The Third Hierarchy (Draft)
Introduction
This article is written for men and women entering the workforce for the first time.  Its purpose is to help you avoid the common personal and professional disasters that most often occur to “newbies”.   Its origin is in lectures I have given to MBA students at Saint Joseph’s University and Philadelphia University and is based on my thirty five years as a corporate “turnaround” specialist.

Questions: 
1.) Why do the first few years in the business world often contain the hardest
      most painful learning experiences for all of us?  
2.) Is there a way to prepare for them? 
3.) Minimize them? 
4.) Avoid them?
Answers:

1.) You will find the answer below.

2.) Yes.

3.) Yes.

4.)  Yes.
The First Hierarchy

We all enter this world as pretty much a blank page.  Although some say our learning may actually begin before we officially arrive.  Nevertheless, once we have officially arrived our learning begins in earnest.  Recent studies have shown that long before we have any verbal or even fine motor skills we are absorbing huge amounts of information; reading facial and physical cues; learning cause and effects in both the physical and psychological realms.  Once we are able to actually communicate and move around on our own, the learning accelerates exponentially.
As we move along the development curve, among the many things we learn are the “rules”.  We find some behaviors can bring a shocking experience to our posteriors.  We also learn that some behaviors get us hugs and kisses – which feel great. And over time we learn the consequences of the more subtle behaviors in between the two extremes.

It is an intense and exciting time for us, and no doubt for those around us teaching us the rules of the road in this incredible place into which we have been introduced.  If we are among the fortunate, we find we are cherished, protected, cared for.  If we are less fortunate, we quickly learn the rules that will result in the least discomfort in that environment.  Our brains are incredibly robust computers with pleasure centers, pain centers, logical processors, huge storage (memory) capacity and some built in Darwinian survival and self protective reflexes/instincts.
Hence, from our family of origin our first internalized set of rules of life emerges.  We learn limits.  We learn that a loved one may get very angry with us, but will likely forgive us our transgressions, and most likely will still love us.  If we are fortunate we learn that our parents look out for us.  They try to arrange the world for us to make our lives more comfortable and safe.  If we have siblings we may find we can share secrets with them we might not share with our parents … especially if what we have confided might violated one of those life “rules” (“Do you think they’ll notice that chocolate chip cookie I wasn’t supposed to eat between meals, is missing?”)
The Second Hierarchy
OK, now that we have learned the rules of the road, got this life thing all figured out, our parents pull a fast one us.  Day care or pre-school or kindergarten … who are all these people?  Now what am I supposed to do?  Well, let me try what I know …

Up to this point we have learned the etiquette of “family”:  The rules, regulations, expectations of behaviors of others, and what others expect of us in that environment.

OK, it worked there, this is all I know.  But Mom, Dad, brother/sister are not here to do what they do … so I’m on my own.  I am not really ready for all this.  I am a little (a lot?) scared.

And so it begins.  Socialization outside of the family.   A brand new scary learning experience.  The grown-up is called “teacher” here.  OK, I understand that.  The boss.  Looks after us.  Teaches us things.  Probably enforces rules – whatever they are here. But what about these other little people? 
Here we are introduced to a new creature – a “friend”.  He/she is not my brother or sister or cousin.  But, now that we have talked, I find out that he/she is a little bit scared too. Just like I am.  We find we actually can comfort each other, and we now look forward to seeing each other each day. I’m feeling a bit better now.
And over time the teacher emerges as pretty much what we expected.  A bit less huggy than mom/dad, but we find as long as we do what he/she says, and follow the rules, things seem to work out OK.  

