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Introduction
 

The way to achieve career success has changed so dramatically in recent years that much of the advice offered in schools, companies, and even homes—by well-meaning counselors, managers, parents, spouses, and friends—is outdated. Get a Life, Not a Job offers you a new approach to your relationship with work, a way to invest in and grow your career in a way that will enable you to achieve financial security while freeing yourself from any one employer that, frankly, might not have a job for you tomorrow.
 

Although some elements in the formula for career success have endured, such as conscientiousness, reliability, performance excellence, and possession of valuable skills, many of the elements for career success have, indeed, changed. Get a Life, Not a Job is based on the new employment reality and the real dynamics of today’s world of work.
 

Get a Life, Not a Job is a guide to designing your life that includes your career—expanding and creating new career-related activities purposefully to do more of what you enjoy and in the way you want to engage with your career. It shows you how to find multiple income-creating and wealth-producing activities that offer you more excitement, fulfillment, and security. The approach offers you tremendous personal and financial freedom because you are not relying on one source of income and your destiny is not tied to that of your employer’s.
 

What do you call income-creating activities that are stimulating, desirable, enjoyable, balanced, dynamic, exciting, financially rewarding, and liberating—other than a “winning lottery ticket,” a “large trust fund,” or a “delusion”? I call them career acts. Career acts are simultaneous and stimulating profitable activities composed of what people (who enjoy what they do) engage in for a living.
 


 

Why Now Is the Best Time to Get a Life, Not a Job
 

I wrote this book because too many people today are unhappy with their employment situation, unsure of what to do after college, currently unemployed, or disillusioned by their career or the occupation they selected. In today’s employment reality, employees are less able to predict their professional futures than ever before—and this lack of predictability and uncertainty has been causing unprecedented levels of stress among employees. Would it surprise you that in a recent survey of Americans, almost 80% of the recently unemployed received less than three weeks in advance warning—among them, 60% received no advance warning that they were to be unemployed?1 Yikes!
 

As almost everyone who is currently working knows, this “career plan” or psychological contract with employers is obsolete and largely a fool’s mission for those who still expect it with most firms in today’s employment reality. Dr. Denise Rousseau, a leader in research on the psychological contract, defines it as an individual’s belief in mutual obligations between that person and another party, such as an employer.2 Over the course of the past couple of decades, the psychological contract between employers and employees has clearly changed in one important way: Employers have no long-term commitment to their employees and employees have no long-term commitment to their employers. Employers provide income and benefits in return for employees’ high performance. There are no guarantees that there will be a job in the future, just as there is no expectation that you will stay with the organization if there is a better opportunity for you elsewhere. It’s understandable that some American employees might be nostalgic for the old psychological contract that seemed to offer long-term financial security, stability, and benefits. But, frankly, there is no evidence that it will ever return.
 

Compared with employees, it seems that employers are far more comfortable with today’s new psychological contract. Employers can now leverage a variety of cost-effective employment configurations, including the hiring of part-time employees, independent contractors, and contingent workers—and the moving of manufacturing, semi-skilled, and professional jobs to countries where labor costs are low. These new employment configurations have helped firms become more competitive in today’s global economy by offering employers financial flexibility in their wage bills. However, what might be good for corporate bottom lines might not be the best thing for employees’ careers.
 

Please don’t misunderstand me: I am not against business. There are, in fact, many fine organizations out there that are finding it tougher to compete globally and need to use a greater variety of lower-cost employment configurations to remain competitive.3 Companies understand and leverage the new psychological contract because of the competitive pressures they face. On the other hand, employees, for the most part, do not fully comprehend the speed at which the contract has changed and is continuing to change. To level the playing field, Get a Life, Not a Job highlights these changes; I want you to fully understand the new employment reality so you can effectively navigate it. Above all, I want you to own your own career destiny because that is what this new psychological contract demands.
 

What is generally understood about the current psychological contract? Employees have grown comfortable with the idea of changing employers, but many still seek full-time positions with consecutive organizations. Rather than commitment to any one organization, we have convinced ourselves that by “staying marketable,” we will be desired (and hopefully courted) by future employers. We are, in many ways, trying to re-create the old psychological contract in a serial sense, across successive employers (that is, if I perform well in my field, I’ll be employed long-term). Part of this statement is true, but only if you possess the most highly sought-out skills.
 

If you are working, and are like most people, you spend time while in your current job thinking about your next job. But, unfortunately, the macro psychological contract that underlies the logic of employability across sequential employers exists only for a small percentage of people in key positions or occupations within certain industries. For most, you are not in control of your career because maintaining predictable marketability in a dynamic employment system is very difficult. This is the new reality.
 

I propose that we break this cycle: Rather than a preoccupation with whether you’ll have a job tomorrow, where to work next, and what your next employer might want to see on your résumé, I suggest you own your career destiny by crafting financially rewarding activities that place your interests, needs, talents, and motivators above those of your next employer.
 

I propose that you continually develop yourself for the work activities that you, not your hypothetical next employer, want to have in your career. When coupled with action to engage in these personally rewarding, income-generating alternatives, this new psychological contract offers a highly attractive degree of freedom. You can work for others while maintaining a commitment and loyalty to yourself and your own professional development. You can leverage the benefits of the new psychological contract by creating your own options—simultaneous, stimulating, and secure career acts.
 

You can now get a life, not a job.
 


 

Those Who Have Lives, Not Jobs
 

People who enjoy what they do for a living tend to own their careers in the sense that they themselves have planned, developed, and shifted their career focus to create the stimulating, secure, and balanced work situations they desire. They craft the career acts they like the best, over time. They also have tailored for themselves a sense of financial security by knowing that if one aspect of their career is losing steam (or interest) other career acts can provide a safety net.
 

In the past, under the old rules of employment, people with multiple career acts might have been criticized for “lacking focus” and “being too easily distracted.” Not anymore. In today’s employment reality, these individuals are the happiest career professionals I’ve met because they own their career destiny and do not feel beholden to any one employer. Let’s meet a few so you can visualize their working lives:
 

• Beverly edits books for a mainstream publisher and writes her own mystery novels. In addition to being a writer, Beverly is a tour guide giving tours at a local winery and lighthouse. Not surprisingly, her mysteries and romances are often set at a vineyard or near a lighthouse. In Beverly’s case, one career act inspires the other.

 

• David is a graphic designer and a photographer, with a following among musicians and actors. As a voice-over professional himself, his photography has brought him in the circles of those in the entertainment industry. In David’s case, one career act opens the door for another.

 

• Erin is a successful massage therapist at a gym, a career act she loves. To extend her interest in healing and anatomy, she is also studying to be a chiropractor with a goal to open a private practice. In Erin’s case, one career act is helping to fund a future career act.

 

Like Beverly, David, and Erin, those who are happiest with their careers tend to have multiple sources of income and professional stimulation. They are like you, me, and most people.
 

Throughout this book, I offer cases of many people who have outstanding careers through their multiple, fulfilling career acts. They run the gamut on almost every dimension, age, education, family situation, and so on. They share a love for what they do for a living. As you will read, their lives are enviable and inspirational—but also highly motivating in their honesty. They provide the evidence that all of us can attain fulfilling lives with multiple career acts. I am inspired by the people profiled in Get a Life, Not a Job and hope you will be too.
 

When you read the profiles of these people, you will notice that some of them work for themselves and some work for others—other organizations, both small and large. The goal of a fulfilling career might be easiest to achieve through entrepreneurial activities because they offer the greatest personal control, but career fulfillment is also possible when you work for an employer full-time. Being an entrepreneur is wonderful for many, but not right for everyone. Thus, although working for yourself can be liberating, Get a Life, Not a Job is not a book about starting your own business or finding sources of passive income.
 

I wrote this book because I have personally enjoyed the benefits of my own stimulating income-creating career acts—and want you to enjoy the same level of professional and financial freedom. I wrote this book because one of my own career acts is “writing books.”
 

A brief sketch of my career acts begins with my occupational field, work psychology: I hold a PhD in industrial and organizational psychology (i.e., work psychology) from Pennsylvania State University. I am a Full Professor of Human Resource Management at Rutgers University in New Jersey (career act #1). After completing my degree and before starting to teach at Rutgers, I developed some international career-related tools that I now use in conjunction with my career counseling practice (career act #2). Over ten years ago, I began a more public side of my career, writing books (career act #3) and giving talks in corporate, military, and nonprofit environments (career act #4).
 

Do I sound busy? My friends and family members tease me that it seems like I “never work” (and I promise that it is not because I am particularly well organized). The truth is I have no idea how many hours per week I “work” because I have crafted my career acts, over time, to include the activities I enjoy, shedding those acts that are not engaging or not designed to move me in the direction of a different, more stimulating career act. More than believing that I print money in my basement, my friends and family members can observe that I have work-life balance, financial and professional freedom, and truly enjoy what I do.
 


 

You Too Can Get a Life
 

Developing great career acts for overall career success is a process, not an outcome. The ability to decide when to shed a career act, when to grow a career act, or when to start a new career act is part of what makes this new approach to managing your career fulfilling, stimulating, and secure.
 

I do not advocate working longer hours, nor do I want to see you worsen your work-life balance by trying to do multiple time-consuming jobs. What I do advise is for you to devote more energy to building desired or ideal career acts, or one amazing career act, to achieve greater fulfillment. If you have ever worked on a project you found interesting, you know the joy and energy the right career act can give you. Multiple career acts are liberating because they enable you to allocate your time across those career acts you enjoy and shed those career acts you don’t enjoy.
 

Career acts also supply a stress-easing sense of security that comes from knowing if one act of your work-life becomes stale or disappears entirely (as we have seen in many corporate downsizings) that you have other sources of stimulation and income. Your career becomes more nimble and less stressful as your attention can be redirected positively, for personal and financial gain.
 

The book was written as a step-by-step guide to help you achieve financial and personal freedom. Chapter 1 begins by helping you identify possible income-creating activities that would be liberating and help you make a plan for shedding those you don’t enjoy. Chapter 2 helps you discover what motivates you and how you like to work to continually align your career with activities you truly enjoy. Chapter 3 discusses how to build your skills and abilities to advance into more progressively interesting career acts. Chapter 4 specifically focuses on how to make your career acts (or a single career act) as financially and professionally secure as possible from being downsized. Chapter 5 discusses how to bolster your mental, emotional, and physical well-being to manage concurrent career acts. Chapter 6 discusses how you can gain control of your career by effectively leveraging your time, money, and human resources. Finally, Chapter 7 concludes Get a Life, Not a Job with some ways to clarify your work-related values and to keep your personal relationships healthy and satisfying while you pursue your career acts.
 

