table will be in direct proportion tr (he ymount of money in
between the two of you Given that observation, the addas are, lsking
only manipuiative ploys into aceount, you ave Hlely 1o lose most of the
time, But if assertive slills are added to the mix, you will never be at a
disndvantage - the couflict will be scllled on teal issues, not on who can
more clleetively manipulate the other fellow. And il the other side has
only manipulative ploys, the irsue s lust to them right there,

Pointing this obsorvation out with a real life cxanple, one of the
mandrerial rainees told me, zome time ufler be toak the eourse, thal he
saved hiz company a pile of meney in dealing with the rops of one of
theit Japuncse customers in Tokyo. His ¢umpany n LA supplied foge
smounts of high gqualily, optic plastic stocl to eustomery around the
world, During a docleyard steike, they wors unable to ship the schoduled
crder for eight woeks - a disasicr for the Japanese firm. 8o the 1S, com-
pany senl the slipment to Tokyo by air froighl on s own initiatéve, and
avoided itz customer taking 4 big hit in productivity costs, Neither man-
agernond slafF, Jupanese nor American, said anything sbout the cost of the
air freight because it was not covoered in the ssles contract. Two months
later, the Japanese management leam szived in LA to negoliale a new
sales eonbract ot the coming year, The TS, managotont team nssnrmed
that it had to assume the expenze of the air [reight which saved its Japa-
nese customer as 4 ¢o3t of doing business, The manager traince thought
otherwise. Ile requesied o be ingluded on the negotiating (cam (o see if
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he conld do anything about the air freight matter. As you might puess,
tha Japancse leatn - il was found oul later - wete willing 1o pay the anlie
amount o the cxlra gir costs that kepl them from bavieg g prodoction
scheduling disaster - but were not going to announce that, They waited to
see whal ihe LLS, negolialing (camn would do. 'The asserlive tralnee gol
them to eough up halMup fond, belore allowing any discussion of a tow
sales contract - which fncluded Height shipment insunimee paid for by the.
Japanese firm. The assertive management training seminar at THCT.A
sgved the (1.5, company over fifty thousand dollars in ceosts - and that
vy back when 50k was g ol of money, | found thiz all oul over a ecle-
lration hunch for his promotion,

Another manngerial traines likened the leaming of systematic as-
sertivencss Lo verbul karate, where you eould nevet be sericualy hul, bal
in A position to show any manipulative opposition it will always be et
feeiive, and ofien doing =0 inoan elegant manner,

The ather option to examine befure you choose to uge the asserlive
skills youw acquire is not the improvement of your own fol perfoimance -
lhal tg a piven - bt the people job perfoemaoce of vour subordinates
through the wsserlive skilks they Jearn. I you aod pour seclion al work
are surrounded by manipolators - ane you very Lkely ure, a fact of cocul-
luralion, nnfortonately - how well will you snd your subordinates pes-
fomm i you are the only one there who is really effective in dealing wiih
aocial conflict? The munber ons menagerial problem brought up by,
trainess, incidentally, was dealing with subordinates whe did not do what
they were told because someons else - a co-worler, a contact poract
(rnm another seelion, o lechoival persom, a vop, a customer, talked him/
Tier out of doing what was supposed 1o e done.  Usually this sad state of
non-asgcrliveness - the inabilily Lo carry ihings oud on one's own without
always having to refer to external factors and justitications {rather thasn
sitnply do what the boss said o do) - resulted in the now wnhappy super-
visor having to do the unperfmrined task himdher sebf to mswre its heing
done - afier ithe now sven more unhappy subordinate had come hack and
telek his boss that what he wanted 1o do was “ipossible, 4 bad thing, cost
too mmech, unpopular, had been irfed many times befors and wouldn't
wark, would serew things up royally”, ele,, ele,

Thdg vory real cxample of employees nod being slTesdive in deing
what you want shows one advantage in encouraging your section to leam .
about the azzertive melhod of dealing with conflict producerd by those
they deal wilh day by day. 1] your suberdinates are able (o carry ouk your




4 Asserilveness

direetives in doing their fobs without pettng bapeed down by manipulat-
Fve others, can you imagine how prodective your section can become?
And how much will their productivity work for vou in enhaneing your
own advimcement?

S0 the question facing the manapement fruince who ook the assor
tive seminar iz "Not if the skills will help me to advance, but which is the
mare slfeclive path for me to advance?” Also, n one's advancement up
the ladder, eveantrally one will face anniher asserively skilled managor,
To whom will the step up go? To the mapager who can handle adverse
com Biet with gase? Or the manager who has that skill but in addition, is
backed up by n host of subordinales simdlarly skilled in catrying things
ont?

Thiy hewle s written and organized so that it will serve both the
teadee who chooses to leam for his own direct benefit as well ag thase
who are alao interested in the indircel beneis ol syrrounding (hemselves
with asaerlively ltatned subordinates, Tt is waitten in the format aod se-
yuenes of the UCLA Systematic Assertive Management woikshop-
geminme, Itz purpose? Teaching managers how {o think fur themselves,
feel conlident about themselves, and o ety ost decisions in the face of
social pressure.

Whai We Come Eqguipped with —
Two Animal Optivns — Fight and Flight —
and One Human Coping Skill — Yerbal Problem Solving

We are the product of vety suceesslul, bul mote primitive ancestors
who made the chunpe from lower animal te human potential. Our pre-
human ancestors had primariby bwo buiic it coping skills, automatic flight
and fight. If one of our ancestors, walking dows the jungle trail, was
suddenly confronted with a sabar toothed Geer, he would wetomstically
Lurre amcd tuts, He tun e the nesvest tee and climbed it If it was too
small and brole under his welglt, he van to the nexl one and elitnbed
that. Mo complicated slrategy or scruclyral desipn siross analysis was re-
guired, Mo thoughl swas reguited af afl - jost find the nearest tree and
chimb it. If the saber toothed tiger started climbing the teee aller our an-
ceztar, he then became anpry aulvmatically, Today, you and 1 immately
operale the sumc way, 10 we can’t tun, we fight, becanse enongh of our
ancestors convinged enough saber toothed tigers with their display of an-
ger that they were not a cheap meal, thereby passing this tendency down
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e 98, Owr more intefleclual cousins, however - those who wore nol
frighlenod — those deprived of the speed whvantage of oxeess adrena-
lin - - and stopped to esthetically sdimire the grandewr of the threr’s coat,
and hew warm it wnat kept it durisg cold weather - were gobbled up and
didn®l servive. Bvenlaally oot ancestors, those who did suevive, devel-
oped their verbal skills v communicatng with such other oo how Lo
solve the problem of wnexpected suber toothed ger encoumters - g well
ng 4 myrisd of cther problams in their primitive world - and passed this
akill potential dewn ta s also.

For musd of my adull lifie T haye raveled vach morning o work in
various parts of fhis world of ours, and [ can honestly report thal | huve
vet to come upon 4 single saber toothed tiger during of! that time. In the
present world we Hve in, the animal skills of flight or fghl are pretéy
rmch useless to us. In fact, we typically get into more froubls when we
wse them, than il we had not. Tnstead, we have available to us the great-
est gift which our suceessful ancestons pussed down o usy our verbal
problem solving potential, Tapping this verbal problem solving poten-
{ial iz what thiz bood is all about and verbal aszertiveness is part of verbal
problem solving hehayior, 10 you wonder i voug are natarally asseitive or
uot, you might toke mote of the fact that the tirst independent sot most of
us made ag individualzs was to protest the treatment we had received in
foreing wy to lwcathe at birk by holding us upside down 1o clear our
hungs and spanking ns. This natral tendeney to assert ouraslves, was of
course, nhibiied by our curly training that Wrned us fowe the obedient
“gpod child” who asver pave anyone a bad time and did what everyoue
expeclad.

Assertive Behavier: Adult Commuunication,
Problem Solving, and Selt -Assurance

At thiz point you may be asking vourself, "What i3 assortivoness?”
It's a very good question. If we were to assemble a blue-ribbon panel of
the top ten clinical dingnostic experts in psychology and paychiatry fram
presligious elinies and hospitals all around Lhe eounley -~ UCLA, Ben-
minger, Walter Reed, Tangley-Porter, Mass, General, and others - and pa-
rade a group of people in front of them, our panel would easily agree a2
Ly which ones would benelTL from asserlivencss lraining and which ones
wiould nee, But it you aslked these sume ten caports to define what they
were dizpmoging - assertivensss versus non-assertiveness - they would




1 Assertiveness

give you ten dilferent definitions,

Anserliveness lias nof been very well dolined or thought through,
even fnexpert clinical cireles, One eommon dolinilion s "Standing up
for your rights, while reapocting Lhe nights of others.” These are grand
words but they are fossed around without the specifics that tell you whal
peoplets Yrights" are in any situation. Another feequently ysed definition
35 A negative one: "Asserlivencss i nol buing apnnessive.” But ageression
iz alao pootly delined, Doepending on circwmstances, aggression can he
angry, childish impulsive behavior, or mature, determined, and maolivaled
behavior. Ask any sales manager iF agpressivincss ix putt of good sales
behaviar, You will alsao allen heyr, " Assertiveness is being different froim

- uveryone olws, being an individeal” This definitioa suffers whet yoa de-
cide that vou like what other people do and how they lve,  All these
.eonuncaly nsed and superficial Jefinitiony of assertiveness fail to men-
lon the lwo cemends of being asserfive, making one's own desisions
“abont what fo do, and earrving oul those decisiohs o He Tace of 56oia)

pressure ar opposition.
Cwe can'l rely on a clear clinigal definition of what assertiveness

is, al least we can slarl with the working definftion - and it's not a bad
one - ffered by my editicn of Webster's Diclionary, It says thal 1o asscrl
onezelf iz to set forth and defend un wrgument, ¢laim, or position selft
vom Fdundly, Hesenlially, out assertiveness is based on the faith we have
i our own judgment, even If {t runs counler i what is popular, faddish,
ar " When we asser] ourselves, we don't have to have a whole batiery
ul Supreme Court lawyers {or the conrt itself) standing bihing us, teliing
everyone that we are right. Using this defition, one cau see that compe-
tetit, fatore, and sucocsstul adults will have at Teast a modicum of wsser-
tiveness, simply because they have bad & Ik of experience in thinking for
thamseckves.

Thitly years ago, Tranzactional Analysis (1'A) becatme very popular
heeause it offercd a wselul way of looling at how we routinely, aulomati-
cally, and unthinlingly behave toward othor people: ag a ciitical parent
[fusually punishing), as an ingigmificant child (usually good, but also
maughtyl, or as an adult (always stralghtforward). Aceording o TA, your
problems in dealing with another person come about because wou hiteract
with him or her ag if you were a ctitival parent dealing with an insignifi-
cunl child, or vice vetsa, To corTect these problems, TA slaley that you
necd o deal with other people on an adult - o - adell Jewvel mstead of a
pavent - child lsvel. If you behave like an adull while the other person
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bohaves as o parent or child, you will feel better about yourself becanse
the critical parent can't male you feel rotlen, and you will leave him or
her no option except to deal with yon a3 another aduhl,

According 1o the eneld of FA, yout subonlinates have problems on
the job because the co-workers and ofhers interacted with hinwher as if
they were critical parents {criticizing and tanipulating}, and they re-
spund an the child level, 1o rahgactional analysis terms, assertiveness
training teaches your subordinates how to respond in an adult way to a
bunch of eritical parents they hiye not been able to handle tn the past. In
I'A ferma, assertiveness, in facl, is adudl behayior,

Yora know whatl an adull is and so do 1) semeone we can rely on
whon we have 1o, Wo could male a loag list of the fine points of being an
adult, but. it would be worthless unless we included the one fandamental
upon which all the other points depend: An adall 8 a socially competent,
indepondently functivning person, abls to think foi him - or herself, cope
with life's problema, and take care of all day-to-day decistons that have o
be made, withow! depending on somweoac clse 1o do Lhis, By "socially
compudeny,” [ do not mean being wilky, pleasant, and channing, but hav-
ingr the ability to solve the problems other people present us with, includ-
ing their atternpts to talk s into things that are really not in our own bost
inlorost.