On the other front we will most likely find the number of “friends” has tended to increase with some ups and downs.  Interactions become more complex and what emerges is a somewhat different set of “rules” … rules of etiquette, the etiquette of the Second Hierarchy, containing the most important and newest concept “friendship”.  
By trial and error we find some behaviors that worked at home, are disastrous in dealing with friends.  We find there are behaviors for which a friend may never forgive, but would be forgotten in a minute at home.  We find there are secrets we will share with friends that we would never share with our parents.  Things that we would do or say with our friends we best not do or say at home – recalling a stinging bottom from that no so distant past.  The test of loyalty that goes into finding a “best” friend has no direct equivalent at home.  Errors in judgment in this Hierarchy, will not likely result in a painful posterior, but, as any teenager will tell you, can result in pain substantially more debilitating.  Hopefully that pain is short lived.  It will be a learning experience in any case. 
Navigating this “Second Hierarchy” is an essential skill required in readying us for our lives in the world.  We learn that it is similar in some aspects to our “First Hierarchy”, but as briefly touched on above; there are also significant differences which we will internalize as we grow.

OK, we’ve survived our first 18 to 24 years.  Got it all figured out.  We know just about as much as we need to know about the world.  It’s really hard to believe how these old geezers have screwed things up.  But with some effort, we can tolerate those out dated, old fashioned, un-hip (if they still use that word) folks, and we are now ready to strut our stuff in the world.  (Boy, are we in for another surprise!)

The Third Hierarchy
The age you actually enter the world of work really doesn’t matter.  What follows applies from a high school graduate to a PhD.  The pitfalls are the same.  Moreover, my limited research has shown there is no course work directly on point.  So here we go.
We enter the world of work knowing the etiquette of the first two Hierarchies.  Our sense of self, our knowledge of the “rules”, and our optimism are about to be tested.
First let me set the stage.  You are about to enter the Third Hierarchy.  You have never been in one like this before.  You will find you are ill-prepared for it.  In the first two Hierarchies the results of breaking the “rules” usually did not cause permanent damage (unless you do something horrible/criminal) and in fact testing a limit or rule is often an essential learning experience.  You are about to learn as you enter here, you do not know the “rules” in this new Hierarchy, yet here you are, expecting, and expected, to navigate it immediately.  Those who trip and fall early will be noticed by all.
The Third Hierarchy – The Crucial Differences
The critical difference in the Third Hierarchy is that this structure is based on economics – money; the quest for it. It is money that is the underlying driving force that keeps everyone in the organization.  Moreover, money is directly related to “status”; that is; the higher you are in the organization, more money will likely come your way.  Directly associated with status comes “power”.  So here we have “money, status and power” as primary motivators in this Hierarchy.  

Please understand the obvious – it is the critical difference from where you have been:  Most people go to work because they have to.  They have bills to pay.  Children to be raised, fed, educated.  Mortgages or rent to take care of.  Material things they wish to own.  Leisure time they would like to pursue.  Perhaps even charitable things they wish to support.  All of it takes money.  We understand some of this from the earliest memories of our First Hierarchy.  Dad and/or Mom going off to “work”.  Somehow the things we had or wished for all were related to “work”.  And now, my gosh, its our turn to “work” – perhaps just to maintain ourselves, but more often to maintain others as well.  And so it is our turn to step up to bat.

So, you finally get a job offer, take a deep breath and there you are.  Again, you must understand that the structure you have entered is economic in nature.  Each employee is there to contribute to the accomplishment of the economic goals of the organization.  They give of their time and talents in exchange for money on which to live. Therefore all of the relationships are economic relationships.
   You will be spending eight hours a day – maybe more – interacting with these people.  
Initially in dealing with these new people your approach to them will naturally arise solely out of the tools of etiquette you have learned in the first two Hierarchies.  Your tendency will be to “make friends” out of your co-workers.  (Didn’t you make friends in that first strange environment into which your parents thrust you?  Didn’t it make you feel better?)
And what about those “supervisors/managers” – the ones who approve your vacations, assign you tasks to complete, write your performance reports, approve your raises?  Don’t they take on some of the attributes of parents or teachers – the only other authority models you have to go with?