Get a Life, Not a Job is all about you, a way for you to create a plan to reach your ultimate career goal—enjoying as close to 100% of what you do for a living as possible. I hope you benefit from the insights in this book and have a few “aha!” moments that you can apply to your own career, whether you are currently starting your career, restarting your career, or jump-starting your career.
 

I look forward to hearing your stories about your career acts; please visit www.PaulaCaligiuri.com to share your career stories with me. With exciting updates every week and new free career tools posted frequently, I invite you to sign up for e-mail updates, to follow me on Twitter (@PaulaCaligiuri), or to become a fan on Facebook (Paula Caligiuri).
 

Wishing you great happiness in your career success,
 

Paula Caligiuri, Ph.D.
 
  



Enjoy Financial and Professional Security
 

“You have to perform at a consistently higher level than others. That’s the mark of a true professional.”

 

Joe Paterno

 

Karl Wallenda, the founder and leader of the famous daredevil family of stunt performers known as “The Flying Wallendas,” was once quoted as saying that “life is being on the wire, everything else is just waiting.”1 During a high-wire act in 1978, Karl Wallenda fell to his death at age 73. He died, as many have said, doing what he loved. If you have ever seen the high-wire walkers’ act, you know they are the stars of the circus: The music builds to underscore the danger of the act they will perform. The audience’s trepidation is in the air they breathe. The spotlight shines only on them.
 

As we have learned from Karl Wallenda’s life and death, the high-wire walkers’ acts are thrilling—but come with the greatest risks of all acts. If you have a single career act working for an organization, you are a metaphorical career high-wire walker. Just as the high-wire walker is the riskiest act in the circus, in today’s employment climate, a single career act is the riskiest way to manage your career.
 

Risky, however, is not impossible.
 

In fact, if you are like most Americans, you have a single career act. You work for an employer—small or large. Although I am not an advocate of single career acts, relying on organizations as your only source of employment, I can fully understand that having multiple career acts is not right for everyone or that they might take some time to build.
 

If you have only one career act and are working for an organization (especially if you only want one career act in the future), seriously consider the advice in this chapter to bolster your professional and financial security while making yourself less susceptible to the next organizational layoff. In addition, many outstanding Web sites offer contemporary advice on how to succeed in the corporate world with an awareness of the new psychological contract. Some examples include the following:
 

• www.45things.com

 

• www.CareerAdviceBlogs.com

 

• www.CareerDiva.net

 

• www.Careerealism.com

 

• www.CareerRocketeer.com

 

• www.JibberJobber.com

 

• www.JonathanFields.com

 

• www.LindseyPollak.com

 

• www.PaulaCaligiuri.com

 

• www.TheWorkBuzz.com

 


 

Creating Financial and Professional Security through Your Organizational Role
 

To lower the risk of being downsized or fired from any of your career acts, you need to secure your career with a metaphorical safety net. The strength of your safety net in each career act is measured by how critical and how unique you are to your business, employer, team, customers, clients, and others who make decisions about your continued employment. It is a straightforward formula: The more critical and unique your role is, and the greater your excellence in the role, the greater financial and professional security you will have.
 

You can create more secure career acts within organizations in a variety of ways. The following sections discuss the two that I consider most important.
 


 

Occupying a Critical Role
 

If you are in a support-staff or ancillary role in your organization, you are in the riskiest possible position because you are one of the first to be downsized when organizational cuts are needed. Most organizations manage their human resources well enough to know that the last people they would ever cut in an economic downturn would be those in wealth-creating positions. Employees who are creating high-demand products and services—and those who are effectively selling them—are the most secure.
 

As we have seen with recent job cuts, professional employees and senior executives are not immune from being downsized. As Drs. Mark Huselid, Dick Beatty, and Brian Becker note in their seminal books and articles,2 the critical “A” positions are those crucial to a company’s ability to execute some part of the company’s strategy.
 

Are you in one of those critical roles? Criticality to the organization is not about the level in the organization. Even well-qualified professionals are encouraged to think carefully about the type of role they select for their career act. For example, a lawyer who is a member of a manufacturing company’s legal department would be in a support role (he or she costs the company money). The same lawyer working for a law firm would be in a wealth-creating role (he or she brings in money for the company). Be sure you perform a wealth-creating career act that will be central to the success of your employer.
 


 

Being Unique in Your Role
 

As individuals, every one of us is irreplaceable. We are unique. Unfortunately, in terms of the education, experience, knowledge, skills, and abilities we bring to our employers, some of us are considered more unique than others. If your position is one that could be accomplished by many individuals effectively, you are at greater risk of being downsized than someone who is doing a job very few people could accomplish effectively. Consider your role in the organization: Are there others who do your job? Consider the labor market: How difficult would it be to find your replacement (especially in today’s labor market reality)? Be honest with yourself.
 

Drs. Dave Lepak and Scott Snell suggest that the most strategic positions within organizations are those highly critical roles held by people who have unique skills.3 Across your career acts you want to demonstrate your unique skills, ideally performing each of your career acts in a way that would be almost impossible for your employer to replace.
 

Try to attain a career act that will leverage your unique knowledge, skills, and abilities (and ideally your talents, passions, and interests also). If you do not have a unique set of knowledge, skills, and abilities, consider the way you do your job: Are there ways you can accomplish your job that brings additional value to the role, but leverages something only you could do? Let’s consider the single-act careers of Venus and Beth. They both occupy critical and unique roles and, at the same time, leverage their talents, passions, and interests.
 

Venus’s career act—Working in a managerial-level government job, Venus felt unfulfilled. She wanted to apply her administrative and public relations skills to serve the greater good. After researching the job market at the time, Venus sought and accepted a job as the public relations liaison for a large, nonprofit organization dedicated to helping children with disabilities. Working for an organization dedicated to such a worthwhile cause was fulfilling her need to care for others. Being a part of the team of those who sought out donations (the lifeblood of this nonprofit) was mission-driven for her. Her role in public relations was a natural fit. Venus has a unique set of abilities: She is perhaps one of the warmest, most loving, and effective communicators I have ever met. Everyone who meets Venus instantly trusts her—and with good reason. She is honest and caring. Venus loves what she does and is clearly in the best possible single career act for her. She has no interest in adding an additional career act.

 

Beth’s career act—Beth had originally thought she would go to law school after completing her bachelor’s degree. To test whether the field of law would be interesting before she made the full investment, she decided to first become a paralegal and work for a few years. After completing a paralegal training program, she went to work for a large law firm. The experience was revealing and confirmed that, although she was still interested in the law, she did not like the way lawyers in the large firms worked, especially the hours they worked. She was also bored with the lack of variation in the tasks she was given as a paralegal.

 

Instead of giving up on the field of law, Beth decided to try a smaller firm, one that was a broad-based practice, one that would give her greater exposure to the different aspects of the law. When she made that change, Beth’s level of fulfillment went up. Working as the trusted paralegal for a sole practitioner attorney on interesting and diverse legal cases was fascinating and truly gratifying. Beth conducts legal research, writes briefs, helps with jury selection, and performs tasks to prepare for closings, hearings, and trials. The relationship with her employer is strong and valued; the attorney clearly trusts and appreciates Beth and the outstanding work she does.

 

Most recently, Beth has been expanding her skill set and has started taking over the accounting for the small law firm, an area she enjoys. The small law firm has begun to hire additional staff, and Beth’s single career act is enlarging in more interesting ways. She is indispensible to her employer and loves what she does.

 

Both Venus and Beth have very different roles but share the similarities for outstanding single career acts. Both are critical to the success of their organizations. Through donations, Venus helps raise the revenue needed for her nonprofit organization. Beth raises revenue for the small law firm by efficiently and effectively providing paralegal services, which are directly billable to the law firm’s clients.
 

Both offer a unique set of skills and abilities. Venus has exemplary interpersonal and organizational skills combined with a personal desire to see her organization succeed that, together, would be difficult to find in another person. Beth brings exceptional commitment and excellence to her work and also has the ability to instill trust in clients and in her employer. In both cases, Venus and Beth have an extraordinary combination of personal and professional skills that would be very difficult to replace.
 


 

Creating Financial and Professional Security through Effective Self-Management
 

As a work psychologist, I have had countless opportunities to interact with people at all organizational levels, some very senior executives and some entry-level or nonprofessional staff. I have career counseled people from very small and very large organizations. I have observed and worked with those who are wildly successful and some who are one small mistake away from losing their jobs.
 



 

Get a Life, Not a Job Advice
 

[image: image] If you are working for an organization, occupy career acts where you are in critical and unique roles.

 

[image: image] Perform your career acts with reliability, visibility, and excellence.

 

[image: image] Understand the organizational environment. Not everything is within your control, but it might affect your financial and professional security.

 

[image: image] Act the part and look the part for your career act.

 

[image: image] If possible, add an additional career act if you have a single-act career for greater professional and financial security.

 




 

One thing I know for sure: Books can never capture the intricacies of what really happens among humans when they work together—and what makes some of them highly successful and others self-destruct. Nevertheless, books and Web sites are valuable. There are hundreds (probably thousands) of books and Web sites proffering career advice. If you work for an organization and you need some advice on how to acquire more critical roles or be more successful in your current one, I suggest you take a trip to your local bookstore or library or visit any of the Web sites suggested in the previous section. When you work for an organization, especially if you opt for a single-act career, you should seek as much sound career advice as you can find.4
 

This book would need to be several volumes long if I tried to cover every piece of relevant advice on how to succeed within organizations. We could have volumes dedicated to how to win promotions, gain power and influence, navigate office politics, and so on. This chapter is not comprehensive, but it does offer some themes from my observations of people on either end of the “wildly successful” to “about to self-destruct” continuum. The following are three self-management strategies to increase your financial and professional security while working for an organization.
 



 

Find a Mentor
 

I suggest finding a mentor within your organization, ideally someone who will guide you through the idiosyncrasies of the organization because he or she has done this successfully. Your mentor should be someone who is not threatened by you and wants to see you succeed. Your mentor should be someone who takes the time to understand you as a person, your strengths, and your weaknesses. Ideally, your mentor has power and influence within the organization.
 

Finding a mentor who you trust, with whom you can easily communicate, and who wants to engage in a mentor-mentee relationship with you is not easy, but very valuable and highly developmental. It has been my experience that some of the best mentoring relationships have happened very naturally. The typical scenario is that a junior person consults with a senior person on a task-specific question. The junior person, over time, is respected by the senior person and engages in deeper career-related conversations. Put yourself out there to find a mentor. If you are already very senior, you might need a mentor within your industry (but not your company) or a retired executive you respect. Remember you can use all of the great advice you can find if you are performing a single career act in an organization.
 




