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Sometimes it is difficult to establish relationships with more experienced subordinates. So what do you need to know in order to competently manage the experts?
So, you got the position of the top manager, which you have been dreaming about for so long, or you were appointed the leader of a large multi-functional project. It would seem that the goal has been achieved, but there is one "but". You will have to work with the most unpleasant employee in the company, which is also part of this project: he is much older and more skilled than you, he has an excellent understanding of the processes and vast experience behind him. And let us immediately admit that he is not delighted that he will be managed by a man much younger than himself. And how in such cases to lead an expert when you are not yourself? A young leader is a rarity. Not every company can boast of a young and enterprising top manager - conflicts and tension in relations with older colleagues are almost inevitable. Moreover, disagreements are a test of the leader's professionalism, and the ability to overcome such situations is an important lesson that should be learned as early as possible on your career path. That's why I would like to give some tips to help you manage the experts, not being one of them.
Do not be afraid of experts
You should respect the competence of your colleagues and partners and, at the same time, do not attach excessive value to their estimates, which is certainly not easy. First you need to decide on the roles: you are the leader, and the expert is the consultant. Two things follow from this: first, the responsibility for the final result rests with you, not with the expert; secondly, the expert is called upon to help, and not to interfere. Having built such a model in your mind, you can gain the necessary confidence so that in principle situations you can say "no" to the expert's opinion. If it seems to you that you are purposefully leading to a dubious decision, remember the first rule: the entire burden of responsibility for the final result lies only on you.
Understand the subject of expertise to build your knowledge
One of the common mistakes of young professionals is the reluctance to study related disciplines: finance, sales or logistics. In fact, most spheres are built not on academic knowledge as such, but more on a common sense. Try it, and you will be amazed at the number of things you can learn from your colleague from the next department, asking him at dinner about the essence and tasks of his work.
Having taken the position of a top manager in one of the leading shampoo companies, I was at the highest position compared to my peers, without having the slightest idea of ​​managing finances in a post-crisis hyperinflationary economy. Instead of taking up a circular defense, I headed straight to the senior financial manager and asked him to teach me how to work with finances. He was very pleased with my modest approach, he also liked to teach me what he himself knew very well. In the future, I applied the same method of training to other areas - logistics, public relations. What could be better than learning from the experts themselves?
Do not be afraid to challenge an expert on the territory he knows
This is one of my favorite quotes from Colin Powell (65th US Secretary of State). If you manage to comprehend the sphere deeply enough, then you can offer solutions to problems. Your competitive advantage will be a fresh look at the problem, unlike the expert, whose view is often "washed out" and dogmatized to some extent.
Discussing the issue of pricing in the same company for the production of shampoos, I, catching the astonished views of the chief financial manager and sales manager, suggested a controversial decision in their view - to raise the price after the crisis in relation to the main competitor and reinvest in marketing. By this point, I have already studied the sensitivity of prices quite well and set an ideal level above a certain price range. Moreover, our brand would be the most advertising receptive in the market and from the increase of marketing expenses we could only win. When asked by the sales manager about my experience before taking this decision, I replied: "I just know how to think." In spite of everything, we realized my offer and got a record profit without losing market share in the year of crisis. This technique has raised my reputation in a professional environment, but most importantly, has taught me a lesson for life: it is necessary to properly prepare before arguing with experts.
Manage, manage and manage again
Many top managers try to adhere to the policy of protectionism and take as many experienced colleagues as possible in their team, as this, in their opinion, protects the business from troubles and reduces risks. But often, when it really comes to risk or crisis, experts tend to be more inclined toward people willing to take on full responsibility for managerial responsibility.
My personal experience in large international companies - and in famous shampoo brand, in the world pizza delivery chain and one of the leaders in electronics production - suggests that experts do not like to debug processes and gladly delegate this task to top managers. It is in this matter that you can help them with the help of "management management" - a thing that experts often do not engage in and neglect. One of the important requirements for a top manager from the earliest stages of work is the development of influence skills. By mastering these skills, you earn "reputation points" in your organization, giving partners a good reason to follow you and respect.
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