The persmul skills required to live a satistying and productive
adult life are often the opposile of the skills required to be a good child,
A socially competent adult wses independent judgment in delermining
how to behave and whai ig righi o weung in 4 particular siteation. Com-
petent adults accasionally take chances and nmat deal wilh porsonal mis-
takes in shaping their lives into what they want them to be. The adult has
(i fenovw when 1o be cooperative and when - patiently and, if necessary,
stublbornly - to resist the influence and prossues of others, A soctally
compefent adult iz rarcly deferential 1o other people, and uses the word
Mo very often. How do we learn the ability to say *“No™', aud deal ef-
fectively with ite emotional aftermath? As Vineo Lombardi, the late preat
coach of the Groen Bay Packues, suid, "Foolball games are won Thursday
aftetnoons on the practice field, not Sunday afternoons on the playing
field." With training, and practice, bolh you and your subotdinates will
come b sou gssertiveness as a natoeal athribute, and assertive belhavior
will gradunlly become autmnatic with no emodional consequence o
speak of.
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Are asseriive employees move difficult to supervise?

Mungpers are often uneasy with Lhe soneept of ainployess asserting
thumselves, They fesl that submdinates are hard enough to coniral with-
out giving them license o malee managess” Hves cven mors difficult, This
is & mistaken impression. Teaching them to be asserlive s not kanding
then 4 loaded verbal gun that will ailow them to e smolk, Bven more
irpportant to understand, iF you as a manager tell an employee {o do
smnething, and il routinely doesn't get dons, it is never the employes's

asgertive qualities that are causing (he problem. In fact, teaching an eni-

ployee to be neserlive oliminates many of the ineffective coping hehav-
iogs they use in lrying to get ot of doing thingg. or o deny (hat ey are
at aglt. When employees learn (o cope sgseriively with some of the
“dumb things fhey do, mstead of denying that they did them, they typi-

cally make lewer dummb migtakes. Moreover, the mistakes they do muke
ary eorreeked quickly because time mgummls.

Thi: Key to Getting Your employees to Do What
Yon Ask: Communicaéion, then Conscquences

Manzpers who are fimsivated by disabedient or unemofivided subor-
dinates are often the camge af the problem bocause they either don't tell
thelr employees sivpightforwardly what is wanted or they don't back up
what they say. The key to understanding infuructive behavior between
twa human beings ad well us the problems we all experictos with tis be-
haviot is desciibed by two words: communication and consequences,
The paychological concepls these two words represent accounl for so
much in understanding what we do and what wo sew in ulher people that
five of the chapters in this hook sbneenirate on straightforward assertive
comtmunicating, while the lase chapter is devoted solefy (o the way con-
siequences buck up conunmunications and make them work, As you will
gee in the last chapler on perfurmance evaluations, both forenal and roy-
line, making judigments wbout behavior payoffs - sonscqueness - 1s quite
important in huoan interaction.

Gefore wo discuss how to be assertive, we need 1o face ils lack,
Luet's durn o the next chapter, whers we will cxamine the prime factor
causing you and your subordinatos to be nonassertive, What you wers
traghtl az a good child thut atbuweed other people to manipulate your feol-
ings ol guilt, ignorance, and foolishnese,

TWO

Manipulation

How to Recognize When You Are Being
Emotionally Manipulated
— Your Bill of Assertive Rights —

This chapter iz about you and your subordinates learning to re-
think and cuf theough your carly indockination that was used o make
you an casity conttolled “good child” that pleased adulls, One of the
strongs findings of clinical and devolopmuentul psycholopy is the chaerva-
tion that if a person s crolionaity conditioned early in life, cspecially
before age $ix, such emotional conditioning, especially foctings of guilty,
irmorance, foolishness, and anxicly remain through out life unless some
reconditioning proceds nlervenes. 5o the purpose of this chapier, and the
rest of the bouk, is to first meke you saware of how you have been condi-
lioned to be emotionally manipuluble, In particular this chaplor puints
out the len must cotimon ways weed to etnotionally manipulate yon - no-
ble concepts such as reasoning, logic, poodwill, efe., uswd for less than
noble purpases that ave oot in yowr of your company’s best interest, The
sucond puipose is to decondilion yuu to feefings of amxiety, puilt, igno-
rance and foolishnuess whenever social confliet arizes in your job and In
your genersl life, 5o not to be emotionatly intimdated by ather poople
info doing Mings yoa really would rather ot do.

Manipulation —
Ifow People Talk You inte Doing What They Want —
By Making You Feel Guilty, Ignorant, or Foolish

To teach both you and your subordinates how (o be assertive and
deal wilh manipulation etfectively, nsing the actual learming dinlogues of
the manager trainess in fhe UCLA Systomatic Assertive Management
course will be helpful. Thess demonstration/training dialognes through
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out thiz book are transcripts of leaming exercises in which the trainees
fested their understanding of the conecepls. Mosl al them are composiles
of various diglopues that are good exampbes of the matedal, They haye
been edited for brevity, content and contidentiality. In this chapter, all
the dialognes demcnsirate how one can bs menipulated. To understand
bow yor emplovees can be lalked into dotng all sorts of things by
friends wnd co-workers, ete., even it he ar she doesn't want to - such as
neglecting duties, bending wles, even abusing dimgs or alcohol -- let's
Frst look al how yon yoursell can be talked inlo deing things against
your 0w better judgment, Yowe mem resprnse insuch circlmstaness 18 a
fairly reliable indicator of how your employees will respond, sinee they
bave learned to behave In the same way as you did as a youlg person.

Think abowl the last time yom awore you would never agree to do
sompthing again, cither boszuse v really dide't want Lo, or il was such a
pain that it wasn't worth it. Perhaps kst year you served s scerctany
tregsuesr for 8 committes of yowr zocial club, choreh ar temple, T'TA,
ete., and kepl all ity reeards, or used vour howse for meelings. Deciding
to be firm, you have let the organization know that you ae not going (o
do the same thing again.

Demonstratien Dialopue $1

Hew you gel connad info sosnglhing aller yon swore, "Never arainl "
Setting:  Jost before the fivst meeting, ete., the conumittes chairperson
calls youl, and the conversalion goes something like this,

Chair; Yon kuow, we are really lost without you.

You: That's nonsense - anybody can do whiat [ did,

Chuirt Mo, really. We can't get anyons in voluntect after cyvoryone saw
how nice a job you did for us. [or: No one can make things work like
you do.

You: Well, [ jusl nol poing 1o god involved apain. T was loo mach ol
a hassle.

Chair: What can we do? We have no ang to tidke your place,
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You {Getling stcked into providing » solution which is really not your
renpungibility) How about Charlie aud his place?

Clair: ITe has relatives staying with hitm,

You: Mary is on the ball and has a nice big house,
Chair His weitlz is sick

Youw: How you and your place?

Chuair: My wifc is visibing her mother on the Riviera,
You: T don't know what to say.

Chatt: T never thought yon would let us down like this. 'Fell you whal,

Let's go on aa before for just 4 couple of mectings until we get ont of this

jam, okay?

You: (Grasping at strawe) But 't fonded down with work now and my
house is a mess. We're cleaning and painting,

Chair: Don't woiry about it We'll undergtand,  Without you there's no
place (o med,

You: [Grodgingly) Okay, but just for o couple of times.

Chair: Of course, ¥ou'll buve no trouble cleaning it up temporarily for
uur meetingg,

Those couple ol imes, of course, stretch out into another year he-
cause the chair asks you fo handle selling up the meetings somewhere
else and cue crigis afler another prevents everyone else from volunteering
hiz or her services/home for the next meeting, Now why, you might ask
yourself, do you get into such a mess time afler time, bruising yoor self -
respect in the procass, when you know exactly what you want te do - or
not do? Az iz very clear, you know how to say ao. You do it all the tme,
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T'he real problem you face —
Coping with all the confusing verbal carbage
dumped cu you after yon say “No*

The teal reassm why this happens to you, even when you sweear il
wou't ever again, is that you are emofionally manipulated fnfo feeling
guilty about noi doing what ctiier people want, A good working defini-
i of paychological maniputation; Manipulalion i3 whatever anyone
clsn docs 1o radose your hilily w think and your rght o judge G your-
self what 1s best for you. Althougrh manipulation can fake many diffcrent
verbal forms, it invaiably lnvolves making you feel ipnorant, foolish, or
guilty. You cun always reeognize manipuladion, no matler whal its form,
by remernbering hovr you telt as 0 child when you got into troubie, Ma-
nipulation makes you feel Hle o amall, dumnb kid again, a8 if mon lad
Just said o yow, "Loolk] 10 you don'y sare shoul cleaning up your toom
properly, neither do 1. I'm just the teptesentative of Four thowsand years
of civilized thought and culture, which somehow, dummy, won missed
oul el Obyyinusky these aren't tmom's exact words, but the effect of such
wards is the pent You fect puilly, S0 romember, as g rule oF thamb,
that when people make you feel as if mom just said to you, "T'm just the
represontative of four thousand years of civilized theungiht and culture,”
they wre rying Lo munipulale you erotiomally,

Yeu altow vourself to be manipnlated - without even knowing that
you wre boing manipudaled - beesuse as a child you were laughy, in Lhe
most well ~ meaning wiy, that things like logic, reasoning, responsibility,
criticlsm, caring, understanding, poodwill, and intellectual give - and -
lake ave noble wnd abways o be tespected,  You were taught that you

would abways be logical, reasonable, and open to criticism, for instance,
besuuse Lhess bohaviors, sunposedly, are what keop all of us from sinking
to the level of animal aggwession to resolve conflict. You were not taught
-lhal noble concopir such as reasoning lopic and caring can be used for
less than noble purposes, such as conning you o doing sumething you
really don't want to da.

When your employees do something, or not, with their co-worlers
taat apsels you, Lypoally il is hecause they are bohaving in the sume way
you did in that first dislogue - ie., co-workers or external reps emotion-
ally manipulate them into feeling guilty, anxious, or dunb whenever they
don'l do what the other person wants. If your subordinate obeys you be-
eyyss hofde has bean tought o feal guilly, anxious. or domb (Just as you
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wore tanght by your parenis o Meel), hefshe will behave in that same way
with cowworkers, This is the only way hefshe knows how 1o behaye un-
der these clrcumstances. For example, the last time a subordingic was
supposed to do some work Jor you, and didn't, citing some excnse ar
ather, something Kke the following manipulative dialopue between hirn
and a co-worker probably took place.