 


 

Performing Reliably
 

Are you the “go-to” person in your work group when things need to be accomplished on a tight deadline or the work is particularly critical? If so, you can skip this section. You are already considered a reliable performer. If you think others are deemed as highly reliable, but you are not, try some of the following suggestions:
 

• Reduce your drama around deadlines and other pressured work situations—Everyone has them. Handle them with grace.

 

• Be available—This does not mean that you should always be the first one in the office every morning and the last one to leave every evening. In fact, in most organizational cultures, this just demonstrates your inefficiency. Rather, if additional work is needed, be available without much fuss.

 

• Offer more value than what is requested—Try to anticipate what else would be useful and if you can provide it effectively, do it. For example, if you are asked to put together a presentation based on some materials, also put together the corresponding speaker’s notes, the notes the speaker can use to give his or her presentation. A research student did that for me once and she quickly became my indispensible “go-to” person.

 

• Deliver on promises—“Underpromise and overdeliver” is a popular quote by business guru Tom Peters. In career counseling, I share his quote frequently to help talented and highly motivated professionals positively shape their reputations. Stretch goals are great, and I never want to squelch your motivation, confidence, or optimism; I do, however, want you to consider how promises might affect your professional reputation.

 

Overpromising (even with the best of intentions) unfortunately damages professional reputations when you fail to deliver—negatively affecting your credibility and the perceptions of your competence. In today’s business environment, it is always better to consistently exceed everyone’s expectations. (Remember that accolades are not often given for merely meeting expectations, only exceeding them.) Try to balance the following three factors the next time you make a promise on a work-related deliverable:
 

• Promises on work products—It is always a good idea to overdeliver on the quality of your work product, giving your client, supervisor, or colleague more than what he or she expects. Unless there is some perverse professional jealously, overdelivering on the quality of your work will always reflect positively on your credibility and competence.

 

• Promises on deadlines—With respect to deadlines, I offer the opposite advice. Producing something ahead of time can be interpreted negatively—as if you are not expending the appropriate level of effort on the work product. Promise and adhere to the most realistic deadline possible. Deliver when you say you will deliver. If you are finished ahead of time, use the time to improve the quality of the work product.

 

• Promises on price or resources—Managing your promises on price and necessary resources needed for a work product (e.g., materials) is far more nuanced. If you come in under expectations, you might be appreciated temporarily (provided the quality is high); however, keep in mind that you have permanently set your bar lower for future projects. In most circumstances, it is better to charge what is expected or use the resources in a way that is consistent with those expectations. The positive benefit of coming in underbudget or using fewer resources is never as great as you would expect because the resources were already committed. The opposite is far worse: Damage to your reputation can be high if you need to ask a client or supervisor for more money or more resources to complete the project.

 

Deciding what to promise and what to deliver is an art in the professional world and important for protecting your reputation as a reliable person in a career act.
 


 

Performing Visibly
 

Make sure people can see your career act. Your uniqueness might not be noticed if your contributions are hidden, your role is not visible, or if you don’t take credit when it is due to you. If you rarely receive direct feedback on your contribution, that is a good indication that your contribution might not be visible. Who in your organization knows what you do? Only you can determine the best way to gain more visibility appropriately, without appearing pushy, threatening, or arrogant.
 

Many times, getting more visibility is as simple as just asking your supervisor for some visibility. You could try asking something like: “Do you think I might be able to sit in on the meeting when you present the designs to the client? I am curious to see their reaction, and it will help me learn how to give client presentations myself in the future.” Or possibly: “Would I be able to attend one of your weekly update meetings? I’d like to learn more about how you connect the dots with the other units. It would help me better understand our business.” If your supervisor says “no” without a plausible reason, then he or she is likely feeling threatened by you—which means that you have a bigger problem with your single career act for as long as he or she remains your supervisor. (Sorry, this is tough love. I want to see you happy. An unsupportive supervisor should signal to you that this career act is probably not going to end well.)
 

The flip side of this problem (and one much easier to fix) is to accept the credit you deserve. This suggestion is for those who value modesty and humility to a fault. Some people need no advice on professional boasting, and I am not trying to create more organizational egomaniacs. But I am encouraging you to be proud of the excellent work you do. Do you find it difficult to use the phrase “I did...” and prefer to say “we did...” even when you acted solo? If so, this piece of advice is for you. Start small: When someone compliments you, simply say “thank you” and nothing else. If a colleague says, “I like your new briefcase,” say “thank you.” If a colleague says, “that was a great report,” say “thank you.” If you are modest to a fault, this will not be easy. Practice. Once you get over your discomfort with accepting compliments, you can start to work your way up to talking about your accomplishments and comfortably receiving credit for what you do well.
 


 

Performing with Excellence
 

In most organizational environments, this means that you execute your tasks with excellence. The best evidence of your performance should be others’ response to your work product, such as compliments, criticisms, and performance reviews. I would not suggest waiting for an annual performance review to make sure you are performing your career act with excellence. Make a habit of asking your supervisor and other trusted colleagues for suggestions, honest feedback on ways to improve your career act.
 

Performing with excellence might mean putting in extra effort if you are not 100% ready for your career act. You might need to practice a presentation at home in front of your spouse or a mirror. You might need to do some research work at home to perfect your presentation or report. The possibilities to help you execute your visible roles flawlessly are as varied as the jobs that exist. The bottom line is to be great at what you do—whatever it is.
 

If you occupy (or want to occupy) a single career act, I strongly encourage you to take some time to work through Exercise 9 for your job in the organization where you are currently. You can also use the exercise to diagnose what might have gone wrong at an organization you left in the past. In this exercise, you are asked to honestly assess your career act’s CURVE:
 

Criticality

 

Uniqueness

 

Reliability

 

Visibility

 

Excellence

 



 

Exercise 9: Assessing Your CURVE (Criticality, Uniqueness, Reliability, Visibility, and Excellence)
 

Instructions: Give yourself 1 point for each “yes.” You can have a maximum of 3 points for each set of questions and a maximum total of 15 points overall.
 

[image: image]
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Working for Organizations: Looking the Part and Acting the Part
 

If you want a career act with an organization (especially a single-act career), you might need to align with the company-specific norms for style, communication, and professional behaviors. Whether we like it or not, organizations have cultures, and your ability to fit in with the culture might affect your ability to succeed in it. Often, the nuances of a corporate culture are unspoken—for example, there might not be a policy against earrings for male employees, but you might observe that the males who wear earrings are not the ones given the first opportunity for promotion.
 

I don’t like saying this because I strongly believe in individual expression, which is part of the reason I rally against an overreliance on a single employer. However, if you want to work in an organization, and increase your financial and professional security, there are some rules. In the best case, you already share organizational values and norms, so it will not feel disingenuous.
 

(Sigh) here goes: There are many overt symbols that might affect whether you are perceived as being a person who fits in:
 

• The quality and style of your clothes

 

• How well you are groomed or “pulled together” (your haircut, accessories, makeup for women)

 

• Your office, cubicle, or workspace décor (toys, photos, artwork)

 

• Your communication style

 

In some workplace cultures, these seemingly superficial things matter—and in others, no one cares about them in the slightest. You need to assess this for yourself by observing those who are successful. Take a careful look at the people in various levels of the organization. Do you sense that the higher you look in the organization, the more homogeneous they are in terms of what they wear, how they act, how they communicate, and the like?5 If the answer is “yes,” try to note what is similar among them. Do you value what they seem to value? Only if your honest answer is “yes” should you conform for the sake of a career act.
 

If you do not share the values you see at the top of the organization, conforming might lead to a promotion, but it will not lead to your fulfillment. In that case, you might want to find a different company for your single career act. Please see the sidebar, “A Note about Discrimination and Homogeneity in the Workforce,” for additional comments about homogeneity and discrimination and Exercise 10 for a method for assessing your path for future success within a single organization.
 



 

A Note about Discrimination and Homogeneity in the Workforce
 

There is a difference between “looking the part” and “acting the part”—and discrimination in terms of race, gender, and so on. If you are a woman, for example, and see no other women in senior levels of your organization, you need to assess the situation carefully and realistically. Do you believe there is a glass ceiling (one that will keep you from moving ahead to the career act you want) caused by either subtle or overt gender discrimination? Or, is it the case that high-performing women are promoted proportionally to the number available in the talent pipeline (that is, group of people from whom promotions are made)? It might be the case that there are a low number of women in the talent pipeline from the very start, causing fewer to be represented at the top levels in the organization.
 

In most well-managed organizations, at least the ones for which you would want to work, it is the latter. Well-managed organizations (both small and large) will value people and the contributions they make. They will not discriminate on the basis of race, gender, and so on because they would view not leveraging their entire pool of talent as a competitive disadvantage.
 

If you sense there is real discrimination (and not a function of the number of any given minority group in the talent pipeline), please look for a better opportunity elsewhere first—and then leave that organization. You deserve to be in career acts where you will be appreciated, valued, and rewarded.
 




 


 

A Note if You Want to Be on a Managerial Track within the Organization
 

Even at the most senior levels of organizations, I have watched numerous technically excellent managers derail before reaching the executive suite because they were deemed to not have “executive presence.” I cannot think of a more frustrating piece of feedback to give bright, competent managers than to tell them “they lack executive presence” without clarity on what is meant by the phrase.
 

In some cases, the “lack of executive presence” is behavioral and we can correct it with relative ease through training or coaching. The managers, in these cases, usually need to clean up their performances, so to speak. They need to change some behavior that is sending the wrong message to those who are making promotion decisions. The five most common are as follows:
 

• Disorganized work area or messy office—These send the unintentional message that the person is doing slipshod work. The remedy, a bit of training on organizational skills and neatness, is an easy fix. In the spirit of honesty, I have to confess that my university office is really a mess. I can get away with this in the academic setting, keeping in mind that the phrase “absentminded professor” has a nice (or tolerated) ring to it. My office has not held me back in any way. But in some organizations, it would.

 

• Sloppy appearance—Much like the office, a person’s sloppy appearance might be giving the same impression as the messy office and can generally be corrected with some conversations about style and grooming.

 

• Poor manners—Poor manners are often at the root of why certain people are not promoted in some organizations: Those in control of promotions do not promote those who don’t play well in the sandbox. (It is their sandbox, after all.) If this problem is behavioral and they want to improve in this area, coaching can involve some role playing or training on active listening, etiquette, and positive communication.

