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When people get to a middle management position, the first thing they usually concentrate on is managing the people who report to them.  They often forget about communicating with and managing the person to whom they report.

To be effective in today's business environment where (a) corporate and station hierarchies are being downsized and flattened because of industry consolidation and computerization and (b) intradepartmental teamwork and interdepartmental projects are more and more common, the authoritarian practices of managing down should be replaced by cooperative practices.  Also, managing up effectively is more pressing today because middle managers are being asked to do more with less in these profit-squeezing times.  They have to manage up effectively in order to achieve two important objectives that will make their jobs easier: (a) build trust and (b) expand their autonomy.

I you are a middle manager, in order to communicate with and manage your boss effectively, there are several things you must understand

1. That you are involved with a "mutually dependent relationship between two fallible human beings," according to J.J. Gabarro and John P. Kotter (1980) in an article titled "Managing Your Boss" in the Harvard Business Review.  This understanding includes the notion that bosses are probably more dependent on associates than associates are on them, which, in turn, means that bosses probably do not have any magical answers to problems, but expect their associates to come up with practical solutions that achieve the bosses' goals.  Don't underestimate the power that you have.
· Your bosses' work style.  Is the boss a listener, a reader or a talker?  Talk to listeners, write memos to readers and listen to talkers.  Do not get frustrated with talkers, but be patient and learn to ask the right questions.  Ask questions such as, "What do you think?" or "How would you handle this?"
· Your bosses' personality: (a) formal or informal, and (b) introverted or extroverted?  People who prefer formal relationships are often rigid (policy-, procedures- and rule-oriented), hierarchical, authoritarian, and need a maximum amount of control.  Surprises and deviations from plans drive these people up the wall.  People that prefer informality are often more flexible, trusting, and collegial.  Introverted people must be drawn out, and extroverted people will be more participative.  
· Your bosses' decision style?  People who are primarily judgmental primarily look at facts and tend to see arguments in black-or-white, either-or dimensions.  People who are perceiving are more creative, intuitive and tend to see both sides of an argument.
· Your bosses' goals, expectations and priorities.  People must understand very clearly what the boss's corporate goals are, so that all communication can be put in a context of helping the boss achieve his or her goals.  Next, it is imperative that people reach a mutual agreement with the boss about expectations--not only what the boss expects from them, but also what they expect from the job.  Finally, congruent priorities are imperative.  I believe that more people get fired because they have different priorities from their boss than for any other reason, including downsizing. 
· That you must keep you bosses informed.  Constant communication is vital, even with the most delagative of bosses.  The amount and style of communication depends on the boss, but everyone must understand their bosses' information needs and manage them accordingly.
· That you must use your bosses' resources and time wisely.  Don't cry "wolf" too often or intrude with what the boss considers trivialities (which the boss must define).  Don't be a high-maintenance associate.

 If there are any questions about what a boss's goals, expectations, priorities, information needs and time demands are, have a conversation with him or her and ask!  And to improve communications during conversations and with all of your co-workers, it's a good idea for everyone to take a Myers-Briggs test and discuss the results of the test and preferred work styles with all of your co-workers, especially your boss--your communications will improve dramatically if you respect each others' communication style.  You can order Myers-Briggs Type Indicator test from the Consulting Psychologists Press, 577 College Avenue, Palo Alto, CA 94306.
