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99-04-30 / KS-ksch
von Dave Adams per Email an Herrn Schlecht.

Pop your head in the door for effective management.

About a year ago, when it was obvious that travel expenses had run out of control at our company, I ordered an across-the-board 15% cut in everyone’s travel budgets.

There was some debate among the senior management team about the best way to ensure that this sweeping cut was enforced. In the end, we decided each manager could implement the cuts in whatever way he or she saw it.

It was interesting to watch this process unfold. Some managers ordered up complete spreadsheets outlining their subordinates´ spending. Then they called a group meeting to evaluate the best places to cut. Others used the spreadsheets to meet one-on-one with each subordinate with the stated goal of cutting each individual budget by 15%.

A third group of managers took a much less rigorous tack, using what I like to call „doorframe management“. They popped their heads into each of their subordinates´ offices and more or less said, „We have to cut travel by 15% this year. Make sure you do your part“.

Each approach is valid in my view. It depends on the personality and psychological makeup of the manager. But I have to admit a secret preference for the „doorframe manager“ approach that can accomplish in a few minutes what others require days or weeks to do.

Doorframe management is risky. The message doesn’t always get trough.

Some employees equate the seriousness of a command by how seriously it´s presented.

Calling people into a meeting to review documents that have clearly taken a lot of time and effort to assemble suggests a different level of seriousness than popping your head in the doorway and asking them to do something. The doorframe method is so casual and offhand, it almost begs to be treated casually.

Some subordinates regard the doorframe approach as another sign of the boss´ ficklesness. They ignore the command because they expect it to be rescinded the next time the boss pops in.

Finally, there are those who cant absorb a simple message so simply presented. Before they can accept the order, they need to know the reasoning behind it, who’s responsible for it and so on. You have to compose a corporate history of travel spending at your company to convince these people there’s a problem.

As I say, the doorframe approach is not a sure thing. To make it work, you need to understand the people who report to you, how they digest information and how well they listen to you. A doorframe manager needs doorframe employees.

The reason I like doorframe management is what it says about an organization. It says there is trust between managers and their employees. It says they can communicate in a corporate shorthand that quickens everyone´s response time.

It says something of all, it says bosses and employees are on the same wavelength. Bosses understand how much their subordinates need to know. And subordinates know, without hesitating or questioning why, that they should be paying attention.
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