 

• Poor communications—I have seen many brilliant people be unable to reach their next desired level in their career act because they are unable to effectively communicate their thoughts (usually verbally). The solution generally involves coaching on verbal communication, public speaking, and presentation skills.

 

• Lack of confidence—Other technically gifted people are stifled in their career acts because of their own timidity. Whether real or perceived, they give the sense to others that they are unsure about their work, opinions, and decisions. These individuals can work on their ability to exude vibes of confidence, to present themselves as a person in control. This can be achieved through improving verbal skills and learning to present oneself assertively with other small behavioral changes, such as posture and eye contact.

 

In other cases, especially when applied to people who will be leading other people, “executive presence” is somewhat more dispositional and, as a result, more difficult to change through coaching or training. To be promoted, an individual needs to be seen as a “leader” in the eyes of those making the promotion decisions because he or she will need to provide vision and motivate others to follow. When given more vague feedback about their “lack of executive presence” (and none of the five from the preceding list seem to apply), we usually need to work on helping the person find his or her “center for attraction”—the thing that makes people want to follow him or her.
 

Identifying a center for attraction and developing it is far more difficult to coach because it is generally a function of the person’s natural charm, charisma, extroversion, ease with others, and other qualities that are difficult to quantify. In some cases, honestly, this cannot be changed or developed. Some individuals remain brilliant in their technical or functional areas, but are not deemed to be leaders within their chosen organization. They might be wonderful leaders in another organization or context, but the decision makers in the current organization are not recognizing their ability to be promoted.
 

If you desire an ideal career act in an organization where you believe executive presence might matter, you might want to look for ways to perform so that others can easily visualize you in the role. The changes, if you are honest with yourself about the behaviors that need to be altered, might be relatively straightforward. The big question is whether you want to change for the sake of the career act. If the answer is “no,” you should find a career act where you will be appreciated and rewarded for being exactly who you want to be, wearing what you want to wear, grooming as you want to groom, and so on. You see the pattern, right? A multiple-act career (even with a single career act) is all about you and what you, not your employer, find fulfilling about the way you work.
 



 

Exercise 10: Assessing Your Path for Promotion in Your Career Act
 

Spend some time (you might need a few months to do this exercise effectively) observing selected people within three different levels above you in your organization (if your organization has that many levels). Complete the following table as thoroughly as possible.
 

For reasons that I hope are obvious, my strong recommendation is that you complete this exercise at home, not at work where others might see it.
 

[image: image]
 

[image: image]
 

Now, let’s analyze you and your potential career act with this organization.
 

Review the lists in the second and third columns of the table.
 

1. Circle all of the behaviors, attitudes, values, knowledge, skills, or abilities you already have.

 

2. Now star the behavioral, attitudinal, or values-based changes you would like to (or be happy to) make. Also star the knowledge, skills, and abilities you would like to gain. Be honest with yourself. There are no right or wrong answers. You need to stay true to yourself to assess whether this organization is the right place for your career act.

 

Review the lists in the fourth column, relative to your preceding answers.
 

1. Would you be interested in making the type of behavioral, attitudinal, or values-based changes you have identified in Column 4, if you were required to do so?

 

2. Would you be interested in gaining the knowledge, skills, and abilities you have just identified, if the same changes were required of you? Do you believe you will be able to do this?

 

Summary
 

1. Based on this quick analysis, making all of the changes you want to make, what is the highest level you could likely achieve?

 

2. Is this the level of your ideal career act? What does this exercise tell you about yourself and your potential for success for a single career act with this organization?

 




 


 

Understanding How Organizational Culture and Politics Will Affect Your Professional and Financial Security
 

Within organizations of all sizes, there are political games and shifts in power. No matter how critical, unique, reliable, visible, and excellent you are, you might fall victim to organizational changes beyond your control, such as mergers, acquisitions, reorganizations, and divestitures. Even a change of personnel in a level above you might result in a personality clash or simply the loss of a supportive supervisor. These are to be expected when working for an organization. Keep your ear to the ground to learn what is happening before it is formally announced in your organization.
 

Office or organizational politics produce more challenging shifts to the environment because they are less obvious to those who are not pulling the political strings. Political alliances often form when people try to gain power through their networks, creating in-groups and out-groups among employees. Regardless of whether you know this is happening, you might find yourself aligned with the wrong group when the political wind shifts. This is unfortunate for those who are swept along unsuspectingly because they did not realize they were being co-opted into a political alliance in the first place. Regardless of how you feel about office politics, it behooves you to understand the politics of your office or organization.
 

To navigate through the shifting winds of office politics, try to work effectively across multiple organizational groups (including divisions, levels, or functional areas). Be a person who understands the political dynamics but does not play them if it can be avoided. I never feel sorry for those who obviously try too hard to play politics—those who use their shifting alliances, rather than their personal competence, to get ahead. (I like the term “toxically political” for this type of behavior.) At the other extreme, I do feel sorry for those who are oblivious to the fact that politics exist. But be aware: Both ends of this continuum usually run into trouble at some point in their organizational career acts. The following are a few pieces of advice about organizational politics:
 

• Do not be blind to office politics—They exist everywhere; some places are more political than others but there will always be alliances among people and shifts in power and influence.

 

• Understand organizational politics without being toxically political yourself—If you ignore politics completely, you will be viewed as naïve. It is fine to acknowledge them, even leverage them, without making the organizational culture more closed or uncomfortable. In the most painfully political places, knowledge is hoarded and shared sparingly with only the right people. If you are doing that, you are part of the problem.

 

• Try to anticipate the political changes that are happening within your business and stay ahead of the curve—Just as the tightrope walker about to step on the banana peel, you don’t want to miss a change coming in your environment. Listen. Talk to your mentor. Ask questions.

 

Try to get some confirmation from multiple reliable sources.

 

• Know how you are perceived with respect to political alliances—I’ve seen very senior managers and outstanding performers fired because they were part of a political alliance which, for whatever reason, fell out of favor politically and lost power. This scenario is less upsetting when politics were played and the winds shifted—and far more upsetting when apolitical people are perceived to be aligned, without intention or knowledge because they shared an interest (for example, ran together at lunch) and had become friends outside of work.

 


 

Assessing the Level of Security in Your Organization-Based Career Act
 

We know that the single career act is the riskiest, especially now when companies are going through downsizing in an effort to remain competitive. The high unemployment rate has heightened everyone’s anxiety, but we need to remember that not everyone should be concerned.
 

How do you know whether your job is at risk? There are three factors to consider when determining whether you are at risk of losing your job: your organization’s stability, the criticality and uniqueness of your role, and your job performance in your role. You can assess these in Exercise 11. This tool is also available online at www.PaulaCaligiuri.com.
 



 

Exercise 11: Assessing Your Risk for Losing Your Job
 

Risk Factor #1: Assess Your Organization’s Stability
 

Check all of the following you have observed:
 

[image: image]
 

If you have more than two of these checked, your organization’s stability is a risk factor.
 

Risk Factor #2: Assess Your Role
 

Check all of the following that seem to describe your role:
 

[image: image]
 

If you have more than two of these checked, your role is a risk factor.
 

Risk Factor #3: Assess Your Job Performance
 

Check all of the following that seem to describe your job performance:
 

[image: image]
 

If you have more than two of these checked, your job performance is a risk factor.
 

How Many of the Three Risk Factors Do You Have?
 

If you have no risk factors, the likelihood that you will lose your job is probably low. Revisit this periodically to assess whether the situation has changed.
 

If you have one risk factor, there is some risk that you might lose your job. If you like your organization and your only risk factor is your role, you might want to consider whether there is a more central or core position in your organization where your skills can be applied. The more you are in a critical role, the safer your job. Likewise, you might want to gain additional high-demand skills as the additional skills will make you more difficult to replace. The risk factor over which you have the greatest control is your job performance. If this is a concern, you might want to recommit yourself to performing reliably and with excellence in your role.
 

If you have two or three risk factors, you have some reason to be concerned. You might want to proactively begin to look for another job while you still have one.
 




 


 

Adding a Career Act to Increase Professional and Financial Security
 

I hope Exercise 11 did not add to your stress level. This is not my goal—I promise. Nonetheless, while I am worried about raising your stress level, I need to share some issues about stress as they relate to single-act careers. Work-related stress is caused, in part, when employees lack control over their resources, how they work, how they allocate their time, and the like.
 

Single-act careers can be particularly stressful because much of your professional resources are being controlled by your organization. The cover of Fortune Magazine’s November 2005 issue was dedicated to the stress and burnout of the most elite group of executive-level employees within organizations. In this issue, senior executives were surveyed about their issues of work-life balance. Although 49% of the respondents were self-described workaholics, 64% stated that at this stage of their life they would choose more time over money. These statistics are very revealing, given that these are the individuals who tend to be perceived as having the “best” jobs within an organization. They have money but not time—and long for more time.
 

I am not suggesting that financial freedom is not important. It is a career goal that comes with successful careers. For your peace of mind and security, financial freedom is critical. I do believe, however, that financial freedom should not be achieved at the expense of your work-life balance.
 

A world-renowned psychologist once told me in jest, “I remember when I had a lot of time but no money. I now have a lot of money but no time. I believe there was a day in between.” Actually, this psychologist has an amazing career and a tremendous amount of flexibility to enjoy both his time and his money. His point, however, is well taken. We should not need to sacrifice time for money to achieve financial flexibility. We should also not need to sacrifice money for time to achieve work-life balance.
 

Having more control over your multiple career acts will give you the flexibility to balance your time but also some security to not rely on any one career act. I end this chapter the same way I started it—by reminding you that the riskiest of all career acts is the single career act, with the organization being your only income-generating activity. If you have an outside interest, passion, hobby, or talent, please explore the possibility of adding an additional career act.
 
  



Protect and Leverage Your Time, Money, and Human Resources
 

“We never know the worth of water ’til the well is dry.”

 

English Proverb

 

The person in control of your career is you. You control where you want to spend your talent, your time, and your energy. You control which career act will receive the most attention and when that attention will be given.
 

You are in control.
 

Too many Americans are feeling out of control today. A 2008 study conducted by the American Psychological Association (APA) found that one third of Americans state that they live with extreme stress, and almost half claim that the stress they experience is having a negative effect on everything from their health, their relationships, and their work. Approximately 75% of Americans report that money and work are the sources of their stress. This number is unfortunately up over 15% from the previous year.
 

Having control over your two main stressors, money and work, are within your control if you actively and strategically direct your career to have the wealth-creating career acts that you enjoy. I have said in numerous places in this book that I do not advocate you working longer hours, nor do I want you to worsen your work-life balance by trying to do multiple time-consuming jobs for the sake of money. I advocate finding multiple interesting income-creating activities, career acts of the things you most enjoy doing, for the sake of freedom. Direct attention to the acts you believe deserve the highest priority.
 

