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Managing Up, Down And Across
By Andrew Leach, MBA

Many managers focus on managing subordinates only. But this is not the only way to manage. This article will 

discuss the concepts of managing from above, managing from below, and managing across, and how these 

concepts can be applied to First Nations organizations.

Managing from Above

For years, most management textbooks focused on managing as the supervisor bossing the subordinate. This 

is often referred as managing from above, and is a very direct and explicit way to manage. For example, when 

you give your subordinate a work-related task, he should clearly understand he is obligated to follow your 

direction.

eĬƋĘŅƚčĘ�ĵ±Ĺ±čĜĹč�ŞåŅŞĬå�üųŅĵ�±ÆŅƴå�ĜŸ�åƻŞĬĜÏĜƋ�±ĹÚ�ÚĜųåÏƋØ�ŅüƋåĹ�ĜƋűŸ�ĹŅƋ�å±ŸƼú�FĹÚååÚØ�ĵ±ĹƼ�ĵ±Ĺ±čåųŸ�ĀĹÚ�
they spend too much time managing problem employees. Usually, 20% of your employees will give you 80% 

of your headaches (this is known as the 80-20 rule and can apply to a number of other issues, as well). 

�Ęå�ĀųŸƋ�ŸƋåŞ�ĜĹ�ĵ±Ĺ±čĜĹč�ƋĘå�ƖǈŢ�Ņü�åĵŞĬŅƼååŸ�ƵĘŅ�Ïųå±Ƌå�Ęå±Ú±ÏĘåŸ�ĜŸ�ƋŅ�±ÏÏåŞƋ�ƋĘå�íǈěƖǈ�ųƚĬåţ�cåƻƋØ�
ĵ±ĩå�ƋĘå�íǈěƖǈ�ųƚĬå�ƵŅųĩ�ĜĹ�ƼŅƚų�ü±ƴŅƚų�ÆƼ�Ƌ±ĩĜĹč�ŞųŅ±ÏƋĜƴå�ŸƋåŞŸ�ƋŅ�ĵ±Ĺ±čå�ƋĘåŸå�ÚĜþÏƚĬƋ�åĵŞĬŅƼååŸØ�
including:

• Focusing on their behaviours rather than their personalities

• Being respectful even when disciplining, and 

• Finding creative ways to motivate

Managing from Below

As a subordinate, you also have some ability to manage your boss. Really! The basis for this assertion is the 

ÆŅŸŸěŸƚÆŅųÚĜĹ±Ƌå�ųåĬ±ƋĜŅĹŸĘĜŞ�ĜŸ�ĜĹƋåų±ÏƋĜƴåØ�ƵĜƋĘ�ÏŅĵĵƚĹĜÏ±ƋĜŅĹ�āŅƵĜĹč�ÆŅƋĘ�ƚŞ�±ĹÚ�ÚŅƵĹţ�a±Ĺ±čĜĹč�üųŅĵ�
below is also expressed in the saying, “You cannot manage without being managed.” 

Now before you start telling your boss what to do, know that managing from below is more subtle than 

managing from above. 
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�Ęå�ĀųŸƋ�ŸƋåŞ�ĜŸ�ƋŅ�ƚĹÚåųŸƋ±ĹÚ�±ĹÚ�±ŞŞųåÏĜ±Ƌå�ƵĘ±Ƌ�ĵŅƋĜƴ±ƋåŸ�ƼŅƚų�ŸƚŞåųĜŅųţ�8Ņų�åƻ±ĵŞĬåØ�±Ÿ�±�Æ±ĹÚ�
administrator, you probably have at least one Chief and several councillors who are senior to you. Each 

åĬåÏƋåÚ�ŅþÏĜ±Ĭ�Ę±Ÿ�ĘĜŸ�Ņų�Ęåų�ŞåųŸŅĹ±Ĭ�ĵŅƋĜƴ±ƋĜŅĹŸ�üŅų�ŸĜƋƋĜĹč�ŅĹ�ÏŅƚĹÏĜĬţ�¥Ņƚ�Ï±Ĺ�Ĭå±ųĹ�ƵĘ±Ƌ�ĵŅƋĜƴ±ƋåŸ�ƋĘåĵ�
by asking each individual why they accepted a council position. Listen closely to their words and cues to their 

motivation.

kĹÏå�ƼŅƚ�ĩĹŅƵ�ƵĘ±Ƌ�ÚųĜƴåŸ�ƼŅƚų�ŸƚŞåųĜŅųŸØ�ƼŅƚ�Ï±Ĺ�ŸƋ±ųƋ�üų±ĵĜĹč�ƼŅƚų�ŅƵĹ�čŅ±ĬŸ�±ĹÚ�ĵŅƋĜƴåŸ�ƋŅ�ųåāåÏƋ�ƼŅƚų�
ŸƚŞåųƴĜŸŅųűŸ�čŅ±ĬŸ�±ĹÚ�ĵŅƋĜƴåŸţ�8Ņų�åƻ±ĵŞĬåØ�Ĝü�ƼŅƚų�ŸƚŞåųĜŅų�ĜŸ�ÏŅĵĵĜƋƋåÚ�ƋŅ�ĜĹÏųå±ŸĜĹč�åĵŞĬŅƼĵåĹƋØ�ĀĹÚ�±�
way to show how your proposed project will create jobs. 