You drop into a ready made structure.  People and processes already in place.  You have no say or choice in any of this to start with (save to accept the job offer).  As you look at your new environment you will have an immediate set of new relationships in this context. Teaching Point:  All of these relationships are artificial.  Some of these people you would not choose as friends nor wish to spend time with outside of work.  Some you might.  Some you may get very close to and even begin to socialize with.  But remember you are in the Third Hierarchy and I have been more than hinting that some things are very different here.
The problem is – we don’t, and cannot, learn these rules at home – in The First Hierarchy; we don’t, and cannot, learn these rules with our friends – in The Second Hierarchy.  Look, you accepted the rules of the First Hierarchy didn’t you?  You learned the rules of the Second Hierarchy “on-the-job” with occasional pain didn’t you?  My position is that the Third Hierarchy is neither better nor worse than the first two.   It is simply different.  To be successful there, or simply to avoid the pitfalls, you will certainly face, just as in the first two Hierarchies, you must have some idea of the “rules”.  You must accept this environment for what it is and not what you wish it to be.  It’s not amoral or moral for that matter.  I say again, it is what it is.  Learn the rules and little will surprise you here.  Apply the rules of the First or Second Hierarchy to situations that look similar in the Third Hierarchy – at your own peril.
I can guarantee you that pain, and possibly professional disaster, await those who forget they are in brand new place.
Some Do’s and Don’ts and Why Nots
OK, that’s enough preaching.  Let’s get specific.  Below are some Do’s, Don’ts, and Why Nots that may help drive home some of the notions outlined above.  No, the list is not meant to be exhaustive.  I could make this list longer if I tried, and you would stop reading well before the last page.  So here’s just a taste for you.

Look, we are all on our best behavior at the times that clearly call for it.  It’s unlikely that you would put that lampshade on your head in the office.  However, supervisors would find it useful to know what’s really behind that efficient game face you have on at work.  Where are the chinks in that armor?  (Your potential competitors for that promotion or key assignment might like to know it too.)

Perhaps the most important thing you must know before your first office party, or night out with your co-workers:  if you are spending time with people you know in the Third Hierarchy and that is:  !!YOU ARE ALWAYS ON!!   
By that I mean everything you do, everything you say will eventually been seen through the lens of the Third Hierarchy; that is, what does or could a specific behavior mean in a business setting or how it might be used to someone’s advantage or to your disadvantage.  If after your third drink, you believe you are in the Second Hierarchy with your “friends”, and you act out at the bar; you make a fool of yourself by getting sloppy drunk; make a pass at a work mate or, heaven forbid at a subordinate, the impact on you in your work environment could be fatal.  (Most likely no one in your Second Hierarchy would have thought much about it – but you are now in the Third Hierarchy.)
Most newbies are in their greatest danger at the first major off premises shin-dig --- the infamous “office party”.  Fresh from campus, or fresh out of the Second Hierarchy, that party atmosphere feels awfully familiar, doesn’t it?  RED ALERT!! RED ALERT!!
This is the Third Hierarchy.  Remain sociable.  Responsible.  Friendly. Good natured.  Respectable.  (There is a balance between being considered a stiff and an idiot.  Think about it.) However, let me assure you, becoming the center of attention at one of these affairs will mean you have probably set your career back a notch or two.  Don’t do it.  You have probably already seen or heard about how this guy or that gal crashed and burned at one of those affairs; usually by exhibiting a behavior, that when viewed in a business context, showed some pretty poor judgment – even though everyone got a good laugh at the time.  Ooops!  Again, when with people with whom you work, you are always on.  Enough said.
Office gossip and complaining.  Short answer: don’t get sucked in.  If you think someone at work is a moron, a nasty SOB, a back stabbing &%# -- adjust your behavior in dealing with that person as best you can, you do not share your opinion with co-workers.  If you are approached by a “friend” at work who complains to you about that rotten so and so and then asks your opinion, what should you do – especially if you agree?  Answer: “…gee, that sounds awful, maybe he/she was having a bad day …. I don’t really deal with him/her that much … but thanks for the heads up …” and then change the subject.
Why not just agree and comfort each other like you would in the Second Hierarchy?  Because, everyone and anyone in the Third Hierarchy may have an impact on your next promotion or assignment now or in the future.  Having a reputation as someone who doesn’t carry tales or gossip, who appears to give those around him/her the benefit of the doubt will serve your personal interests better in the long run.  If you become known as someone who will talk behind someone’s back, someday that person in whom you confided or with whom you agreed, may think “… gee, she/he could do this to me someday.”
You probably learned in the First or Second Hierarchy that helping a family member or friend is a good thing … and of course it is.  How about this Third Hierarchy example:  You are at lunch and have been chatting for several days with someone from another department that interacts with yours.  At today’s lunch she confides in you about a problem she has been having in getting her work done.  You think about it and give her a very helpful suggestion, for which she thanks you.  You leave lunch feeling pretty good about yourself.