To learn how to avoid work-related stress, you first need to understand how it forms. Most researchers who study job stress define it as “the harmful physical and emotional responses that occur when the requirements of the job do not match the capabilities, resources, or needs of the worker” (NIOSH, 1999).1 Burnout, an extreme form of work-related stress, is the result of prolonged exposure to a stressful work environment where an employee lacks control over changing or complex work situations and is unable to perceive benefits despite contributing increased effort. Ongoing exposure to stressful working conditions is hazardous to your physical and mental well-being. Anyone who ever feels exhausted after a stressful day of work knows that this is true.
 

Workplace stress is the relationship between the work-related demands on the employee and the amount of control or support that he or she has to meet the demands.2
High demands, low control, and low support combine to produce work-related stress. Many misperceptions people have about work-related stress stem from a lack of understanding of how these three elements work together. From discussions I have had as a career coach, the three most common misperceptions about job stress are as follows:
 

• Misperception 1: Those who are the most successful in their careers are also the most stressed; you cannot have it all—Although it is true that added responsibilities can be a source of stress, it is also true that those with higher-level and better-paid roles tend to have greater resources to be effective in those roles and more control over how they accomplish their tasks. These resources and control translate into lower stress levels, not higher ones.

 

• Misperception 2: Managing people causes stress—Yes, people are unpredictable. They have a myriad of dispositional and personal problems that can make managing them a challenge. However, if you select your team well, the people who work for you can lower your work-related stress tremendously. Having motivated and talented people working for you is an excellent way to increase your resources. Many managers also have the ability to delegate tasks, giving them greater control over their own work.

 

• Misperception 3: Working part-time (or in a low-paying routine job) will reduce work-related stress because there will be no pressure to perform—Similar to the first misperception, it is generally the case that the lower you are in the organizational chart, the less control you have over how you perform your tasks and how you allocate your time and resources. Unfortunately, those who believe that part-time or more routine work will lower their stress level usually find the opposite to be true. They are under the greatest pressure because they have the least control over the work they do and the fewest available resources.

 



 

Get a Life, Not a Job Advice
 

[image: image] Don’t trust people who continually tell you that you “cannot have it all.” People who hold you back mentally from attaining your goals do not have your best interests in mind.

 

[image: image] Protect your resources—your time, money, and human resources.

 

[image: image] Try to add a source of passive income to your career.

 

[image: image] Invest in your career acts. You’ll need to spend money to make money.

 




 

As all of these misperceptions suggest, when control and resources increase, work-related stress levels decline—even in the face of greater responsibilities and demands. In the current economic climate, with the many layoffs and cost-cutting measures, companies are asking their employees to do more with fewer resources. Even those with stable full-time jobs (and successful entrepreneurs) are feeling work-related stress as resources are squeezed from every level.
 

I am encouraging you to add career acts, which, by definition, means that you will likely be increasing your responsibilities. Some of this career act stress might be eustress, or “good stress”—the type of stress that is associated with excitement, joy, and pride in your accomplishments. And some career-related stress has the potential to be traditional stress (the bad kind). If a new career act increases your responsibility demand-side, without a corresponding increase in the supply of available resources, your stress level is bound to increase also.
 

To keep your stress level low (or limited to good stress), we need to discuss the supply-side of this equation: your ability to increase your available resources (time, money, people) and control over the work you do. The last thing I want to do is create more stress in your life.
 

In Chapter 5, “Increase Your Mental, Physical, and Emotional Well-Being,” I encourage you to increase your energy level by improving your health. If you improve your health—your overall mental, physical, and psychological wellness—your available resources will increase immediately because you will have more energy. Energy is a resource—one that enables you to move faster, think more clearly, and act more purposefully. By increasing the supply of this previous resource, you should be able to benefit from a lower overall stress level.
 

In addition to increasing your physical, emotional, and mental well-being, what other resources can you marshal to add additional career acts without adding stress? There are three: time, money (financial resources), and people (human resources).
 

I cannot offer more hours in a day. With respect to money, I wish I could snap my fingers, wiggle my nose, and immediately add zeros to your bank statement. As we all know, it is not that easy. Likewise, it would be nice if I could send you a well-qualified, highly organized personal assistant. I cannot. Although there is no magic to offer, there are realistic ways to stretch and grow your time, financial resources, and human resources to better control and grow your career acts. Let’s talk about all three.
 


 

Time and Your Career Acts
 

Americans consider time to be a commodity. We spend time. We waste time. We buy time. We make time. As much as we believe we can control the commodity of time, there are still only 24 hours in a day. What you do with those 24 hours each day will greatly influence the success of your career.
 

Countless books and articles have been written about time management. Over the years, passively or actively, we have been taught numerous time-saving techniques: how to answer e-mails expeditiously, how to politely cut off long-winded colleagues when they are taking up too much of our time, how to preplan and cook meals so we can save time on dinner preparation, and how to organize our closets to save minutes otherwise wasted on wardrobe indecision every morning. When did we become so desperate to reclaim time that we need patronizing advice on writing, talking, eating, and dressing ourselves? Please.
 

You don’t need time-management advice. You need to rethink your relationship with time. You need to fall in love with the 24 hours you have each day. Love your time. Respect your time. Protect your time. (I feel like am writing a marital vow.) You need to care so deeply about your time that the way you use it is carefully guarded.
 

With the inception of more sophisticated technologies, we seem to include more activities into the same 24 hours than we had before—text messaging, social media networking (Facebook, YouTube, Twitter), 24-hour news Web sites, and the list goes on. While we pour more activities into each day to feed our insatiable activity appetites, we are becoming perpetually time famished. We need to control our appetites for activity and began respecting and protecting our time.
 

Parents tell their children to not talk to strangers, not to walk alone, and not to stay out past dark. These rules are made to protect children because children are vulnerable. Think of protecting the hours in your day with the same sense of diligence. Like your children, your hours are also vulnerable to many nefarious elements. How many can you name? I’ll start: mindless TV viewing, pointless Internet surfing, recreational shopping, and curiosity-driven time on social-networking sites. The underlying theme of these activities is that they are all meaningless. They lack purpose and they deprive us of the precious time we need to grow our amazing, income-generating career acts. They steal from our vulnerable hours and give us nothing in return.
 

What you want to include in that day and how you spend your time is entirely your decision and should be completely determined by the rules you create to protect your time. These rules should be guided by what is most fulfilling to you in your personal life, social life, family life, and work life. Exercise 14 should shed some light on how well you have been respecting and protecting your time.
 


 

Turn Off Your TV (and Everything Else Both Wired and Wireless)
 

According to the A.C. Nielsen Company, the average American watches more than four hours of TV each day.3 Doing nothing else except turning off your television set, you can reclaim enough time for an outstanding career act. Thinking back over your last month of TV viewing, what shows do you really remember? Which ones are so entertaining that they are worth watching recreationally?
 



 

Exercise 14: Your Activity Log
 

For one week, at the end of each day, write down the two most fulfilling activities of the day and the two most meaningless activities of the day. Estimate the amount of time spent on each. What pattern do you see?
 

Monday
 

The two most fulfilling activities of today were ___________________________ and ___________________________.
 

The time spent on fulfilling activity 1: _____________________.
 

The time spent on fulfilling activity 2: _____________________.
 

The two most meaningless activities of today were ___________________________ and ___________________________.
 

The time spent on meaningless activity 1: _____________________.
 

The time spent on meaningless activity 2: _____________________.
 

Tuesday
 

The two most fulfilling activities of today were ___________________________ and ___________________________.
 

The time spent on fulfilling activity 1: _____________________.
 

The time spent on fulfilling activity 2: _____________________.
 

The two most meaningless activities of today were ___________________________ and ___________________________.
 

The time spent on meaningless activity 1: _____________________.
 

The time spent on meaningless activity 2: _____________________.
 

Wednesday
 

The two most fulfilling activities of today were ___________________________ and ___________________________.
 

The time spent on fulfilling activity 1: _____________________.
 

The time spent on fulfilling activity 2: _____________________.
 

The two most meaningless activities of today were ___________________________ and ___________________________.
 

The time spent on meaningless activity 1: _____________________.
 

The time spent on meaningless activity 2: _____________________.
 

and so on. . .
 

Generally, Exercise 14 sheds some light on how well you have been respecting and protecting your time. If there is room for improvement, the following sections discuss a few suggestions for respecting and protecting your time.
 




 

If you watch or surf or text or do anything blindly, you are not respecting and protecting your vulnerable and valuable time. However, you might have a TV program, video game, or online poker tournament that you view as a meaningful use of time because it is a source of recreation or relaxation. Ascribing meaning to your activities—whether fulfilling or meaningless—is your decision. Who am I to tell you what these activities mean to you? The point is that you are in control of your day, so it is up to you to make sure you use your 24 hours purposefully. Do not blindly turn on your television or computer each evening because you have nothing better to do. You have something much better to do with that precious time: Go out and start a new and interesting career act.
 


 

Shed Hassles and Low-Priority Tasks
 

Another way to respect and protect your time is to reduce the hassles and low-importance tasks. Small changes to the way you manage your errands, such as having your dry cleaning, groceries, and prescriptions delivered, hiring a cleaning person, or setting up your bills to be paid automatically, can save you a great amount of time. Think of the various things in your life that you could automate or outsource.
 


 

Leverage Flexible Working Opportunities
 

If you work for a company, that company might offer various flexible work arrangements that might assist you in juggling your multiple career acts and protecting your time. Flextime and telecommuting, for example, enable you to have greater control and more freedom to allocate your time as you see fit. If you seek a multiple-act career, you might want to consider working for an organization that allows some useful forms of flexible work arrangement.
 

Likewise, if you seek a multiple-act career, you might want to consider working for an organization offering “family friendly” work-life practices, such as an onsite day care center. These offerings are designed to increase employees’ satisfaction, improve retention, and improve employee performance. These practices have the added benefit of helping you manage your responsibilities while enjoying more time for the things you most want to do (for example, spend time with your children, practice a hobby, add a starter job for a new career act).
 


 

Concentrate and Focus
 

Time-management advice tells us that multitasking is an efficient way to squeeze more minutes out of the day. Attempting to apply time-management advice (and not wanting to color-code my closet), I tried multitasking, using my BlackBerry for calls and e-mails while exercising on the treadmill and watching the news on TV. If you listen closely to this book, you will hear the collective groan from my colleagues and research assistants.
 

