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Introduction

This booklet is for people newly promoted to a supervisory
position, and also for experienced managers who went to recap
and take stock of their own skills - and address the skill-gaps. |
invite you to evaluate yourself and your abilities with regard to
the topics we'll cover.

It is also to give to a team member who is about to be promoted,
or even just to leave around the office to let your staff know what
you are trying to achieve!

In this short booklet we will be putting management under the
microscope, specifically, taking a close-up view of people
management. This will fall into three areas:

Firstly, there are the key management skills, like empathy with
your team; how to motivate them; and building loyalty.

Secondly we will be looking at delegation, training and
decision-making plus a few tips on how to stop worrying!

Finally there's a section that will cover some of the questions that
keep coming up on my workshops - the 'FAQs', (frequently asked
guestions).






PART ONE

What is a manager?

Management is a very broad topic so perhaps we should begin
by establishing a definition, especially as there are probably
almost as many definitions as there are managers.

My working definition, which | use on my 'Introduction to
Management' workshop, is this:

Someone who has the authority to change or
influence the operations of an organisation within
a specified area

An alternative definition (from the many available) might be:

Management is getting results through the best
use of people and resources.

What qualities does a manager need?

The practice of management requires a broad mix of talent and
temperament; for example a manager must be administrator,
arbitrator, form-f iller, mover, motivator, planner, PR officer,
report writer, scapegoat, teacher. He or she must have (or
develop) empathy, assertiveness, compassion,
cool-headedness, passion and cunning ... and that's just for
starters!



Good managers are the result of training and experience. What a
pity that we seem to give them loads of experience but very little
training! People are frequently promoted to management
positions and then they are expected to have something in their
genes to provide the skills! "Harriet is doing such a wonderful job
in Accounts - let's put her in charge!" Poor Harriet - a great
bookkeeper but what kind of manager will she make?

What are the key skills a manager requires?

We cannot cover everything in a short booklet, so what you will
read here is not exhaustive. | have chosen to cover those things
that | have found especially important in my career. Others may
put the skills in a different order of priority - or maybe even miss
some out completely.

Remember that whatever anyone tells you is simply an opinion
and an unchallenged idea can be dangerous! This booklet is my
opinion together with some ideas gathered from others.

Analyse and consider what you read. If it makes sense, try the
ideas out. And if you find they don't work for you - stop using
them!



Empathy

The manager needs to be aware of how the individual members
of the team will react to circumstances - change of working
methods, crises, promotion. The only way to reach that state of
empathy is via successful communication.

George Bernard Shaw said:

‘The greatest problem of communication is the
illusion that it has been accomplished.

How can we change that illusion into reality?

A successful communication is one that is broadcast, received,
understood and acknowledged. Acknowledgement is one of the
vital elements so often left out of the equation.

How often have you repeated something only to be told, 'l heard
you the first time'? So how come they didn't let you know? Why
didn't they acknowledge your communication? It is unlikely that
you will create empathy if you weren't listening in the first place.

'Listening' covers receiving information in all forms as well. Most
of us are not practised at listening - we are either talking or we're
waiting to talk! A good exercise, for both the new manager and
the experienced one, is to listen. Having listened, pause to reflect
before answering. This does two things:

It stops you making a fool of yourse If by leaping in without
thinking.

It demonstrates to the other person that you are doing them the
courtesy of taking them seriously.



Feedback

Another aspect of communication is feedback. Constructive
feedback has an enormous influence on performance - not just
the team's performance; feedback helps the manager as well.

Feedback means both the giving and receiving of information
about the way someone is performing in the workplace. A
manager should welcome feedback from the team on how he or
she is performing and should always be giving encouraging
feedback to individuals. Feedback should also be consistent -
not dependent on how you feel!

If you have an argument with your partner over breakfast, does
everyone get it in the neck that day? Or conversely, if you feel
great after your holiday, does everyone get away with murder for
a week or so? This merely creates confusion. Consistency is the
key.

The aim is to reinforce appropriate behaviour and to change
inappropriate behaviour. The way to do this is through balanced
praise and criticism. One of the problems our culture creates is
that we tend to focus on what went wrong and ignore what went
right!

Have you read 'The One Minute Manager'? Adopt the strategy of
catching them doing something right - so that you can praise
them. If criticism is necessary try to find something you con
sincerely praise before you go on to the criticism part!

If you f ind it dif f icult to find anything to praise, at least give
them the benef it of the doubt and praise their endeavour!



A point to remember - in an entirely different context -Winston
Churchill once said that a speaker has thirty seconds to grab his
listener by the throat. That's about how long you have to get your
message of criticism across before your listener switches off, so
keep it brief and then you can go on to discuss the solutions.

What about the content of feedback?