Demonsiration Halapgue #2

How an employes gets talked ont of deing what you fold hlmdher to
do while you'rc away.

Sefling: Your croployee has promised to clean up the paperwork re-
mgining fiom the sules meelingy frum st month so it can be zent on to
head office on Monday when you retwm.  Ile/she beging the job, and a4
co-wotleer walks in,

Co - oworker: What aro vou doingey

Eoplovee:  Cleaning up the sales figures snd projections fom last
mnonths meetings.

Co - worker You cutndo that later. [ need vour help with the air condi-
tioaing guy.

Employee: Iean't.
Co-worler: Why can't you?

Employee: Harry (you) will kill me i’ T don't get thiz done by Monday
wlhen hie pets back,

Co-workern: This is reafly important. Mot that paperwork,
Bmployee: Tean't do thal,
Co-worker;  Why not? Don't you Imow fhe difference betweon make-

work lile those stats and something importan) like [ack of air condition-
ing?

&
b
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Lmploves: Dut what if Harry finds cmt?

Co-wodlcer: So he finds cut! Big deal! Do yon want fo work without air
concdilioming in hore?

Ewmployee: No, hut...
Co-worker: Whal are vou - one of Harry's yoes-moen? A suck-up?

Imployee: No. Of course not, but these stats have to be doue wml sent
oui by Monday...

Co-worker  Don'i be an ass,  Just tell Flarry that the air conditioning
needed your attention when you ses him uyain on Momday,

Frmoyee: Oh L. de you think that will work?
Co-woreer:  Of cowrse,
Brmployee: Oh ... Olay.

Co-worler: (Food. Then Jol's gu. Hurry will thenk you {ur using your
bragn on Lhis ong instead of being a rabot jost following arders,

Supervigars (including your own, and you, yourselld do ool gel up
in the morning and say scmething ke, "1 wonder how | can screw up my
enyoyees today?™ Yel though they mean well, mosd managers end up
allowing their employees to be easily manipulated. They do this, vsually
beesuse, firgt, they were reared that way themaslbes by theiv own parenis,
and second, hecause ullowing crplovees o be cmutionally muanipubated
is, as discussed eaclier, an effective way of contrelling their behavior in
the short . But iF you san manipulale your croployes, st eat others,
And while your manipulation is generally bendgm, to protect the company
oruani=ation and the employee, there is no goaranty thet others, either co-
waorkers or opfstders ke reproserfalives and cuslomers, will hayve the
sane comcern for your commpuny's or cmployees' well-being, A manipu-
lahly eraployvee, who Las litle or no nnderstanding that be or she is being
emmationally played npon, is a likely candidate to be talked into deing ail
sorts of Lhings by olhers. What g manipulable employee can be talked
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nto js Bmited only by the wants of the matipulator,

As g munager, you will also face the problem of your employess
manipulating you us soun as they becomes familiar with vow, Moat of
your employees are slick as smelta in using the manipulation Lhey have
learned in their pusl chealiuration, That's when vou will hear vour secre-
tury el you that she s "worried about those premature wrinkles and lines
y0u are getting aronnd vonir eyes (I care about youl) as a resull of oo
rmuch work (for both of ns," she deean't 2ay.) Sho adds, "Don't you think
youl should take a brealk - like a vacation soun? {whoen 1 eun have the of-
live Lo meysel [0 she also doosn’t say,) ™ Ttmakes logical sense. After all,"
she Lelly you, "Creorge in Engineering cures about himself and he looks
like a twenty year old." (Don't you care™ "And avervbody over thete
thinks he's terrific," "IIe gocs to Hawaii al least onee a yeut, and comes
back rating Lo goo And he mekes less money than vou!™ {Are you too
cheap®)

To enable your employees to say no effectively to their poos, ouil-
gide repa and costomers, you have (o aflow them bo kear abaut enjolim]
manfpulatiot,. You can di this by poinling out what manipulation is,
wilh cxamples like those gbove, wnd how this takes away your em-
playee's own ability to judge what is best to do in any sitnation. “Uho
whale purpase of this book can be atmply pul We huve 8 lot of auto-
mutic habits that allow us to be manipulated almost lovoluntarily, By
leaming to be assertive, we can change fhoge almosl involuntary habits
iniy voluntary chwices, in which we decide for owselves whal ts best for
us to do, both for the company's inderests and our own,

‘The Prime Assertive Right

The teaching formal al ihis book is hased on one prizciple: Give an
idea, Lhen practics oo an examyple. This is the method I have foucd mosl
effective in teaching people to become more asserive. [l combines both
role practice, lo become fimiliar with assertive skdlls, and thinking about
the: coneent to be leaned. Teaching your emplovees how to think [
themselves, by helping them peactice using their own judgment as to
whether they should fecl guilty, (onlish, or ignotant, is the key to dealing
with maniputalion, s so inporkat an idea that I call it the prime asset-
tive right,

i
i
i
:
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Asxsertive Rirht [

You Bave the right to be your own vltimate jfudpe —
Of your emotions, thinking, and behavior —

And are respongsible for the initiation and
consegquences of what you fecl, think, and do

What doea this right really mean 16 you and your cployeed ina
practical, noa-philosophical sense? Tt means you and your employees
have the ability to recoguize when vou are being psychologically ma-
nipulated, and thal you have lhe right nol io accepl awtomatically the
tegalive fuchings of gpuill, anxicly, ot ighotsnee that 4 manipulator toes o
fduee n you,

If the idea of being your own judgs of what you do sounds steange
Lo wou, don't rejeel il oul of hand withoul frst cxamining whal il meuns,
Many people get upset when first thinking about it, yei can see its rele-
vancs and worth through examples. Tor instance, are you your owa
judge when vou sco a physician? 1F you are Hlee most of us, you koow
very little about medicioe and alirost automaticalty defer to anything the
physiciat gays when you don't feel good or are worried aboul your
Melth, Whethor we are siuk or not, most of s are as much st case tatk-

ing to a physician as we would be in consulting ITippoceates upon his de- .

seent from Mount Olympus alter a chat wilh Zous shout golf, toal estale,
and tax shelters over 3 flwee-martind lonch.  In that situaticn, however,
¥ou are always your own decision maker, even F you don'l feel Lthal you
are,

To Lelp you see this, take awny the intinddating title of "doctor”
and replace it with "aule meshanic,” 1% your aulo meshanic your personul
judge singly because he knows more about vowr automatic transmission
than you do? OF cowurse not, and ueither ia your physician. Bodh are sitm-
my technical cxpetls whom you bire W advise you on the best course of
action. You still have to make the decisions on what to do, and you have
to lake responsihility for those decizions. Musl yvou replace the whole
carburctor i your cur besauso your mechanic says "Tezible, temible -
the carburetor i shot. This car has heen abused"? (This is guilt indne-
tiom.d Or can you jusd have il tuned up? Shoold you feel guilly beasss
there s some moral mandate that you maintain your car to your me-
chanic's personal standards - and thereby run up a repair bill limited only
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by his eafimate of your abilily Lo pay 16} With respect fo your physician's
adwvice, there is ne eyl difference between denling wilh vour doctor and
teabing with your mechanic, You are stifl respongibl lur making your
owx decisiona abput your state of health, A teehimcal expert - any teclini-
cal expet] - can only advistyou oy the best course fo fake, '

I you rovept your doctor's advice, this docs nol mean you have
been mwanipuinted. When we ars inlimidated by physicians and allow
them to be the judges of what ix best for ws, it is ot because they ask Tov
that responsibikily, We foroe it upon them. I bave worled closely wilh
mary doclors aned [ have not knewn one who did not ercourage bis or her
palicniy (o be collaborators in the freatment of illness, or who tesented
any questioning about the wisest wealment. 16 you feed that your pliysi-
cian iz a domineuring and fntinndating exception, or likes plaving Gad,
your owm judgment of the inappropriateness of his bohaviar toward you
is the only justification you need e fnd yourself another physician.

Okcay, you tay say, bul how can vou be your own judge whet yvou
are in front of 4 real ot in municipal conrt for a traflis tekely You may
he eomvineed that your ticket was nnfair because the booh n unifonm tes-
tifying that you brole the law was only trying o fill Iis quota for the day,
yef the municipal jndge belivved the policeman, fines vou, and (hen wd-
menishes you to be a better driver in the fature, in this situation, toa, you
are &till your own emotional, imcllectual, and behavieral fudpe. ¥ ou cun
make your own decision as to whether the municipal judge's fining you,
and then teying [ make you feel guilty, was appropriale or not. How-
aver, lelling the judge that he dossn'l know what in hell he is talking
abiut Ty not be very wise. 10 youdecide to exsroise vour prime asser-
tiveTight and be your own emotional judge, that docs not mean you leave
yout intcliiypence ontside the courttoom dogr, Your prime assertive righl
w that you hayo 1o shout youwr declsions from {he roof tops 50
that cveryone will know thems. On the other Bund, it you really want to
tell the court off, and are willing tu fake the consequences, you can du so.
Thai deeision iz no different from telling your aule mechanic that you
don'l want anything done to your carburedor, und fhen later being in a
ickle because it poops out whon you need your car. It's up to you,

As you ean see, deciding to be your own emoedional judee dops got
always mean you will make the appropriate, cottecl, v wise decision.
@_l_it__mjﬂ be your decision and linked {o Jiow you Teel about yomacl,
not someons lses and linkud tr how he or she lias tried 1o rmake vou feel
abaut JolTSell, Happily, most of the time if you make a Jumb decision,

—_ R
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vl lve fhe opion 1o correct it later,

You may be asking yourssll at thiz point, "But how can I apply this
to my emplovess? Where do § draw ihe lioe wilh them? They are not
roadyt o take cerlain judgments and talce responsibility tor them - mayhe
becanse they don't wand (v ook al the consequences, And there are some
things we should always feel guilty sbout™ Wilh rezpeet to the fitst part
al’ thul question, you are eght: Bmployess don't always know whatl is
best to do, so you will have G el them (communications.) But you cun
do so without vielating thelr ssserfive tights and dignity by indocing
guill. AL your employes decides that he docsn't ke u chore you aasign
him, vou don't have to insist he lilke it, just that e dodl. Most ol us have
to do things in lile thal we don't like, vet we do them because they enahle
us to do other things we du like, In this situation your managerial avthar-
ily 15 all you need. You are still the boss,

As tor there being some thinga we shounld all foel guilty sbout, iT
you assume that to e true, you pol onlo very shaky pround about which
cyen Jugal, religious, philosophical, and piyehelogical experts cen
agree. Fvorl in such extrems cases as killing someonce, we often cant
agree that one should feod guilly, There are too many exceptious to hard-
and-fast myles: self-defense, unuvoldatde aceldent, protecting one's coun-
try i watlime, and so forth, B we can't eyree on [ife-and-dealh isanes,
what's the sense of insistng that your emmplovees ahould feel guilty aboutl
uok [king i do the jobs no one wants to do avound the offue? Why
ghould any of us feel guilly jusl beesuse we don'l like fo do certain
things? What wo do 1s what connts, not how we feel about it.