There is plenty of science to support why you should not multi-task. In study after study,4 researchers have found that instead of making people more efficient and more productive, multitasking actually wastes time and lowers the quality of what is accomplished. The reason is that the brain’s executive function—your “internal CEO”—is designed to concentrate on one task at a time. When you fragment your CEO by trying to do several things at once, you force it to reorient to each task each time you shift back to it from whatever else you’re doing.
 

Try this for five minutes: Watch a TV news program that offers both a story on the screen and a series of headlines scrolling at the bottom. Can you follow both simultaneously? Most of us believe we can, but, in truth, we cannot. If you had to take a quiz on what you just saw, heard, and read, how well would you do? The participants in numerous studies in cognitive psychology on dichotic listening (listening to multiple things simultaneously) and selective attention (attending and effectively understanding multiple things simultaneously) did not do very well. The fact is that, like it or not, the human brain is limited in how much it can process effectively at one time. Multitasking is, in effect, “exceeding the design specs” of the human brain.
 

It is very typical to see laptops open in today’s college classroom—and taking notes on the computer versus doing it with pen and paper is probably just fine. But students who use laptops often believe they are more efficient when they multitask because they can look up information while the lecture is being presented. In a study conducted by Drs. Hembrooke and Gay, the opposite was found. In an experimental study, students who were allowed to use their laptops to multitask during class scored lower on both recall and recognition tests, compared with those who were not allowed to keep their laptops open. The result held regardless of whether their multitasking browsing was class related.5
 

Even if the tasks are not simultaneous, we also lose time when we keep many tasks going at a single time, changing rapidly from task to task. Drs. Rubinstein, Meyer, and Evans found that individuals in their studies lost time when they changed tasks, and the negative effect of time loss was the greatest when trying to change across multiple complex tasks.6 It is more efficient to focus on one thing at a time. If you opt to spend your precious time on a meaningful activity in your personal or professional life, concentrate on it. Focus.
 

We are talking about effectively managing more than one career act at a time—not starting many things and scrambling to do them. The latter is what multitasking ends up being.
 

Let’s consider the career acts of Jim and Daniel and analyze how they marshal their resources to grow their career acts.
 

Jim’s career acts—By occupation, Jim is a dentist. After several years of enjoying his occupation and building a successful practice, he decided to add a second act to his career. Jim has a love for wines and an interest in living, at least part-time, in the country. Each summer, he and his wife would vacation in wine-producing areas of the world, where he found himself drawn to the vineyards, spending time among the grapes and talking to the farmers and the winery owners. He took many wine-making classes and developed an insatiable appetite for learning what it takes to run a winery successfully. He volunteered his time at vineyards during a couple of harvest seasons and, after about seven years of investing time in research, education, and experience, he was ready to add a career act: Jim bought a small winery. He retained the knowledgeable employees who had worked in the winery and hired a manager to oversee the business affairs. Being careful to not allow this second career act to interfere with his first, he arranged his patient schedule and began working with trusted colleagues so he could comfortably be on leave during the harvest months of September and October, as well as taking several long weekends during the year. The integration of the two career acts has been relatively seamless because Jim had a plan such that neither interfered with the other.

 

Daniel’s career acts—A football player in high school and college, Daniel always enjoyed sports and athletics in general. Daniel also loves music, R&B specifically. As a natural extrovert, Daniel has a need for affiliation and wanted a career that would enable him to interact with people. His career anchor in college drew him toward opportunities to lead others. Because of his interest in athletics, he prepared for working at a health club by studying for a certificate to become a personal trainer. Once he began working as a trainer, Daniel earned the respect of management and was soon offered the job of manager of the personal training division for the club, which was one in a large national chain of health clubs. But Daniel initially refused the promotion because he was also working on the other career act he loves—his R&B band—and it was starting to take off. He knew he would not have the extra time he needed for his second career act if he accepted the managerial role. The demand for his R&B music grew and he became more secure in the schedule of performances on the weekends. The demo tapes were made and the gigs were secure. Daniel now had his Saturday nights occupied with an income-generating activity he loved. He was ready to accept the manager’s role and the health club was happy to have him in the role. To satisfy his needs for affiliation, Daniel develops solid professional relationships with the clients of the health club and as a musician. He loves what he does, has the respect of those who work for him, and is currently one of the most successful managers in the health club’s chain.

 

While having different career acts, Jim and Daniel are busy people but their friends and family would describe them as having work-life balance, financial success, and an enviable love for what they do. They both have multiple-act careers and they both manage the various acts of their careers in purposeful ways. They both share three elements of well-managed multiple-act careers:
 

• Coordinated career acts—Both Jim and Daniel opted for career acts that they could coordinate from the perspective of time, money, and location. Career acts should not burden any of your resources; instead, they should work collaboratively. For example, the money from one career act might enable you to begin another career act more comfortably. The days off or free time not occupied by one career act should afford you the time for another career act. Career acts, when well coordinated, will not detract from each other. If you are stressed because of your career acts, you might need to scale back or omit an act.

 

• A time schedule—Jim and Daniel are able to keep their career acts in motion because they have clear times for when they are working on each career act. For Jim it is seasonal. He spends the late summer and early fall at the winery, setting up what is needed for the year. His pattern is followed annually. In my own case, as a professor, I too have an annual pattern, as I try to write as much as I can during the summers when classes are not in session. Daniel has a weekly pattern, working at the gym during the week and his music on the weekends. Jim, in addition to his annual pattern, also has a daily pattern. He checks for wine orders on the Web site every morning before going to his first act, his dental office. He works on billing and marketing ideas for the winery for a few hours each weekend. The pattern works well for him and has evolved over the years.

 

• Career acts that grow purposefully—In your career, be careful not to take more than what you can manage effectively and successfully. This is particularly important if you have never managed multiple concurrent important roles. Start your multiple-act career slowly. Build it methodically. Keep it manageable, comfortable, and stress free for you.

 


 

Freeing Even More Time: Create Sources for Passive Income
 

If your overarching ideal career act is to spend no time (or very little time) engaged in income-creating activities, you should consider ways to build your sources of passive income (money that is paid to you for a product or service that does not require your active involvement or time). The three most typical sources of passive income are royalties, affiliate marketing, and rent.
 

Let’s consider royalties first. As a source of passive income, royalties are based on your creation of and ownership of (for example, copyright or patent) something, such as a book, product, or service that you turn over to someone or some other company to sell. The creation of passive income happens when you omit yourself from the next steps, the sales and marketing of whatever you created. (Finding a buyer, a publisher, or a marketing firm is not a small step.) Whenever they sell your product or book or use your approach, you receive a royalty. Checks are sent (direct deposited, even better) without much additional time on your part, beyond your initial investment.
 

Affiliate marketing is an Internet-based approach you could consider if you have an active Web site. Vendors will pay you (the affiliate) a commission each time someone clicks on their product or purchases their product from your site.
 

Another source of passive income is rent from property you own. Owning and renting property is a common career act. For the property to be a true source of passive income (i.e., no additional investment of time), you need to hire a real estate management company to maintain your property and manage tenant relations. Only when others are taking care of these daily challenges (and there can be many) does rent become a true source of passive income. You will be paying for the service of the management company, but your time is free for you to spend however you want.
 

Royalties, affiliate marketing, and rents are three suggestions for passive income if you value your time and want to create sources of passive income. Finding and building sources of passive income take some initial investment of time, energy, and (usually) money—but when they are successful, they are wonderfully liberating.
 

I can illustrate sources of passive income created through one of my career acts. In 1995, after completing my Ph.D. and before starting with Rutgers, I developed some international career-related tools that are now used by companies all over the world. In truth, they are outstanding tools, but in the late 1990s (and probably today), I was really lousy at selling them. In 2001, I conceded that I lacked any natural gift for sales, and I handed the tools to Mike Schell for his company in the same field, RW-3, to sell. This risky move was made easier by the fact that I’ve known Mike for years and trusted him to do the right thing. Mike, liking the tools and knowing me very well, knew he could make more money for me than I could on my own. In getting out of my own way, I now generate revenue passively through the sale of these tools. My investment and risk paid off.
 

Let’s return to the concept of multiple sources of income for a moment with respect to creating sources of passive income. This strategy (and the reason it was not difficult to hand over the tools for someone else to sell) was made easier by the fact that I was a professor at Rutgers and engaged in HR consulting. These two other career acts were already in motion, making the leap for passive income fairly low risk. It would have been much more difficult to hand over the tools if the revenue from their sales was my only source of income. If you would like to build your sources of passive income, I would suggest you use the ideas of a multiple-act career to build them with less financial risk.
 


 

Financial Resources and Your Career Acts
 

There are only three ways to raise additional money to fund the start or growth of a career act: You can save money. You can earn money. You can borrow money. How much money do you need to start an additional career act? The answer, of course, depends on the nature of the career act and whether getting it started will require an investment in education, materials, equipment, and the like. To become a physician, from the beginning of the undergraduate premed program through completion of medical school, might cost between $100,000 and $300,000 in the educational investment alone. At the other end of the scale, selling your watercolor paintings at a local art festival might cost only $10 to $30 to rent booth space for the weekend. The financial return on each of these investments is likely to be proportional to the investment: The weekend artist will likely make less than the physician. The emotional returns, however, might be equivalent.
 

What career act do you really want and what financial resources will you need to invest to achieve them? With respect to investment in career acts, there is some truth in the cliché: You need to spend money to make money.
 

Please don’t let the price tag of a career act hold you back from pursuing it. Instead, be realistic about what the costs might be and whether you can afford those costs without increasing your stress to an uncomfortable level. Think through Exercise 15 to try to estimate the costs to start and grow in your ideal career acts.
 



 

Exercise 15: Funding Your Career Acts
 

The following are some ways to gain knowledge about the financial resources required to begin your career acts:
 

1. Talk to several people who are currently in your ideal career act.

 

a. Ask them to describe the investments they made along the way in terms of education, training, equipment, certificates, licensures, office space, systems, and the like.

 

b. Ask each person, “What do you believe was the best investment you made in your career?”

 

c. Be sure to ask more than one person, so that you can see if there are consistent themes among people who are successful in the career act you are contemplating.

 

2. Generate a comprehensive and realistic funding list.

 

a. Read about your ideal career act from reputable Web sites and publications, such as professional or trade associations. Estimate the cost, if any, for your preparation (e.g., education and training) or anything else your interviewees might not have mentioned (for example, developing a Web site). Understand that requirements for your career act might have changed since your interviewees were first beginning their careers, so you might need to add some items to your initial funding list.