�Ņĵå�Ņü�ƼŅƚų�ĹååÚŸ�±ĹÚ�čŅ±ĬŸ�ĵ±Ƽ�ĹŅƋ�ĀƋ�ƵĜƋĘ�±ĬĬ�Ņü�ƼŅƚų�ŸƚŞåųĜŅųŸű�ĜĹƋåųåŸƋŸţ��Ę±ƋűŸ�Ņĩ±Ƽ�±ĹÚ�ƋŅ�Æå�åƻŞåÏƋåÚţ�
But if you can capture enough of the right people, you have a better chance of having your needs met. Still, 

be realistic. You may have to adjust your aims to more closely align with the aspirations of key superiors. 

However, if you are diligent and creative, you should be able to meet both you and your supervisor’s needs.

Managing Across

Managing across involves managing people in similar-level positions as you. For example, a social director 

±ĹÚ�±Ĺ�åÚƚÏ±ƋĜŅĹ�ÚĜųåÏƋŅų�±ųå�ŅüƋåĹ�±Ƌ�ƋĘå�Ÿ±ĵå�ĬåƴåĬ�ĜĹ�±�8ĜųŸƋ�c±ƋĜŅĹŸ�±ÚĵĜĹĜŸƋų±ƋĜŅĹ�ŅþÏåţ

Compared to managing up or down, most managing across situations are indirect. Indeed, similar-level 

positions often have no formal reporting relationship between them. So why should we try and manage 

across? Because you often share similar challenges and can join forces to meet both of your needs. For 

example, regular interfacing with your peers can generate a lot of good ideas and opportunities. 

Similar to managing from below, you need to understand what motivates your equals when managing across. 

With this in mind, it is important to learn as much as possible about your peer’s area of responsibility. Look for 

ŸĜĵĜĬ±ų�ĜŸŸƚåŸ�ƼŅƚ�ÆŅƋĘ�ü±Ïå�ŅüƋåĹ�ƋĘåŸå�ƵĜĬĬ�Æå�ƋĘå�ĜŸŸƚåŸ�ƋĘ±Ƌ�ÆĜĹÚ�ƼŅƚţ

Managing across is not always an indirect relationship. Consider Chief and council positions, for example. 

Each of these positions usually has one vote on council. Thus, every elected position, including the Chief, will 

ŅüƋåĹ�ĹååÚ�ƋĘå�ŸƚŞŞŅųƋ�Ņü�ŅƋĘåų�ÏŅƚĹÏĜĬĬŅųŸ�ƋŅ�čåƋ�±�ŮŞåƋ�ŞųŅģåÏƋŰ�Ņý�ƋĘå�čųŅƚĹÚţ�FĹ�ƋĘĜŸ�ŸĜƋƚ±ƋĜŅĹØ�ƋĘå�±ÆĜĬĜƋƼ�üŅų�
ÏŅƚĹÏĜĬĬŅųŸ�ƋŅ�±ýåÏƋ�å±ÏĘ�ŅƋĘåųűŸ�ĜĹƋåųåŸƋŸ�ĜŸ�ƴåųƼ�ÚĜųåÏƋţ�FƋűŸ�ĩåƼ�ƋŅ�ÚĜŸÏƚŸŸ�å±ÏĘ�ŅƋĘåųűŸ�ÏŅĹÏåųĹŸ�ÆåüŅųå�ĵ±ģŅų�
ÚåÏĜŸĜŅĹŸ�±ųå�ÏŅĹŸĜÚåųåÚØ�±ĬĬŅƵĜĹč�ƼŅƚ�ƋŅ�åŸƋ±ÆĬĜŸĘ�ƋĜåŸ�±ĹÚ�ĀĹÚ�ÏŅĵĵŅĹ�čųŅƚĹÚţ

Now some people may think managing down, up and across are manipulative. These skills certainly can be 

abused and some people do misuse them. Watch out for them! But in reality, you are trying to create win-win 

situations with colleagues. And, frankly, that is the bottom line with managing people, up, down or across. 