Furthermeore, i your employer promised o clean up the paperworl
for the home office today becanse you need 1o wse i Monday, and then
forpets 1o do i hefshe will very likely feel quite guilty, anxivus, and
Foolish ca hisfher own, You are nal needed (y induee these reactions. As
wo shall sce later, 0o matter how angry you may be - wanling lo strangls
him with your barc hands in the heat of the mament - sncounraging him/
her 1o learn how to be assertive will help himther seknowludge realisiic
and valid guill, and then get over it ag soon as possitle, so s/he can be
comfortable with you wyain and get on with histher job instead of with-
trawing (hom you emotionally as 2 way to cope with thal guill.
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Your Every day Asscrtive Rights —
How o tell when you or your employees
are heing manipulated

In order to show you and your employess how 1o take on more and
mote responaibilily for boing your own judge, you first need to under-
slame, in wery practival terms, how other people roufinoly mmanipulale
you. It's nsnally an hour or ac after you ate conned inlo doing something,
while vou are a0 slewing aver it fhat youn begin to see the manipulative
ploys thal sucked you in - and coine 1p with pood answers (o ther
"Wy didi't I #hink of that?" you complaitn, Yol the noxt tme you are
manipufated, all the pood answets you thought of afler the thct desert
poul And it wauldn't bu mych help to temind yourself during a coniliol
with someane that you are your own ultimale judge. The stutement that
¥ou are your own uliimate fudps i fine philosophically, et not mrch
help in your dudly dealings with the people avound yow. 'I'n understand
and recopnize everyday manipulation (e what it s, and then. for your
subordinates to recognies i o, tefs take s look at the most commaon,
evoryday ways in which you are psychologically manipulaled as spelled
out in your Bill of Assertive Rights, These righls overlyp and have a
comunon theme, since they all detive from your primee assective right to
Be your awn ultimals judyge.

In encowraging your etnplayees [ be assertive, remember thai as-
sertive rights are mights fhat preserve and profect his or her dignity and
sel-respect. They ate not a license b do whatever one wanls and gt off
oot free, bul they do teleass your employess from sslernal manipulation
af their personal feelings, including ariifcially induced feelings of guill,
foolishness, and ignorance, Just as you are responsible for the conse-
guences of buing your owa judge and asserling yourself, as well as for
everything else you do, when your subordmates learn to be asseriive,
they will also lean what goss nlong with being asserlive:r persanal re-
sponsibility for making their own decisions at work fand elsewhere), and
for the consequences of fhese decisions,
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Assertive Right 11

You and your subordinaies have the right —
Tu offer no reasons (0 other people
Tu jastify your behavior

When you get info a secial conflict {n faney term we paychologists
use for things like argumenty, dispoles, discussions, and disapreements),
as opposed to a legal conflict (with police or jwiges) ot physival conllicl
{with muoggors, assailonts, ete.} and you say either that you wint or don't
want to do sornething, whal ig the first thing you are likely to henr from
the other person? It docst™ matler whether you are tuening down scine-
ons clae's request, such ns lending your house for the communily mecl-
ing, or asking (or something you want, such ag telling your spouse that
you want o go somewhere Jifforent his yoar on vacation -~ Bermuda,
pexhups, inglcad of wvisiting your mother-in-law it Sprinpfield aprain,
Unless you are dealing with an assertive persos, you will pet one of the
slandard manipulative responses, with "Why?" us the most likely,

Wwhen the other person asls why, we don't answar thal we simply
fesl wmeomloriable about hosting the neighborkood Rsscclation meeting
this mwonth, We foolishly fry to prove thal it is impossible or will be a
disgster, That shitting of responsibility for our decisions oo exiernal
cireutnstances over which we haye no eontrol {it will rain, ey hounse ia
too hard to find; there fan't enongh rovm; ete.) is what scts us up for the
munipulalur,  The other porson pooh-poohs our excnses and dispenses
with them one by me, domostnuting fat e toally have no valid reasons
for refusing, Consequently, we wind vp doing what we really don't want
to do.

Similarly, there is no common sense rationale for allewing some-
one who wands 1o borrow your ear, to start asking you to explain why you
wan't let him or her barrow il W's vour cur, nol the albor pergon's, yet
you wind up feeling that yon have to explain why you can't - or, mote ug-
curately, won't - lend it

In situations like these, relying upon exieroul girgumstances - (oa-
sots over which you have no personal confrol - is sbout as effectve ay
telling the manipulalor, " would like to help our, but God handeuffed me
this mocning and T can't reach into my pocket to give you the gar keys"
The manipulator will simply reply, "No problam! I just talled o God.
Al He gave me the keys to the handeuffs"  This automatic "reasaning”
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response on your part suitz the manipmlaror to a lee, ag the followinge ma-
nipulative dialogue iilusivales,

Demonstration Dialogne #3

How You Getl Manipulated jnto Losning Your Car Because You Be-
ligve Reasoning Will Resolve Conflicts.

Setting: You and I are friends aond co-wotkets who live near sach olher,
I jog up to your hame cn Samarday morning, where you are walerny the
lawn while your car sfls in the deiveway.

Mo Hil Flu's:y'r‘

Yon: Soitofl

Me: Good, Thes you wouldn't mind if' I boreowed your car this mots-
inp, weould you? :

You: (Really not wanting to lend your car) Well ... Lhave sorme arrands
1o .

Meo: When will you be back?
You: Nat until fate this afternoon.
be: Terrific. Thal would be five with me,

You: Well ... Ihave fo go quile a dislatnee and may not get back in time
for you,

MMe: Are vou going downtown?

Your No.

Me: I'm nol going thoere sither, Where are vou going?
You: Uh.. toMalibu. |

Me: Terifie. That's exaetly where § have to go. Tell yon what, 1l
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arive us both there, Fet vou off, and pick you up when I'm done.
You: T just can't lend you nyy car.
M Why nol?

You: My insurance dossn't cover anyone else but me. {God just haod-
enffed me.)

Iz No problem, My insuranes sovers everylhing fTom a semifactor do
a Boeing 707, (1 just talked to God and I1e said it's okay.}

Yo Bul my brakes ate bad, (Cod hanideg Ms)

Me: Nosweat. My brakes sre lousy too, Fmoused to that, {God unthand-
enllz)

Your | forgot L. the spare ig flal We can'l use the car, (ol wloth
away.)

Me: No prablem, TH Aaks il divwn 1o the service slalion now and el i
fixed. Onme! (God giveth hack.)

You! Look, why don't you Just luke the car, do what you need to do,
leave it in the driveway for me when you're doae?

Me: Oh? ... Okay. But I'd be kappy to drive yvou to Maliba....
You: Mo, vou take it {gmrumbde, goump, moan).

You wern keained inocarly e do uulomidicaily feel and respond this
way - and ap to now, very liely your employees have been trained to do
the same thing beeause we all ggsume {hat eegggning is a good way to
solve mutual prolems, That assumption s true i7 the partics i the cone
Hicl have mutyal goaks - e.p., the best way to get the upright piano out of
{he rmeving van and into the upatairs sitting room. Buot when the parties
have differenl gouls - e, you wanl the least damage o your homss in
moving the piane, while the driver of the van wants to male another de-
livery in the next forty-five minutes - rensoning becomes manipulative.
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With these differend goals, you will say what route vou want to take, the
driver will ask you why you want to do it that way, and then he will give
you "hellur” teasons for doing it his way - which iz to shoot il in through
the upstairs front window with the Turnilyre catipult he mounted on the
back of the moving van and wants $o fry out.

Whin you were 4 child and your paremts disagreed with you 1
wionld have been much ensier and bettor for you i they had wimply as-
serted their parental anthority, said thal you coubdn't do what you wanted,
and stuck to their gung when you gave than back chat. Instead, you were
askud why you wanted $o do such and such, and then your reasons were
shut down by themn with "better” reasons why you shouldn't do what you
wanted. So what gets done Is more ofien determined by who can come
up with the Beller reason, than whal will work better,

Years ago, managerent theory told you that you should always
give your subordinates a rengon for why you wand sumetiing done. And
in good f@ilh, you probably followed this sdvice i spite of vou own ex-
pericnee as a younger subordinate worker, I always ask manggoment
training groups, "When wvou were younger did you bolicve all the
'repsong’ hipher managemend gave you oo why you were getting
serewed?  And whal makes you think your subordinates today believe
your ‘reagons’ on wlhy they are going to be uahappy any more than you
did when you were in thelr shoes? 1's much more cfficient i the lang
g {83 we shall see in the next chapter} to tell your suhardinaius to do

fhings simply because voil wanl them 1o do if, AMET Eeveral wesertive
discuszions with thern, an smaving thing happens. They ftart 1o Hslon T
you, They realize that you mean whal you gay, and also Tearn it fimy
can't manipulate you into changmg luck because of the exouses and ar-

prments thoy give you,

Assertive Right TIT

You and your subordinates have ihe right —
To judge whether you are respousible
For finding selutions to other people’s prehlems

As a child, you were trained 10 be respongible, and that's admiralble.
But [n eaining you o be Tesponsible, your pavents didn't follow through
aned also tegeh you that when things go wiong, or a problem caxists, you'te
ot necessazity of fhult. Try to remamber: As a chibd, how many times
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did you respond to mom or dad with "Gee, too bad. But that's not my
prublem,” and get away with B? Becauss we wore trained never to duck
out ol responsibifity, other people very oltea wse this desirable character-
istic to manipulats uz. The word "we' s o tip-off to this manipulation.
At the office, for example, yn aseociate may zay to you, "We decided (hat
everyhody has to take a tun supervizing the management interny 3t least
twice a week. Do you wanl Mondays-Tucsdays, Wednesdays-Thuradays,
or Tuesdavs-Woednesduys, Thursdays-Fridays?" When thiz happens, il
ey be it yout own best interest to asl;, "Who's we? T didn't decide that,
Or at hwme, when your next-door neighbor says "Woe have a prollem
wifh our fence," you can wsually assumne thid your neighbor wants to do
gomething to your perlectly good but ardinary fence, for which he wants
you to shave the cost. In this type of sitnalion, you may Mind it wiso to
say, "Gee, I don't have a problem wilh the fonee, What problem da you
Bave wilh it?™  As you will sse in later chapters, you can then prompt the
manipuletor to spell out what is bothering him or Rer so you can deeide i
there renlly is a problem with the leneo,

In the llwing dialogue, vou cun sse how your employes will reapond
to manipulution that makes him feel responaible for someonc olse's prob-
tem,

Bemopstration Dialoguce #4

How a co-werker is manipulated by a friewd owt of studying Becausc
he s ecn tanghi to be responsible,

Seifing: Your subordinate is studying for one of his MBA cxams and s

frivnd wanls hin 1o g0 o the beach.

Co-worleer: Tt's a beaudifif day ouf there, Let's go to the beach this alier-
noon afier wark,

Baployes: [ ean't oo to the beach today.
Co-worker: Why not?

Empoves: I have an important exam for my MBA tometrow and I ave
to smdy for it.

Co-worker: You're good at that stuff. Yoo don't need to study!
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Fanplayes: 'm not that good.
Co-worker: Sure you are!
Employee: You thinl so?
Co-worker: Sursl

Hraployeu: P like 1 get a good tnack, They remember those things vou
I,

Co-worlier: Whal Tor? Onoe you gol the MBA fhat's it.  It's like your
drivet's license, Who cares how well you did on the test. Juat pass it,
Are vou a compulaive?