 

b. If your starter career act is an entrepreneurial venture, such as opening a catering business, a day spa, or the next hot social networking site, please visit the Small Business Association’s Web site at www.sba.gov. Another useful source is your local Small Business Development Center (SBDC), which you can locate by a ZIP Code search on www.asbdc-us.org/. If you are female, look into the National Association of Women Business Owners (www.nawbo.org/); and if you are a minority group member, the Minority Owned Business Development Agency (www.mbda.gov/) might be helpful. These organizations offer many tools to help you determine the financial needs for your new enterprise. Are there other financial resources you will need to start your business and keep it afloat while you build your business (e.g., marketing, inventory, insurance)? Add these items to your funding list.

 

3. Compile the total amount of money you will need.

 

a. Review your funding list and research what those investments would cost in today’s dollars. What is your funding total?

 

b. Add 20% to the total. This is your new required funding total for your career act. (Remember, I am hoping to keep your stress level down; I have never heard anyone complain that they saved too much money.)

 




 

From Exercise 15, you can make a rough estimate of what the total cost associated with your career act might be. If your ideal career act is to be an attorney or physician, your list might have more zeros than if your ideal career act is to be a writer or a photographer. Whatever the total funding amount required, you should have a realistic plan for ways to raise the money needed. You have three options:
 

1. Save money.

 

2. Earn money.

 

3. Borrow money.

 

To help you decide what plan you should make for building financial resources to start and grow your career, try to answer the following questions:
 

• How much do you need to start this career act?—Review your funding total from Exercise 15 (question 3b).

 

• How much have you already saved for starting this career act? Is it enough to start your career act?—If you are starting an entrepreneurial venture, please keep in mind that the Small Business Administration7 reports that about two thirds of new businesses will survive their first two years, but only 44% will last for four years. In large part, this high rate of failure is because the small businesses are often underfunded from the onset and underestimate ongoing expenses. Please consider all of the possible expenses, both start-up and ongoing, before diving into the venture.

 

• Can one career act help finance another (even temporarily)?—This might be the case if you are working during the day and going to school in the evening or if you are developing an entrepreneurial venture on the weekends and working during the week.

 

• Is your spouse or partner able to support the funding of this career act, as an investment in your family?—In many cases, a spouse or partner works full-time and earns enough to support the couple while the other spouse or partner starts a new career act. Sometimes couples will take turns working at full-time jobs until they both attain the career acts they enjoy. Couples might also agree to scale back their collective expenses temporarily while building their career acts.

 

• How much income can you realistically anticipate generating from this career act, and how soon?—This is especially true for career acts requiring a major investment, such as years of education and training, or a large lump-sum initial expense in starting a new business. For example, since the late 1990s, there has been a shortage of nurses, and this is expected to continue past 2025 as the population ages and requires more medical care. If you complete nursing school, you can be almost guaranteed a financially rewarding full-time job as soon as you pass the licensure examination to become an RN. On the other hand, if you return to school for a master’s degree in art history with a specialization on Ming dynasty Chinese ceramics, you might need a longer time frame to find an ideal career act.

 

• What is your comfort level with debt?—This is a soul-searching question. Some people are optimistic to the point of almost being reckless with money, whereas others need to be reminded that it’s financially wise to spend some money (invest in yourself) to make some money (and enjoy what you are doing).

 

Whatever the total funding amount required, you should have a realistic plan for ways to raise the money needed. The way many people fund their additional career acts is to allow their current income-generating career act to fund their new one until it, too, becomes profitable. Others need to borrow and save to put the money together to invest in their future career satisfaction.
 

The truth is that great careers almost always require some financial investment. Although being frugal and saving money is sage advice in a risky economy, no one has ever saved their way to prosperity. Although Americans are not known for their thrift, it is worth mentioning (especially to those of you who are exceptionally tight with your purse) that you might need to take a well-calculated financial risk and make an investment in yourself. Take a deep breath. Open your wallet. You can do it.
 

Numerous financial resources are available to you as you invest in your career acts. For investments in education, for example, there are numerous federal loan programs, such as Stafford loans, Perkins loans, Parent PLUS loans, and Graduate PLUS loans. In addition to loans, many colleges and universities offer scholarships (that is, free money) for elite athletes and exceptional scholars. Most colleges and universities also offer need-based and interest-based work-study options (that is, part-time jobs). Some lenders offer career training loans to fund occupational training, such as technical programs, certificate programs, or trade schools. You should conduct a Web search and talk to reputable bank loan officers (for example, from FDIC insured banks) about ways to finance education and training.
 

If you have an idea for a small business and have written it up in a solid business plan, you might be eligible for a loan from the federal government’s Small Business Administration (SBA). The SBA provides a number of financial assistance programs for small businesses, most in the form of loans in conjunction with banks. It also provides information on how to apply for a number of nonprofit grants. Please be aware that business lending is not regulated as carefully as home mortgage lending, and be careful to avoid predatory lenders preying on would-be entrepreneurs. Be suspicious of any organization that offers to lend you money without assessing your business plan—and in general, if an offer of financing sounds too good to be true, it probably is. Do the arithmetic carefully: How much will you actually be paying by the time the loan is paid off? Are there application fees, loan initiation fees, or prepayment fees? And what are the penalties if your business fails and you default on the loan?
 

If you need a larger amount of capital than what an SBA loan will cover, you might need to consider trying to attract venture capitalists or “angel” investors. The trade-off is that angel investors and venture capitalists will generally take a share of your business and look for a relatively fast return on their investment. The SBA loans, while more modest, leave you in complete control. There are numerous books and Web sites available to help you navigate the information related to loans and other ways to raise capital for small businesses.
 

The opening sentence of a recent article in the International Herald Tribune made me smile: “Watching Americans try to make themselves frugal is like watching Mongolians try to make Bordeaux wine.”8 Ouch. The truth hurts, even delivered collectively. I have worked in many countries all throughout this great planet and, it is true, we Americans like our stuff. We have an unbelievable amount of stuff that we do not need. We shop recreationally to buy more stuff. We rent storage units to collect our stuff. Without too much pain and effort, most of us Americans could probably save money simply by deciding, starting right now, to buy less new stuff. You can probably think of other small changes you could make—clipping coupons, car pooling, drinking regular coffee instead of a custom-blended latte—that would leave you with more money in your wallet at the end of each month. In an effort to reclaim some resources, especially your financial resources, try to better understand if you are wasting resources. As you become more aware of the waste in your life, you can change some behaviors to free up resources for your career acts. Let’s consider Exercise 16. (This one is probably much easier to do online at www.PaulaCaligiuri.com.)
 



 

Exercise 16: Estimating Waste in Your Discretionary Income to Be Used for Your Career Acts
 

From a financial perspective, investing in your career might be much easier than you think. If you are like many working adults, you probably have some discretionary income. Discretionary income is the amount remaining from your income after you have paid your taxes, insurance, rent/mortgage, and all other life essentials, such as your housing, food, and clothing.
 

How much discretionary income do you have? Use the Disposable Income Calculator found at www.disposableincome.net to make that estimate. After completing the calculator, fill in the number from the summary statement, “That leaves you _______ per hour for whatever you want.” Now multiply the number you just wrote by 8,760. This is the estimate of your discretionary income each year.
 

Can you reinvest some of your disposable income in yourself—without changing your lifestyle? The answer is probably yes. Try the following exercise (you might prefer to do this exercise online at www.PaulaCaligiuri.com):
 

1. Estimate how many nonreference books you have on your bookshelves. (A) ____. Estimate how many of them you have read or realistically plan on reading in the next year. (B) ____ Calculate the percent of (A) represented by (B): ______ (1)

 

2. Count the number of shirts you have that are less than 3 years old. (A) ____ Count how many of those you have worn in the past year. (B) ____ Calculate the percent of (A) represented by (B): ______ (2)

 

3. Count all of the items in your refrigerator. (A) ____ Count all of the items that are either past their expiration date or, if they are fresh, cannot possibly be consumed before they spoil. (B) ____Calculate the percent of (A) represented by (B): ______ (3)

 

4. Count how many corded, cordless, wired, or wireless things you own. (Select your favorite category—power tools, electronics, or kitchen gadgets.) (A) ____ Count how many of these you have used more than twice since purchasing them. (B) ____ Calculate the percent of (A) represented by (B): ______ (4)

 

Add all four percentages (1) + (2) + (3) + (4) and divide by four.
 

Based on this rough estimate, without missing anything you currently use, have, or enjoy, how much money can you reclaim by merely protecting it from wasteful spending?
 

The more important question, how could you reinvest that amount of money back into one of your career acts? The possibilities are endless. Here are some examples:
 

• Take a class.

 

• Develop a Web site.

 

• Attend a trade show.

 

• Buy equipment.

 

• Start a blog.

 

• Buy a computer.

 

• Purchase software.

 

• Hire a person to help you with household chores to free up more of your time.

 

• Attend a seminar.

 

• Take someone to lunch (that is, a person who might be able to help you with your career act).

 




 

If you have taken the time to work through Exercise 16, you are probably shocked with the amount of money you can reclaim and invest in yourself without missing anything or changing any behaviors. Thinking seriously before spending money that could otherwise be used to reinvest in you is sage advice. I do not believe saving money is the only way to attain your career goals.
 

Before you clip and cut your way through your expenses, think through their long-term implications for your career acts. For example, a hobby might seem like an unnecessary expense—but, before you sell your art supplies or your tuba, consider whether your hobby has the potential to be an income generator in the future. Tuba lessons, anyone? Giving up your $20-per-hour cleaning person might be a way to save money, but the hours you can invest in yourself by having someone else clean your house might be worth the investment. Skipping this year’s trade show might save money, but the loss of potential contacts and ideas might be the wrong item to cut from your budget. You can see the pattern. It is about investing in your future career acts. Only you can assess the seriousness of your financial circumstances and determine where and how you can most wisely save the money you need.
 

Let’s consider the career acts of Ted:
 

Ted’s career acts—When Ted was in college, he worked as a residence assistant (RA) to help pay for his studies. His job was to monitor and plan activities for the undergraduate students living in his residence hall. After he completed his bachelor’s degree and went on to a master’s program in marketing, Ted’s experience and talent as an RA led him to become a graduate resident and then an assistant director of residential and judicial affairs. Although this career path was unplanned, Ted found that he enjoyed the student interaction and life as a graduate student. What began as a source of funding for Ted turned into a rewarding career act. When Ted completed his master’s degree, he left the halls of academe for the halls of corporate America. Ted has had a series of very successful consulting-oriented positions in large U.S.-based firms. In the most recent round of layoffs with his current firm, Ted survived. Although he was not laid off, his confidence in a single career act was shaken. He decided to begin adding some career acts.