Two weeks later, out of no where your supervisor storms into your cubicle/office and asks you what the hell you think you are doing making him look bad.  You almost faint.  What is going on here?

What you didn’t know was that your boss and her boss report to the same person.  The entire problem could have been solved much earlier if your boss had thought of it.  Instead his competitor for that next promotion got the credit, and the idea was traced back to you.  Unbelievable?  Nope.  Well how the hell would a newbie even think in these terms?  

Let me push this one step further.  You are working in the Third Hierarchy.  When is it appropriate to “Cc” your boss on an outbound piece of correspondence?  When is a “BCc” appropriate?  When does it not matter?  What the hell am I talking about?  I will tell you understanding this set of Third Hierarchy rules can make a huge difference in your career if you get this wrong.  Scary, huh?  Where do you learn this stuff?  As you begin to really understand the Third Hierarchy, these answers become clear.

Here’s another sad but true example: Gail and May had been close “friends” arising out of working together in the Third Hierarchy for almost five years.  They even began socializing.  Then the unthinkable.  Both were in line for a promotion and each was called into interview.  The supervisor asked May what she thought of Gail, and May was effusive in her praise.  When the supervisor asked May if she saw any problems with Gail getting the position, May pointed out that Gail does have some baby sitting problems that may limit her ability to work overtime.  May got the job and the more money that went with it.  The “friendship” died on the spot.  Gail’s mistake?  Sharing personal information that could be adverse to her interests in the Third Hierarchy.  But May was my “friend”.  How could this happen?  There is no direct equivalent to this reality in either the first or second Hierarchy.  However it permeates the Third Hierarchy for all of what should be obvious reasons. 
This appears to be petty back stabbing.  However, if you forget the real reason everybody reports to that building every day, you will be the victim more often than not … until you learn the etiquette of the Third Hierarchy.  I have found that if they survive, most folks have figured most of this out by the time they get to thirty.  Some optimists, never figure it out, crash and burn, or become petulant complainers about how unfair and distasteful it all is.  That angst can almost always be traced to the hope/expectation “delta” between the First and Second Hierarchies and the realities of the Third Hierarchy.

So please don’t be surprised that if it ever comes down to direct competition between you and one of your new found Third Hierarchy “friends”, you can always expect your “friend” to act in his/her self interest first.  They might even feel a pang of guilt for a moment … but just for a moment.  After all there is money and career advancement at stake.  “What did you expect me to do?” 
You will find this “competition” and acting out of self interest is pervasive in the business world.  The behaviors and consequences are so well known that they have their own appellation.  You will often hear reference to the collection of behaviors as “… well that’s ‘Corporate America’ for you”.   It is usually a pejorative reference.  It speaks to the reality and the power of our acting first out of self interest.  My quibble with the appellation is that America has no monopoly on this collection of behaviors.  Moreover, any organization where money, status and humanoids exist will operate by the same principles on any continent.  It is simply The Third Hierarchy.

How to Live Long and Prosper  -- Summary
“This sucks.” is what most readers might feel by now.  Who needs this?  I’m going to do missionary work!  … and some do.  For those of you who have already run the gauntlet, at best this short paper is a refresher; at worst a big “Duh?".  I’ve placed this in stark relief specifically for the “newbies” for whom I wrote it.  A short list:
· You are always on.  No lampshades on your head at office parties or gatherings that contain other members of your Third Hierarchy.  No dancing on the tables.  No promiscuity, getting smashed, becoming the center of attention.  No cleavage showing … male or female!  And heaven forbid never hit on a subordinate.  Watch your mouth.  Clean up your act in these situations … always.  Get it?