Employes: No, I'm not.

Co-worker: ‘Then what are yoa sladying so hard for when you could be
playing volleyball down al {he beach with the group, Besides Tane wilt
b there and I think she reaily digs you.

Dmploycs: 101 don't siudy, I'm afraid [ might not do well tomorrow,

Co-worler: You pot nothing to worry about! T already 1old overvbody
we'd be there at for. We have 10 g0 [0 the beach,

Fryoyes: Why?

Co-worker: IF we don't show vp, the rest of the group can't play as
team. The bunchk from Xerox are scheduled trplay us thote,

Fuyiloyes: But I Liave to be sure of this exaim.

Co-worker: ITyou don'l come, what ;i1 I going to tell them? Tapecially
Jane¥ They can't play because of you?

Timplovee: Oh, okay,

Agin thiy example, our feelings that we are responsible o slhers in

s as e
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eyoryEhing we do resules o msanipulation of toss feelings as soon as oth-
ers 1ind out we feel that way.

Asseriive Right TV

You and youoi' subordinates have the vight —
To change yonr mind

Wery few of us like it when socimneone else clanges his or her mind
arld gerews ap whatl we wanl or have planmed (o do. "Lhus when you find
out you have made 4 poor decision and it 3s not in your own hest inlerest
to carry out an agrsement, you can cownt on the ofher person - either a
subordinale or customer - irying to manipulate you inlo nat changing
your mind,  This manipulation is bused on the assumpdon (ad iF you
want to change your mind, some thing must be wrong, If there is nothing
writg with the apreement that yon now want to change, that means thers
must e somothing weong wilh you personally.

Maost of us feel guilty in this situation simply because we have been
indoetrinated in this assmmption olf o lives, As adults, however, we of-
ten shourld change our mimls, not neeessarily because of hurd, demongtra-
ble evidence, which we rarely have, but based on our personal sxperience
of bow such thimgs lersl w work oul, Usually, il is our prios ekpeticnce
that gives naz an wneamfertable feeling about our initial decizion, and in
muhy cases The uneasy feeling durns out do be a good prodicior of whid
will happen.,

Yet, when we get this feeling that things are not right, we are likely
o pul b down g rrational atkiely or our own persomalily woeaknoess,
Thus, when we want to change sur minds and the other person asks why,
wes Ayl gaying Lhal we simply Reol uncomoriable aboul sue initial deci-
sion. Instead, we tall into the trap of trying to justify our change with ex-
ternal, tulional reasons. When this ofTorl [ails, ag iU will, we sometimes
admit reluctantly that we fsck vory uncomboniable aboul whab wis wyrecd
to, The manipulator then tells us we shouldn't feel that way™ You really
have a problem. You need profeszional help becanse e.g., what you want
o do s sick [nearatie, flaky, weird, ole)" You can seo this manipalatiog
wotl in the following dialegue,

Loulliv IT a7

Demonstration Dialogee #5

How a manager is mupipnfafed ont of rescinding a bad decision oy
directive because hefshe 13 manipulaied inlo belisving it might be
wishy-washy to change one’s min,

Setting: The manuger calls in g subordinate to pass on the cosall ol a
changs in work scheduling,

Manager: I've been thinking it over, and 've decided to rescind that
change in work schedules | put ot ea Friday.

Subordinate: Why?

Manager: Well, 3ome ol the vmployess have sent in memos saying (hoy
think i1 i & bad idea,

Subordinate: Olay Chardie, but most ol them think it's cne of the hest
moves you've made,

Munager: Really?
Subordinale: Yus, They really like it.

Manager: Okay. But I'm really concerned with what the people who
memocd hoire saying.

Subardinade: Who memoed in? Hary?
Manager: Tdan think [ sheold say who did,

Subordinate: T bel il was Hamy, wasn't it? He's bitches aboul every-
thinp,

Manager: It was mote than just Hury, Some others complained too,

Suboiilingte: I you listen fo people like Harry, you'll never be able to da
anything right avound here,

Manager: What do you mesn?
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Subordinate: Well, Charlie... [larry complains about everything and yon
cun't lislen o jusl him,

Munager: But it was more than just Hamry.

Subordinate: Yes, But there iz word going around that you alwaya cave
mto Harty,

Manager: I don't always cave into [Tany.

Subordinate: That's just what | hoard, And if you change our tmind Lhis
time, I know they'll say vou are wishy-washy.

Manager: Who safd 1 was wishy-washy?
Subordinate: I don't want to say anything about that, Charlie.

Manaper: Well, we'll see about that, The new schedule stays in place,
Wistiy-washy! IIunphtl! T show them.

Subordinate: Téone of them will call you wishy-washy now Charlic,

In this lust munipalalive dislogoe, the subordinale ssems guite
tevel-headed, commoensensical, and reagonable, while the manaper scems
like & neurolic wimp, Thak pereeplion is a result of the mamipulator's set-
ting things up fo seemn that way. That perception s alzo totally irrelevant,
The managee, lilie youraclf, has congerns thal are wartisorne, sven i they
are irrationed. When we worry about something, the mest common mis-
talke others make is 10 ry 10 gl us o cover Up out worrics and ignot
thetr, I, for Instance, yon have an appdintment with a plysician for an
examingtion next week and capreas your worry ahoul 3t (o sotnoone clie,
the nost likely response you will gat is "Dont worry! Everything will be
all Hghl "

That response ts well Intenlioned bul aseless, "The besl way o cope
with - and, ideally, get over - womdes (oational or not) s to talk with
someons who will really listen to vou about what couses them. I the
subcrdinale in the schedule rescinding dialoguc had beon less sell-
concerned and manipalative, and had allowed the manager to talk about
hisiher warries, he/she might even have decided that continuing with the

Cuitfy 1T )

tiew sohedule was a bettor idea than resoinding 30 Bot il would bave
leen the manager’s decision, not the subordinate’s, with much happier re-
sults than still being worried about the schedule, inhibited from honestly

-gaying 2o, and [ecling like a fool 1o bool,

Whoen your smployees Uy o change their minds, they are subjeet o
thig same manipulation by their peers, as the following dinlogue jHus-
frates,

Demonsiraiion {Halogue 14

ITow an cmployce is manipelaied by a co-worker inte s6ll covering
lor hitn/her an lezining irips to the plant [loor becanse lefslie was
tanght to henor histher apreements,

Sctting: Your subordinaie is talling to a co-worleer about changing the
COVEernge agreament,

Eroployee: Tve changed my mind aboul eovering Mo you an Fridays
when you go to the plant floor this month.

Co~workor: Why?

Employee: Last time T did this iU wasn any fun, Treally serewed uwp my
schedule on Fridays,

Comworker: Wo alked ahoat this before! 1 really need coverage on Tues-
days and Fridays, otherwise [ can't get this fraining,

Bmphoyee: Thal's not roy Dylt,
Co-weorker; ¥eoq it s, You agreed vou would cover for me,
Timplayee: That's not fair!

Coeworkoerr 11 cerluinly is! I8 thete semething wrong wilh you? Do you
always reneg on your commimients? Just change your mind lilee that?

Umployee: Wo. I just can't get things ready for WMonday if T cover (or
you un Priday,

it i v e penep]
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Co-worker: That's not tmy faull, You shouldn't have agrecd in the fist
place if you weren't going ta follow through,

Employee: Well, T worried about Fridays,
Closwerrleer: You showddn't be, Tt will worle out fine,
Doiployec: | don't know... Can't you gol someone else?

Co-worlear: Dol Lhis [ate.  If youw wanted {o chunpe your mind, vou
should baye done it eacier,

Fanployes: Ilnow, but} didn't wimt to upset you abeomd i
Co-worker: You've upset me enough now with by,
Employee: Idon't koow how 1 can cover for you

Co-worleer: 1§ you don't want 1o sover for me on Fridays, find someons
else who will.

Employee: That's going to be dilTicull,

Co-worker: You've got all month o do it . You're nol guing o finlk
out o mee this Priday, are you?

Employee: No. I puess noi.,.
Co-worker: Good. T counting on you to do the right thing.
Frployee: Olay...
As g resull of what bappened in that iulogue, the emploves laces

another series of work sireas and [ikely failures to produce hecause of
over-comumitinand.

Gy IX al

Assertive Right ¥V

You and your snbordinaies have the right —
To malke mistalies - —
And be responsible for thein

Muost of us behave as though erasers for correcting errors do wot ex-
ist, as if malking mistakes is not part of [iving, Whet we make g mislake,
wa do one of a)] ol the Mllowing theee things. We deny that the mistale
was important: "l know that when I leaned on the Empire State Duilding
il fell over, buot it wazn't the tallest building it the world snymarg, and it
was really old anyweay! 1L would have b 1o come down sometime! Or
we deny responsibility for fhe mistaleer "IE wasn't my fanlt-zomeona
shoved mel "™ Or we deny thal & mistake even ocoureed: "Cearee luld me
o elov i, 1o must be parl of yrbun renewsl for this st of Manhattan"

The source of this consistent, maiadaptive pattern of respending to
mmistalees s elear. When you were 2 child and did something wrong, your
Tuther vory [Thely said somothing Bhe "Who did ts? and you imocently
said, "Me." Your father then did or said things that made you feel stapid,
carelags, or irreaponsible. As a fast learner, the next ritne your falher
asleed "Whe did Lhig?" yoo probably said, "Mot me!" Your father then
said, "Oh? Okay,” and walleed off looldng for someone else to Blame,

In teaching adults how to cope agserlively with Lheir oristakes, T tell
them that they can Freely adwil w emoors, and then comect then, if possi-
Lke. [ ask them to do this without the traditional "T'm sorey" adided oo,
"I'm sorry” Is 8o ovemaed that it doca nothing o culm down the person
who s frtitated by vour mistake. I remember once lechuring i a class at
UC La Tella, amping inte something bekind me, then ooring and auto-
mabically saying "1'm sorry" to the aiv-conditioner. If you use "I'm sorey™
as routinety and az meaninglessly as the roat of s, wnd if you reully do
want b apologize, you will get a much more positive ieaction from other
people if you tell them how vou truly feel: T really fec] bad about this"

We contitue o deny responsibility cven after we mature, because
wo ool that iF we mike a mistake, we owe someone "something.” The
person who tries to manipulate you into dolng that "sarmcthing” will
agres with you and awlomalically use your guilt teelings against you.
The folowing dialogue illustrates ow vou can be manipulated itlo
never quite maeking up for a foolish mistake, no matter how much you da
to male amends,
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Demanstralion Dialogae #7

Huw you ace manipolaled by a tiend inlo bending over baekward Lo
make up for a dumb mistake.

Settlng: Yon and I are old friends and co-workers. You were supposed
to pick me up at work and drive me to a dental appointment at noon. It's
one v'clock when yng finally show op,

Me: Where the hell were you?

You: Whal do yoo mean, where wasg I7

Me: You wers supposed to pick me up at oo, snd new il one o'elock|
Yem: Tete, you expect too much of me, 've heen busy all morning do-
ing smne of yow work, I might add - and you're upset about nyy forgst
ting to pick you up. Big deal!

Me: Big desl? My tooth is killing me and it's no big deal? | eoudd haye
made my own arrangements to gat my tooth fixed, but you said you
would malce sn emergeney appoitlment with your hrother,. the dendisl -
who alao needs the bosiness.