 

Because he was still employed in a comfortable financial situation, his current position enabled him to grow his other career acts. Ted had been scuba diving since he was 16. He took time to complete his advanced training and became a certified scuba instructor. He began to teach scuba diving part-time. Ted is enjoying both the scuba and the teaching experiences. His longer-term career act goal is to offer dive tours and possibly open a diving school. The experience of offering part-time instruction now is helping him create the type of school he would like to offer down the road. Reconnecting with his love for student interaction, Ted has begun to teach at the community college one night per week and has volunteered to counsel students about their own careers for a nonprofit organization. Career counseling and teaching are becoming additional viable career acts for the future.

 

In Ted’s case, he never needed to borrow money because his first career act funded the subsequent ones. His work with residence life enabled him to complete multiple degrees. His work with his current employer is now enabling him to begin career acts in scuba instruction, counseling, and teaching. Ted’s is a best-case scenario because he never needed to overburden his financial resources. Now let’s consider two more individuals’ careers.
 

Tom V.’s career acts—Tom is a police officer with 35 years of experience. He currently runs the shooting range for his city’s police force; this is Tom’s primary career act. About 15 years ago, Tom needed to make some extra money and provide financial freedom for his family, so he began an exterminating business for times when he was off duty. He was self-taught in the “bug business” and, when he started, he learned much of what he knows from talking to more seasoned exterminators. Eradicating problems with pesky bugs and rodents, although more predictable than pesky people breaking the law, is an additional career act.

 

Tom also has a third career act, which originated from his passion for antique trucks. With the money made from his successful exterminating business, Tom opened a restoration garage where others who share the same hobby can pay (well, mostly barter) to use the tools and lifts available. Although in financial terms the garage is only a relatively small career act, Tom finds it the most enjoyable facet of his work life. Recently, Tom has been able to hire employees to work in his exterminating business, freeing him to dedicate more time and energy to the restoration garage.

 

Tom V.’s example was well planned and financially sound. Sometimes, we do not have the luxury as far as Tom did in advance.
 

Now let’s consider the career acts of Ralph:
 

Ralph’s career acts—Ralph worked on the assembly line for an appliance manufacturing organization. He enjoyed the camaraderie with his colleagues more than his work, but stayed with the job for the salary and benefits. He longed to own his own business but did not have the impetus or financial resources to become an entrepreneur. This changed about two years ago, when Ralph started hearing rumors that his plant was slated to close in 10 months. He needed to support his wife and two children, and did not want to move out of the neighborhood. He started investigating possible businesses to own. After some due diligence, Ralph decided to buy a paper shredding truck. The truck is driven to places like hospitals and lawyers’ offices to shred documents securely in their parking lots. The truck cost $75,000 to purchase used. Using home equity lines of credit, a loan from his in-laws, and his severance money once the plant closed, Ralph bought the truck. Before the plant was closed, Ralph began generating clients, mostly from personal contacts. By the time the plant closed, he had a big enough client base to cover the minimum payments on his loans and hire two part-time hourly workers. Ralph and his wife still needed more money to cover their family’s expenses, though. They carefully planned ahead for the estimated eight-month financial shortfall: While Ralph built the business, Ralph’s wife took a part-time job in the evenings. They also scaled back their family’s spending by not taking a summer vacation and not spending as much at the holidays. In about one year after being laid off, Ralph had almost returned to the level of his salary as an assembly worker. His business is growing even in a difficult economy. He has never been happier than he is now, working for himself, and has plans to expand his business to recycle computer and electronic equipment.

 

Ralph clearly knew what he was getting himself into and had a realistic idea of how long it would take for his paper-shredding business to turn a profit. Ralph’s wife was supportive and returned to work so that Ralph could focus on growing his business.
 

Once more: There are only three ways to raise additional money to fund a career act: You can save money. You can earn money. You can borrow money. Ted and Tom each did one. Ted saved money while attending school where he worked (which offered free tuition as a benefit). Tom used the earnings from his exterminating business to fund his restoration garage. Ralph and his wife did all three. They cut their discretionary spending to save money. Ralph’s wife took a part-time job to earn more money. The couple also borrowed money against their home and from Ralph’s in-laws.
 

Like Ted, Tom, and Ralph, when you make a plan for adding a career act, think through the financial resources you will need to be successful—and be realistic. Many books and Web sites are available to give you tips on all three: saving, earning, and borrowing money. If your funding total for your career act seems out of reach, I suggest you spend some time investigating the many possibilities for educational and business loans.
 


 

Human Resources and Your Career Acts
 

Up to this point in the chapter, I’ve talked about time and financial resources. But other very important resources are the resources found in those who work for you. The people who work for you extend your own capacity when you delegate some of your tasks. This can lower your stress level by freeing you to do more demanding and critical (and, hopefully, interesting) tasks. Even if you don’t have employees working for you, a variety of human resources are available to you to help you with your tasks and balance your stress equation.
 


 

Temporary Task-Based Assistance
 

The concept of working for multiple task-based clients is becoming much more popular. Today many professionals and “virtual assistants” offer their services as freelancers, by the task or job. For example, a bookkeeper might charge for the accounts he handles, such as the number of invoices sent. A customer service professional might charge you only for the service calls she completes. An editor charges you to edit only the documents you send him. Without adding staff, you can add a bookkeeper, a customer service professional, and an editor to shed some of your tasks. If you are starting a small business, consider these freelance or “per diem” professionals as a possible way to extend your own resources. I personally have had great luck with eLance.com for project assistance.
 


 

Commission-Based Assistance
 

Similar to leveraging the skills of task-based professionals, you can also consider hiring people to sell for you and your business. You pay only for the sales they actually make, giving the sales rep a percentage of your gross as his or her commission.
 


 

Bartered Assistance
 

This is a time-honored approach to extend your own resources by swapping what you do well (and easily) for what another person does well (and easily). For example, you can offer to cook dinners for your next-door neighbor two nights a week in exchange for her doing the bookkeeping for your small business. It is likely that you were cooking dinner twice a week anyhow, and doubling the amount of food to serve two households does not take more of your time.
 


 

Direct Reports
 

If you are currently working for an organization or are an entrepreneur and have people reporting to you, please remember that having the right people (with the necessary skill set) in the right place (working on useful tasks) at the right time is critical for your ability to perform your career act well. The following are some basic rules of managing human resources to maximize the intangible asset of having assistance or direct reports:
 

• Select well—There is no single more important task than employee selection when it comes to managing your direct reports. People will bring with them their knowledge, skills, and abilities, but also their motivation and commitment. Select for the skills most necessary for the job. Select for the other attributes affecting the individual’s ability to be effective working on your team. You might want to involve some of the team members (those with whom the person will work) to participate in the selection process. Whether you are a sole proprietor about to add your first employee or work for a large firm hiring a person to work in your business unit, remember that every person has the ability to change the culture or effectiveness of the unit. Take this step seriously. The people you hire will have an immediate and direct effect on your own career acts. They will either decrease your stress level by extending your available resources or—if you choose the wrong individuals—add to your stress in any of a host of ways.

 

• Train effectively—Once your direct reports have been working for you for a short time, you will have a better sense of their strengths and the areas in which they need development. Think of training as an investment in building necessary knowledge, skills, and abilities among your direct reports. Training is essential and should be thought of as a priority investment into the future of your own career act. Again, think about the ways your direct reports extend your ability to be more effective in your career act, whether working for yourself with one employee or for a larger organization.

 

• Develop and expand roles in meaningful ways—It is possible, but unlikely, that the job you offer might be your direct report’s ideal career act. Remember that those who work for you are aspiring to stimulating and income-generating activities just as you are. When thinking about your direct reports, you might want to consider how the job you offer fits into the scheme of their individual career acts. Even if you cannot offer what is most fulfilling to them, you might want to talk about how they would like to develop their careers to become more motivating in the future. Understanding what a person’s key motivators are will unlock their potential and extend you in wonderful ways.

 

The best manager I ever had was my former dean and dear friend, Professor Barbara Lee. Barbara unlocked potential in me because she took the time to understand what motivated me and offered roles to align with those motivations and benefit our academic department. For example, after I received tenure, she encouraged me to leverage the two things she knew would be most motivating to me: to work in an entrepreneurial way and to work internationally. As a developmental experience, Barbara encouraged me to start the Center for HR Strategy at Rutgers University. This activity stoked my entrepreneurial fire and was a source of funding for faculty research; it also extended our reach into the practitioner community. Likewise, Barbara allowed me to build an international executive master’s program, knowing my love for and interest in international research. I share this story to reinforce the point that supervising others can be a win-win: You can advance yourself and others concurrently. Barbara was able to identify developmental opportunities that would advance the unit she ran—but also advance me and keep me motivated. If you have direct reports, I encourage you to align your direct reports’ dominant motivators with the developmental opportunities you offer.

 

• Motivate and appreciate—There are perhaps no two more powerful words for motivating your direct reports than the words “thank you.” When you say the words, be sure they are meaningful and sincere, matching the behaviors you would like to see repeated. The common advice to “catch them doing something right”—and express your appreciation on the spot—is extremely wise, and not followed often enough. There is no faster way to douse your employees’ fire or energy than to underappreciate them.

 

Honestly, I really despise Administrative Professionals Day—and every other “day-on-the-calendar” appreciation day. Yes, I think it is important to do nice things and show appreciation—but appreciate a specific behavior, something you would like the employee to repeat. Unless you are personally great friends with your direct reports, taking them out to lunch is not motivating for them. (No offense intended.) Rather, if you feel the need to offer your employee a lunch, give a gift certificate to a restaurant that can be used with the person of his or her choice.

 

Work through Exercise 17 as a way to better leverage the talents of your direct reports in a way that will be a win-win—advancing your own career act while you advance theirs.
 



 

Exercise 17: Human Resources and Career Act Success
 

For each of your direct reports or employees, try to answer the following questions:
 

• First consider whether this is a starter career act, an ideal career act, or unrelated to what the person really wants to be doing in his or her career.

 

• Now think about how this person extends you from the perspective of enhancing your available resources. Is this person performing in a way that frees up some of your resources? How can this person’s role be increased?

 

[image: image]
 




 

As I mentioned at the start of this chapter, there is no magic available to effortlessly and immediately grow the hours in a day, your financial resources, or your human resources. But I hope I have given you some tips for how to protect and effectively leverage all three. Depending on your desired career acts and the point in your work life you are starting from, it might not cost much money or take much time to grow these resources—but it will take some thoughtful consideration and planning.
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