· Never … never get sucked into office gossip with your “friends” at the office.  Do not complain about the mangement, co-workers, cubicle size, or even the color of the carpet (seriously, it may have been your boss that picked it and loves it and your criticism can be viewed as a direct attack!!) to anyone in your Third Hierarchy.  If I get to it below, there are some simple sentences you can use to deflect those invitations without seeming aloof.
· Do not discuss your compensation with anyone in your Third Hierarchy.  This is a short road to distress.  You may get or give news that can be extremely disruptive to the organization and it will really piss off your boss.  Management decides who gets paid for what and why.  A newbie galumpfing around in this area gets branded as a naïve trouble maker.  Don’t do it!

· Never shout or ever lose your temper in your Third Hierarchy.  To do so can be fatal.  You must always be sober and steady even when all hell is breaking lose. (This takes self discipline and keeping the Third Hierarchy RED ALERT light flashing in the front of your mind.).  The perfect analogy is that of a swan gracefully navigating choppy waters.  Nobody knows she’s paddling like hell below the water.  You’re the swan.
· Always observe the CC and BCC rules.  (I’ll get to that below.)  This one is a killer.  Send some letters, or e-mails, outside of your boss’s chain of command or area of responsibility without an appropriate CC or BCC can get you fired, demoted, transferred to Siberia.  The converse is also true.  Incorrectly CC or BCC your outgoing correspondences with the same results.
· Go the extra mile.  Self starters, problem solvers with good interpersonal skills get noticed.  Staying late to finish work when necessary without being asked is a good way to show loyalty to your boss’s interests.  Coming in early from time to time is a good thing in the Third Hierarchy.  Everyone likes a bargain.  If you are getting paid for forty hours and you give your boss forty one hours, he/she will notice it and love it.

· Avoid the “I” and “Me” words.  When appropriate, talk in terms of the goals of your Third Hierarchy – the “We” word, the “team” and working together to “get it done”.  (I know this sounds like sucking up.  Remember where you are and the real reason you are there.)
· You will always be a gentlemen/lady in the Third Hierarchy.  Courteous and polite.  You can and should be helpful to your work mates in the obvious ways, but you are not required to do their work for them. 

· Clothing:  (This one is tricky for any male writer, but it’s extremely important that I get this one out there.  He goes.)  Ladies: no cleavage showing; no fishnet stockings; no super short skirts; no DPL (or is it VPL?).  Dress business professional.  I’m sure you (or your mom) know what I am getting at here.  Being really sexy may be great in The Second Hierarchy.  Uncovering it all at work may actually tend to cover up the most important asset you can have in The Third Hierarchy … and that is what’s between your ears. Guys: clean up your act.  Look professional.  Figure it out!
· If you have a really good idea and have thought it all the way through, giving it away for free to a co-worker is a mistake. Bouncing it off your boss is the way to go.  Just don’t go bouncing into his/her office every 15 minutes with something new.  You’ll look like a jerk.  Some common sense here is required.  I can’t teach you that.

· Do not lie about work related matters … ever.  There is no equivalent to the “dog ate my homework” in the Third Hierarchy.  Getting caught once in a lie at work can be fatal.  Blow your credibility in this Hierarchy and you have set yourself back.  Don’t do it.  It is much better to admit you screwed up or forgot then to make something up thinking you have to cover your … posterior.
· Keep your private life private.  It is so tempting to share your personal trials and tribulations with your “friends” in the Third Hierarchy.  You always did that in the Second Hierarchy didn’t you?  You do so in the Third Hierarchy at your own risk.  If it ever come back to bite you, remember I told you so.

I’m going to put this down for a while.  I really wrote this for my daughter who is entering the Third Hierarchy.  But what do I know?
� For those of you have read my article “Up to and After the Fall … Confessions of a Turnaround Specialist” (found at www.rpfinc.com), the Issues discussed here are always “Symptomatic” Issues.


� As a turnaround specialist: an employee is worth keeping if the total “contribution” he or she is making to an organization exceeds that employee’s total “cost” to the organization.  In this plain statement you should begin to understand the comment “Its business, not personal” when an employee is terminated.   (--  and not the way the Sopranos would mean it and do it.)