You: Ohl.. I'mso sory - I forgot all about fhat!

I Youre serry, Thal docs me a (ol of good]

You: Please, let me see what I can do. Lef's go in and I fix i 20 vou
can see bivn at fve, 'msure bl de thal Tor me,

bls: Oy, Bul how can 1 el there? Yoo were supposed o pick e up
hecause my car is at the mechanics getting fixed.

Wou: Noproblem. 'l ko you there ul five,
Me: Can you walit for me? Il need a ride to the garape afterward.

Yow: Sure, I'l wait for vou., Then ' dove vou (o the garape.
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bde: Well, that makes up for some of the problem you cauzed with your
forgelfulnoss,

Yongs (ool [ feel much oticr now, Where's the garage?
Ide: Lompoe [70 miles north of the dentist's office].

Your Lompus? Where's thatt

Me: Fust a stone's throw up the freeway. We'll be there in no time, .

Your {30, okay, i

Assertive Right VI

You and your subordinates have the right —
To say "I don't kmow

There are Lo cotree] answers W overy question. Suppose 1 ask you
to tell me the squere oot of 4,362, One correct answer is 20885, The
other, aqually correct and trathfild, s T don't koaow," In my doctoral oral
exam, 1 was pleasanily surprised lo find cut that the only coizect answer
for speculative questions oulside my trained el of compeionee was "1
don't know "

As a child, wnfortunately, whenever you were asked a question and
said "I don't knoew," you were mude o feel ke a fool, as i you were sup-
pused to know the answer to anything asked of vou. In schoal this con-
tinmed, to see if you remembered what vou were taughl, When vou said
'T dont't know" to the wcachet, you were given @ zere on that question, as
thoueh it were an incoirect answer, While this may somelimes be wselud
in the litnfted drea ol sshoal performunee and tnemory testing, It is a very
historled vivwpoint with respect to the rest of your life. There is nothing
to be embarrassed abond when vou doin't know somelbing, 17 i's impor-

et L e A T e s
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tand, you cat alwdyd [d oul Lhe anywer,

As a result of younr childliood experiences, if you are like most of
us, you learned an autohalic cmoliomal responge tha prompts vou to feel
dusnby, wnxioes, swd guilty whenever someone asks you sonething you
don't know, Even though we realize intellectnally that we don't have to
lenow everything, we still feel nncomforiable when we are asked for an
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answer we do not huve,

We are likely to be asled ull sorts of things we don'l kew when
other pecple oy to manipulate us: "What would bappen 10 eecey Totn,
Dick, and Harey did ... 7" "Bon't you know that ... 7 "What kind of pes-
som does ... 7" and so forth, Very oflen the meanipulator will ey fo et
vou up in order to "sandbag” you, asking 2 question io which be or she
altearly knows the answer, The intent is to make you focl stupid, therchy
compelting you o po along with the manigulator's way of doing things.

In dﬂd‘ll‘lj._, with thl]ﬂﬂq mhm people throwr at us, we wsually do
at have fuclual anwm ihnge
azor upon the ﬂlbl-’[rﬂw (udgment and motives of the porsan asking the
guestion, hwwaumﬂy let the qpestmner e the
judga of wiint the appropriste apswor is, and wo ity 0 pive an answer that
will [l the manipulator's "reasoning” fo show him or her that we arc not
Tumb.  Very T8w of us foel comTorlahlE sinply saying T don't kuow,"
Lhewgh thal answer avolds the whole manipatative - counler manipulative
sequence intended to talk vs into conforming to the ofher person's wishes,
As the Following dialogue shows, owr leamed belief that we always
have to know the unwwer o ovory gueglion can be nsed to emofionally
manewver us into doing what a manipulaior wants,

Demorstration Dialogae i

How yoir ave maniputated Inlo net returning merchandise becanse
you den't have all the noswers.

Bettinp: A colleagus and I demonsirate this type of manipulation to a
proup of manapers learning to be nasertive. My colleague comes mfo mwy
boutique, Piere of Bev Hills, un Rodeo Drive, to complain about a por-
chage.

be: Why, Ms. WVanity! How pood to seo you again! Whal brings yon
mito Plerve of Bev Hillg again so soon?

Colleague: Plerte, this outfit I got frem you on Fridsy just isn't right.

We: Oh? What's the prablem?

Colleague:  {(iving a slew of answers to that question) It's too outré.
And too loose ground the lush. The celor docsn't wosk, It's just not me.
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e Do you kmow that this outfit has been judged by hante coutire ex-
perts around the conutry az likely to set ofl a new wave in slothes!?

Colleugue:  (Gelling intimidated) Well ...
like that.. .

[ thougzht 1 heard something

Me: T bet yon haven't seen the issue of Vanity I'air wilth Domi Mooire
on the cover.

Collougue: (Sullindniduted) 1 think so...,

Me: Obviously you haven't. Otherwize vou would know that shu's wear-
ing Lhe same notlil youo bave om, The sume color and sccessories.

Colleague: Really?

e O course! Within {wo monthy there will be hundreds of women
wesnng it Right now you are at the cutting edge of high fashion.
You're weeles ahead of everyone else.

Cilleague: Really?

Ml Where do you live?

Colleague: Manhallan Brach,

MMe: You'resix months ahend of everyons clae,

Colleague: Gee, Plerre, T doa't think it will work for me,

Mo You hiave been asking your insband what he thinks abead 30, huven't
you?

Colleague: Well ... only sort of.

Me: Whe knows tote shoul hiph fushion - your husband or Plerre of
Bev Hills?

‘Colleagie: You?
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Mo QO courze T do! This i3 the twonty firat contary. Get with it ¥ou
cam go alomg with cyerything he 1ells yow Yoo have o learn (o asser]
yourselt, If he sald you shoubd jump off o <l would you'?

Cuolleague: No..,

Me: Well, there you are.

Cabbewprue: Bul, Fierre, it's oo locse belowr the waist,

Me: If you wore it any tighter, you would ol gangrens! Do you know
why 1 was desipned that way?

Colleapruo: Uh ... {Trying Lo think of an answer)

Moy | thought so. This ig fo pet away from the trend of fiying to look
lile 0 hooker advertisingg hwr wires,  bal cven s high-clazs booker, A
cheap onsl

Colleague: Ok,

Be: Tl you what you should do. Den't pive up on being fashionshbe
and avant-gavde. Wail for 8 while wnlil you see how popular this siyle
becames. Then come back and T tell vou what I think.

Colleague: You think it will be popular in teo months?

Me: Without a doubt! But you will have to wait longer for Manhuttun
Boich o gol with il

Colleague: Ceay,

Me: Trustme, ¥ou will be way ahead of the rest of the moos out there,

"I'o be suceeasful, you don't have to know evervthing or every con-
sequence of evory sclion you lake in life, In fael, you can't. S0 when
vou or your subordinates are questioned manipulatively, euch can say "1
don'l krow™ and, with practice, feel quite comfortable about it

ity 11 37
Assertive Right VTI

You und your subordinates have the right —
To decide if you need the goodyrill
Of otheas in order Lo cope.

All wf g like to be liked. We like people to feel fijendly toward us,
It makes us feel pood aboul curselves and other people. But while hew-
ing other people like us ~ having thetr Mmendship and goodwill - is impor-
tant in life, in most situations it is wob cesential o our well-being or sne-
cess, In realily you can prabably count on the fingers of one hand (both
Damnds if you atc reelly lucky) the number of people who sincerely care
whether you are happy and snceessful, Sinee we do wand (o be liked, we
lend Lo confuse this desire with the necessity of being likod, Cunsc-
quently, if anvene threalens 1o remove his or her goodwill, that threat,
even if subtle, malees us ARXIOWS. -

You can recoginize this way of manipulating you when the ofber
person says things like "T thoughl we were fiiends ... I could connt on
you ... things would never come Lo this, or by doors slamming, pots
banging, frowna and dirfy looks, even unusualty prolonged silenees. [F
you act as the manipulalor wanls, then goodwill iz restored. In short, this
type of manipulation is crass emotions] extortion. If you give in to it
you guarantes that porson will ose U aguin on you i the Adere, 1 you do
ot tespond to it, the manipulator will use it leas and less with you, be-
cause there is no payo X fur deing o,

Women are particulaty vulnerable to - and, iromcally, alse adept
g} - Lhiz Lype of cmotional wanipulalion. They are vuluerable becanse
traditionally women bave been trained to focus on relulionships, and
therefore are caring - oriented. The vast majority of women feel that it is
{heir responsibilily to penerate caring reiationships with other people,
petticularly with fumily snd spouse. A woman conscguenlly sces thy
possible removal of caring as a threat to her own image and suecess as a
person, Wormen gre also adepd al this manipuelalion beeause of their sen-

* sitivity fo the importance of caring. As youo van scc in the filowing diy-

lngue, the withdrawal of goodwill and its reiustatement in rewnrd for
complisnee can be used on you or your subordinales in almosd any silga-
tion.
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Demsnsteation Dialogee #£9

ITew youn are manipulated onc of asking for a salary raise lrecause
yiou need other people's pondwill.
Setting: Yo o into your boss's office to asls for 4 vaise,

You: (Knoocking on the door) Can I talk with vou for a minute?

Boss: (Smiling and petling up with arma relslrciched in "friendship™) Of
course! My doot is alwuys open for you, Come onin and mabe yourssl§
comfortable. By the way, my family wanted me to say how impressed
wiz wore with your kids al the barbecue over at my place last weekend. I
tliinle they are just great. You should be proud of fhem,

You, {Beaming (rom gar 1o ear) Thanka, I am, We all enjoyved your hos-
ptality very much,

Boss, What can T de for you?

Yo Well, I've been with fhis conpany fur five yeurs now, and | think 1
deserve a raize.

Boss:  (Frowning, withdrawing behind the desl, and dropping the
Friendly alliede) A raise?

You, Yes, 1have really worked hard for this onlfil and T think T desorye
ahi,

Boss: {Tn a very setious and stern lone, Jilks a parent tallting 1o a naughtly
child) Look, I ke vou. And the rsason wliy is that you're not lile the
test of the hustlers arcund bers. Yoo know what T'm talking aboul, They
are only looldng for an angle, the fast bucl! You're not like them., You're
a eormpany person. That's what makes yon 2o terrific to work with,

You: Yeslut | thinl [ deserve u raise,
Bosy: (Looking al wou with shaded ayes) Dan't worry abounl a raise, or

even think about it (Shly glencing to sither side o see 3 wnyone's
aroand, and whispering) We have plans for vou 1 fhis company.
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You: Really?

Tioss: {Smiling and friendly again, while Jeuding you to the door) Wait
and s Ob - and listen, we'te baving another barbecue ul rue plase next
month, We wanl you and your family W join us again,

You: CGes, thanls.
Boss: Don't menlion it -- especially (o them ont there.
Yo Olay.

Boss: Swell And remember, my door i3 always open [0 company ped-
ple like o,

Assertive Right Vili

You and your subordinates haye the right —
To be illogical in making decisions,

Our Wuslern cultore teaches us from childhood to use logic as a ba-
sig for deciding things, The nobls intent of this education is to increase
o percentage of gond decisions by basing them vn semething more sub-
slunliaf and refiable than whim, guessworl, superstition, or lnck. Unfor-
tunately, despite afl thix fine training in logical thinking, fow ol us realize
that bogic iz also routinely used (w manipulate us by "proving" that we ate
wrong and 1he LGt peison is rght, and that therefore we should do what
the other person wants, Wo ars frained and indocfrmaled thal was as
chiliren so rauch tkat it T were asked Lo explain Togic to a six year old,
and I said "Logic iz whal other people nse to prove thal you are wrong,"
he of ghe would nuderstand whut 1 meand.

The logical system we are trained tu sc is catled Boolean ar binary
fopie, a fancy name fur yod - no, 1 - 0, up - down, in - oul, black - white,
full - vight, ete. If something's aod up, it has to be down; if #y right, it
can't be lefl, ‘I'his binary logic does not ulivw lor shades of gray. But hu-
man beings, even though weo respect logic n our lives, and rightly so,
don'l {it nicely info met binary, yos - 1o categories. We often have con-
Mhicting motivations that logic can'l handle, like plamming to lose threc
prunds this weels, vet still wanting a fal burger with all the frimmings for
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today's funch, What makes matters oven more complex is that vou and I
are smart enongh to arrange things so we get swuy with it — having our
fat burger ynd still losing three pounds,

Logic says thal since weight loss is bused an less intake of [alty,
salty, and starchy food, onc should aot cat a fat butoer and expecl Lo lase
welght. Bul we can. 'Thus, realily shows 1s thal this simpie [ugc is not
infullible. Yet, when we get inie vontlict with another person over an s
sue and that petson uses lugio selectively to convinoe us we are WO,
we buy i brcanse of our ingrained respect for Jopic. It's as if the manipu-
latar s moving aleng in front of a hupe smorgushord of lacls making a
selection of things for us: "Huct one... ‘Uhat's a terrific arpment,” he
says, placing it on the logical plate he intends to feed us. "Taol two ..,
No way! Forget that! Fact three?,., Hmm.. mavbe, Pacl four,. right
on! Faet five.. Can't lamt. Vacl six... Noow... not reallv." and so0 on,
The following dizlogne points out this manipulative use of logic.

Demonstration Digloguc #10

How a snuther logically maniputaces daughter Inio stndying instend
of going on a date, und bew anyonc else cun logically maripulate
duughter Inlo poing on a daie jnstead of siudying.

Sctting: Teenage daughter wants to go out on 4 dute tonight bul has o
test lommrow worning, Comversing with mom, her infention not to study
lunight cormes up.

Mum: You're going out tonighe?

Daughter: Yes. Animal is picking me up at cight,

Iom: ‘That conld be g oistake,

Daughter: Wwhy?

Mom: Lool at it this way. ¥ou want to go o cullege, don't you?

Diaughler; Sure.

Mom: The beller your prade point average, the better chanco you have 1o -

get imto UCLA or Berleeley, right?
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Dayphter: Right.

Mom:  That means you want your grade point average to be ag high ay
possible, vighe't

' Da wghter: Right,

Mom: I won'l vven mention that disastrous B-minus you got in miclear
physies lust year. Se, it's anly logical you have to concentrate your ef
(orts 0. classes where you have a good shance to make kigh murks, dght?
Danphter: Right,

Mom: Theretore, you have to concentrati: on differantial ealeulus this
year, ripht?

Drgyeliter: But I'm fine in cplenlus|

Mom: ‘Ihat's what you said aboul quantom mechanics last vear, 1f | re-
member conectly, you only got a B on your last calenlus test, ahe?
Detiyrhter: Right

Mom: ‘Therefore you eould do better, righi?

Daughict: Right,

Mom: ‘T do better, it's only logical that vou study caloulus tonight in-

- sfead of going oul wilth Animal, right?

Danghier: I gness sc.,.,

Mom: T's not me who's telling you this, bui plain old logie, You decide
what's best for you by buing logieal.

Daughler; Olay, mom. ¥ou win,

Muom: It's not e, It's only logical ihat you should study.,

Mow mom's ntent in this manipulative diglosue scoms noble: o
1 24N
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help her danghter get better grades and be successful and happy, 11 also
may be that she docen't like her danghter poing oot with Animaf, Mom’s
imtenl ig irrelevant,  She has still manipulated her daupgbier’s decision-
muking process nsing seloctive logic, 1t may be that her danghter has an
overall A-minus averuge, which means upping her erade point average
would be Kl trying o gild the lily. Or her average could bo o low that
rying to improve it wonld be as meaninglul ax reamanging the deck
chairs on the Titanie. Again, (his is unimpoctant, What is most impor-
tant here iz thal motm was shle to maniprlate daughter into s(udying,
whother she needs to or not.

It mom can ensily and Jogically manipualale danghter ite studying,
then someons else fust ad cusily amd logically, can manipulade her inlg
nat slecdiing, whelber she peeds to or not. Qoe of he major Rndings of
lcaching Tugh school stndents to be agseriive, was that the students
frained to be nssertive had significanily higher overall grade point aver-
ages, and fewer allemnpls by peers to pressure them compared 1o malched
conlrols, These rosults ndicate that if youngaters ars allowed to make up
their own minds after they have boen dauphl how (o resist manipulation,
they will decide what is imposant thomselves, and most wilb chooss 1o
atudy and fprove iheir prades. The same observation apphiod Lo yowr-
self and your subordinates, to your and their worls hubits and route to ad-
vanoemeit.

Assertive Right TX

You and your subordinates have the vighi —
To say "I don't understand

As children, you and T cxasperated adults becanse we wern aflen
slow in legrming things - which is to say we didn't leamn {hings as fast as
adults wanted us to. I'll bet that as a child you could connt on ane band
the munber of times an adull responded to your confession of "1 donY un-
derstand" with "That's okay. Don't worry about i, You'{l catch on even-
tually." Exasperation was shown when wo tade nmstakes in learning
anything: owr homework, chores, atd things in general, bul espocially
when learning coniplicated and subtle scefal customs, We wers expected
to know how to behave approprialely Wweurd adults without haviog this
behavior spalled out 1o ua.

This commaon caperivnice as children trained s to be psycholog-
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cally sensitive lo the cxpuclalivts and wants of our parents, family, rela-
lives, teachers, friends - without them having o spell ool Lo us what
was wanged, We wore supposed to be able to read minds and give poople
what they wated to see or hear, evon i thoy denied having such expecta-
tiens. In olber wuotds, woe wore supposed to understand intnitively
(withoul Boing Gdd) the veal meaming belind the classic guilt inducing
dfomial supposedly favored by the sterectypical Jewish mather®s "Mon't
worry about me. Enjoy yourself. 1 get by somchow."  (thy which
mary Jowish mothers are drrationally Tubeled.)

Mivwr that we are aduits, other people expect us to read their minds
when fhey are not assertive enough to tell na whal iz bothering theim,
¥ou are suppased to nuderstand when sonicthing is wrong without the

dther person’s having 1o foll you, and then understand ow von are sup-
fitsed to malee up for upsettins him or her. S

For exanple, many of s have expeticneed the situation of weleom-
ing an older relative inte our home on an extended visit. Things go
swinunmingly for & few days. Then, as you are doing soroothing m (he
kitchen, chatting away with your relative, you turn around o fimd be or
she has disappeared. Pueerled, you search the house and finalty locate the
person sitling tigidly in’ the guest toom, staring off into space. You ask,
"What's wrong? and you invaciably get the reply "Nofhing, Nothing at
all!™ Dut i#'s clear that something s definitely wrong, and yon are sup-
poscil i be sensitive enough to lmow what it is,

Who katows what upscl that relutive, whe is now foying to manipu-
lale you into making np for upsetting him or hee? Yoo mway have been
chatting about taking your child 1o parents® night at school next Friday,
while your relative wimts to go with you and your spouse o soe 8 new
pluy opening thet smne night, but is oo unssserive to tell vou exactly
what i8 wanled, (v you muy have been preparing Soufheast Asian pol
lue mue for divoer because its your sponss's favoriic, and you should
have known that your relative wouldn'( like il

Now reeogmizing this emotional manipulation for whal i s, you
miplit feel lile saying sarcasticallys "lhank Gl 1 thought you were po-
Ing senife.” A beller response coping with this chilling ailaut manipuola-
tion 44 "1 dos't understand. You loock very upset. Ddd 1 do somothing to
cause 147" It that doesn't get straightforward communications going
again, then try "Oleay, when youn [eel hedler, come bacls to the kitchen and
we'll pick up where we left off2" This response gives the manipulator v
payodT fur the manipulation, yet does net start o fight,
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Unhappily, instead of this more asserfive reaponze, the typical be-

havior zequence usually includes one or more of the following:
(1) pleading with the relative to lst you know what's bothering him or
hory (2) gelling inlo g fght whils oo being cxractly sure what's boing
fought about; (3} maldéng up to the relative while not laowing how to, or
what iz being made up for, and/or (4} getting atlently angry and rezentful
anl vowing never to have this person it your home apgain,

This over-sensitivity to the wauts and expectations of others also
cail have a serionsly negative effect cu scademic performance as kids go
thtough schoul, All children know whal any lcacher would like [oto
them, even if this 15 unreakistic and the teacher kmows it Teachers ke to
see instant or at lenst very rapid woderstanding of the material tanght.
Thig desire i not entively alivaiz{ie: "When pupils do not nndeestand their
teacher, it may mcan thal the teacher i not 8 vory pood leacher, | have
vet to meet o teacher who is not sensitive to how well or badly he ur she
catnmuticales with sindents, though teachers who are not very good ars

likely to keep this selfeawirencss Lo themselves, Beeause all of us wore

indoctrinated to develop this sensitivity to what the teacher really wants,

kids can [eel helpless when they don't inunedistely nnderstand new ideas -

and vconceply given o thern, When the teachor asky the class, "is thers
anyone who doesn't understand this?" the typical child gives the techer
what he or she really would like to hear - dead silence, At the same time,
thes ¢hild is hoping thai someone else will raise bis or her himd and ask
the teacher to explain it again, Unfortunately, thia carely happens, since
childten have alsa learned that when they conliesd ignorance, the resl of
the class mimics the usuwal adult reaction: exasperated disdain. Your

children recognize that they fhce nepative foedhack from other children |

when they wdmil thoy ure less than porfeet,

Dealing publicly with fheir academic imperfections in class can be
g roal prablem far your children, | know (hat a9 8 youngisior | owenl
thromgh eleven years of tormal schooling before I asked any of my teach-
ers g question wilk any milelligenee behind it Duringg that me 1 dan®
remember any of my peers behaving any ditferently. Perhaps that's one
of thi reasons we were called the gilem penoralion. When [ Minally zod
feed up with hemng given things (o menwmize, and began asking why these
things were important, the whole class groaned, giving me clear feedback
ghont my stupidity and lack of sensitivity to what they perceived our
teacher roally wanled: quiel acceplance of dopms withoul over gueslion-
ing it 1 endurcd my classmales’ disdein aned kopt asking questions during
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that semester because I was tived of listaning passively and nol fearning
much more from leclires than [ eould from reading a book, Dring the
next semester I quil high schaod and pol o job because T nceded the
money, Fater, that teacher said that she missed me and my questions, be-
canse I had sparked up the class for her. Ier reaction was ohe of the tea-
sons I wenl back 1o school after a year and a halF g fivish up and then go
an e collepre,

The purpose behind this kind of manipulation is to make you feel
ignorant for not belng able to read minds, No long dialogee s needed as
an example - the following mini-diglopue says a8l Puong a lechure fo
iy olinical colleagoes and their praduate students at Tong Beach State
Colleze a few vears ago, oue of the praduate studeniz asked me a ques-
tiomn:

Grael Sudent: Dr. Smith, what exactly do you measn by the “feeling of
ignorance” that iz indnced by manipubation?

M (Being manipulative and pompous) Do you mean to tell me that
with all your clinical graduate training aud after an hour of my desceibing
manipulation, sou don't know whal a feeling ol ignorance 147

. CGirad Student: 1 do now,

Both yon and yowr employees can learn to say comflorlably, 1 don't
understand," and, in eomjunclion with the asserlive verbal slalls covered
im latzr chapters, to cope with manipulation aa well as with your ireational
feelings of ignorance when confronled with somcthing new,

Assertive Right X

You and your subordinates have the right —
o say "1 don't care"”

Prom childhood, most of us have been tanght that we shoubd by o
improve curselves whenever we can. Thiz {s a noble motive and il's casy
tor unnderafand why wo were Gught this, Unfortunately, however, there is
ngt platinum bar with deep marks on & in the National Durean of Stan-
dards that tells us what is improvement and what is not. Neither are there
absolutes on whick to base judpments of what i3 gond {and wilf therefors
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malcs vs better) and what is bad (and will therefore hinder us). Uach of
ug iz ag convinced thai we really kovw whal is pood anel bad as we gre
that we should improve ourselves. Bul we need only laok at the radical
chanpes thal have securred over Lhe Tust thirky years o realize the exent
L which sueicty's tdeas of pood and bad have altered. Teople who talked
gbout sex in public then were socially ostrackzed or even jailed. MNowa-
days we tallc abowd sex at cocklail pariics umed watch TV progroms shout
how to have good sex, What was scandalous behavior then is widely ac-
cepted now.  Values that were thought to have besn fixed in stone have
given way 1o walues that complelely roverde whal we helioved back Lhen,
Threaghoad Wadory, in el @5 our sucdety, circumstances, and environ-
ment changed, our labels of "good" aud "bad" have chanped with theu.

Given that our notions of good and bad are arbitrary and chanpe-
able, though al amy one lms wo may sec thern ag intyiille and peomg.
nenl, wo e very susceplible w numipulstion based on our respect for
sa!f—lmpmveﬂ'i'ﬁﬂmms fieed do = point oul Thalwe should
eare wore - aslensihly about oursclves, bul reafly whout them - and do_so
doing improve ourselves by doing things their way., As irrational as this
STl Thduction is, we feel guilty as hell 17 we don't care and iry to im-
prove, We foel this way becauds we itraliotally belicye thal wi have (o
be perfect, and since we kuow we aren't, we strive to ot least appear so.

This belief that we should always try to be betier aud to do better
makes ug vulnerable to omotional manipulation. Oiher people point ot
that we could be befter warkers, parents, dentista, bouse painters, CTA
sgenis, lovers, mmrses, tenniz players, oo, 7 we would sicive to 1oeet
their standards. Their stndards of improvement, however, are olton im-
posaibly high and arbitvarily aet, based on their perdanal wantz, For ex-
apke, i eo-worker might by o get vou to do part of his or her work by
saying, "A really good secretary [or file cletk, salespersan, manager, ClLA,
agent, vio,] would wunl (o grow wid improve by helping out with the typ-
ing [ar Xeroxing, sales meeting, United Way campaign, political sover-
up, ele. ]

You can oflen see Lhis manipulation in action when what vou are
deing 1 more desirable_than what someone else is doing - Tor inatance,
during the preparatioms (oe the annual oifice party.  As you enjoy your-
self decorating the offive, invariably somecne will come up and point oul
that you could improve fhe festive effect by doing it difMerently, When
this happens you usually std up as an assistand, cutling, stapling, and glu-
ing, while that peraon takes over the creafive umd fun part of the jol,
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Peonic are always ready to show us how to improve something (hat is fun
to do, but T have yet to have unyone come up to me and suy, "Hey, hold
on there! You can improve the way you clean wp that wilet, Watch me
and T'll show you how to do if better,"

Thig kind of manipulation can be, and s, upplied to anything pou
do, undd cven how you feel - espoeially how you "shonld" feel aboud fm-
portant things and about those atound yon. Other people will conmonly
_point out Lhal nol only should you want to {mprove yourselt, but 1T you
really were a good person, you would care more about them - about Ehu_i!‘_
feelings, comfort, and convenience, At honle, for example, il very
likely that family owmbers have menipulated you ina Joing something
with the words "H you really cared aboul me, you would.,." The implica-
1ion, of course, T8 that what you are doing now is not what a teally good
spouse, mother, or father wonld do, and fhat you can improve the way
you care about thid person and his ar het specific wanls,

The key to dealing with this tnaripulstion is to recognize i as my-
nipulative guiit induction, and then remind voursell thal you cimnot be
everything w cverybody, You will never bo perfvel, and why should you
even want to be? Yo have to accept wha you ave, and you have (o scl
your own priorities. Your kids may push you to fale them 1o Disney
World this Saturday by complaining that you Jon't care enough about
{hem. But it may also be thal you have o finish an important wark job
this weekend, and you ca't do both. The only practical way vou can
deal wilh Lhese two pressures i3 10 rcalize that while you do care about
your Iads' enjoyment, righl now you care more abowl yetting that job
done. You don't have to automatically foel guilty because they imply
thal you are not as gaod a parent a5 you could be. You will never be as
good a parenl as they want you to be, because (hoir notion of a gool pur-
ent is that the skoy is the limit M their demands npon you, In short, this
weekend the kids arc right - you are not perfoet snd you don't cars as
much ahout them as you could, so evarybady stays home until you fimdsh
that worle. Next weckend is # different story, since yout priorities about
what you care ubowl most can change.

EF you can be manipulaicd because you believe that you should al-
ways care, your subordingtes can be manipulaled in the same way, or
they can manipulate you, as the following dislogue points oul.
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Demeastration Dislogoe #11

How your subordinate is conrced by # custemer into giving 1 fvee re-
pair visit hecause hefshe was taught to always earc.

Setting: The smploye: is tallding to a customer an the phone,

Cuslomer: You've got to help me out.,

Employos:  How?

Customer:  That davined reprodustion sealing machine you sold me is
on the blink again.

Employze: Sovmy o hear thai. Tl be happy to pive repair » call und
huve them send someons out,

Cuatomer: This s Lhe third time this month,
Fmployee; ©Onchl That hurts.

Costomer: You're damned vight, W hag us in a quandary here. We can't
gel anything dona.

Enmoyce: As T aaid I'N] get repair on it right aevay.

Customer:  That's not pood enough! Your peophe “ropaired” it thres
times thiz monih alveady. T either want it fixed for fiee, or 4 new ma-
chine, '

Employes: | can'l do that.

Customer:  Why not?

Employes: O repair pecple say it's sinaply a case of had mainlenance.

Custorer:  So now yuu'rs saying we don't know how to take care of
your precious scaling machine?

Bruployee: [ dida’t say thatl

Guilby 11 44

Cuslorner; 1 sare ay hell sounded like that!
Emplovee: 1 offered to send your people to the maintenance cowrse,

Cuslomer: At a huge cost to us. That was just an attempt to get more
mengy out of us when we refused to pay list.

Employee: I’ osovry you feel that way. I don’Cknow hirw 10 help you.

Customer 1do, 1T yow cared about your customers, you would thraw in
a free repair now and tien

Omployee, 1 do care aboul my coslomers]
Customer: Mot much, it seems.
BEmployes: Idol

Custoner; Then prove it with a free repair and o free maintenance
course for one of our peonls

Employee: I'm not supposed to do something like that,

Customer: I guess that Cuttleest Sealees would care mote Tor thein cus-
tomers woilars (han you puys do. Maybe [ should give them a call and
see what they would give me for a trade-in on your tnachine,

Fimplayes:  They will tell you the sane thing T'm saying,
Custorner; Muayho 1'd better give them a call to make sure of that.

Imployee: Ohhh ., okay, Bul I'mnot supposed to do this, 11 tell the
Tt section that this is o feebee.

The Bill of Aszertive Hiphls cally your allenion w the most com-
tnon Lypes of matipuabation, tut you and your subardinates can be emo-
tionally manipulated in many other ways. The bill of rights illustrales the
fen most conmunon ways other people wilh 1ty o manipulate you, To
cope wilh manipulation, cach ol us have to fivst recognize that they are

i
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being manipulated, That's what the praclice disloguss in the rest of this
btk leach as well as what you can do gbout it

You and your subrordinates® personal interests and goals

Nowhere in this book will vou find # statement on what you or your
employees should alwiys do. The Bill o7 Asseelive Righis is not a fancy
ntw scientific set of shoulds that replaces un old-fashioned set you were
taupht i childhood. It docs not tell you what your goals or your cm-
ployee's should be. T has no dogmatic statemants, such as telling you,
for exampde, that eyeryone should do his own thing. Sometimes you may
wanl o do someans else's thing, and assctlivencss helps you do that, oo,
It does not tell you how o brhave and why - ez, "Sex i3 guod for you,
will irnprove yirur mental health, and vestraint will lead W neurosis.” You
have to decide yourself when sux iy appropriate and when it is not, ac-
cording to youwr own value syslem; asserfiveness only helps you 1 back
tpr thal decision in the face of opposition {romm othery, and teel comfort-
alle in doing so.

Mor dees the Bill of Assertive Rights present you with a bulict sys-
Lo, such as elaiming that faith in science iz bolter (hun {aith i religion
gnud aking the assumption thet religion is only for the troubled or per-
sonally inzecure who need a sirony external structve to lell thern what to
du, While reliion can be nzed it thal way, so can sclenge, Having
lmown as many personally inscewre scientific zealots as 1 have religious
oned, ¥ oan'l see any difference. H vou are seligious - or an atheist - and
you want to be able to cope with sucial pressure to fallow belicfs that are
more poputar than those that you value, assertivenusy can back up your
bokiels, What is more fifting to back up your faith in your bekels than
faith in yourself? Asgorlivenuss does not make a saint owt of a sinner or
vice versa, I only makes one a nmch more ¢[ficient and capable safnt ar
a much mare efficient and capable simner. The material m s baok is a
guideTine Tor beroming very effective in achivving your goals. It makes
o presunption as to what those goals should be. This book docsn't even
tell you thal you ot your employes should bo asserlive, 1t only points ont
e to be assertive and what the typival results of leaming to be asseriive
are.  You and vour crmplovees sl have to decide wheiher, when, and
where Lo be wssertive io order to achicve a goal,

[ summnary, before going on, make sure yon can recopmize Lhe
most commen forms of emotionsl manipulation that interfors with your
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own personal and professtonal goals, as well as with yowr personal judg-
menls of what is right and what is weong.  In the nexd chapler, wo begn
to ook at the verbal assertive skills thal you und your employess can use
to aclively cupe with mynipulation, and to increase self-respect, coafi-
dencs, and maturity,
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