Content needs to be specific. "You did a great job," or "You did a
lousy job," is not helpful. Let them know exactly how they did a great
or lousy job. If the feedback has to be negative, put a positive slant
on it. For example, "I think you would get on even better with clients
if you smiled more often," rather than, "Try not to look so miserable
all the time."

Get your feedback in as soon as possible after the event. Praise, or
criticism, loses impact as the memory fades -and the memory fades
fast.

Be on the lookout for opportunities to give feedback. Give it
frequently. Tell them what you liked, or disliked, and why. Make sure
you communicate clearly and with sincerity. Get the other person to
show they understand -through acknowledgement.

What about feedback for yourself, for the manager? How do you
generate that?

Ask for it! Let your team know that you welcome positive and
negative feedback on your performance. Look on all feedback as a
contribution - even if it is not meant that way.



Explaining

Another aspect of communication is explaining, explaining why to
your team.

Why their job exists and how it fits in and contributes.
Why you're asking them to work late.
Why they didn't get the bonus.

Why you want them to move to Wigan. (No offence intended -
there's nothing wrong with Wigan!)

Explain everything honestly, and make sure they understand,
and then listen when they answer. Encourage them to speak.
Maybe they can explain some things to you!

You shouldn't worry unduly about this communication thing.
Since most people are bad at it, you only need to improve your
communication skills a little to become noticeably more
accomplished than those around you. If you can train your team
to be better communicators, you'll shine throughout the
organisation!

A manager is only a manager if he or she has something to
manage. So let's look next at the main points about dealing with
team members.



Loyalty

The first thing you must do is to win their loyalty. Loyalty comes
with honesty. If you are scrupulously honest with your team, they
will reward you with loyalty. A good tip is to always assume that
they are on your side - because they are, unless you let them
down. If you're ever in doubt - be sure to give them the benefit of
that doubt!

Loyalty also comes from acknowledgement and respect, so
praise often and publicly. Criticise seldom and in private.
Remember PIPRIP - praise in public reprimand in private. Don't
embarrass them in front of their peers - except to embarrass by
your praise! (Even if they are embarrassed though, they'll find
praise very motivating)

We've just mentioned motivation, so let's take a look at that right
now.



Motivation

Peter Drucker (management guru) says we know nothing about
motivation, we merely write books about it.

One interesting theory contends that there are two types of
people when it comes to motivation - those that are motivated by
achieving (happiness, rewards, satisfaction and so on) and those
that are motivated by avoiding (unhappiness, loss, pain, etc). As
is usual with this type of thing, we all appear to be a mixture of
the two types with one predominating.

Expanding on this, one model is that people are initially
motivated by avoidance and are then subsequently encouraged
to continue by achievement. This has been expressed (by Peter
Thomson, business guru) as:

Away from (Avoiding) motivation .... is a catalyst for action
Towards (Achieving) motivation ... is a catalyst for continuation

When it comes to team management, my method is to major on
the carrot and avoid the stick. | prefer to reward the correct
action or behaviour and ignore, so for as it is possible, the
incorrect.

Bear in mind that 'reward’' need not mean only money.

We all talk about money every day - we appear to be obsessed
by the stuff, and yet, when surveys are conducted, money hardly
ever f igures high on anyone's list. Though, when asked, "What
do you think other people find important”, money almost always
comes at the top of the list!



Napoleon once said, 'l have discovered an amazing truth: men
will die for ribbons." He was, of course, referring to medals and
similar honours. Recognition is what people crave most and that
is often all the reward that is required to motivate, (though a nice
bonus or a promotion is always welcome as well.)

To recap then; empathy, generating loyalty and motivating your
teams are among the key management skills.






PART TWO

Delegation

Delegation also ranks as one of the most important skills to
master.

In fact many would argue that it should come f irst in the list of
key skills. If you can't delegate, how on earth are you going to
find time to do all the other things this booklet recommends?
Significantly, Price Waterhouse (a top accountancy firm)
identified, as one of the key reasons why companies failed or
underperformed:

management inability to delegate.

What exactly then do we mean by delegation? We need a
working definition. We're not talking about dumping the dirty jobs
on someone else! Or dumping everything and going off to play
golf. A working definition, then. It could be something like:

"Entrusting a team member with a defined amount of power to
act on your behalf."

The major problem with delegation is actually that so many
people refuse to do it! Managers are reluctant to delegate.
Why is that?



Some of the reasons | have been given are:

It means letting go of control

Too busy

‘They might get it wrong."

"One-off job - take too long to explain
Enjoy doing it

No confidence in team

N o g0 b~ w0 DdPF

"No-one can do it as well as | can."

None of these stand up to scrutiny however!

1.

Take Number one - letting go of control. You're delegating,
not abdicating! You still have ultimate control and you must
set up reporting systems to ensure that it stays that way!

. Too busy. Or do you simply need to look busy? If you truly

are too busy, then you aren't delegating enough! Like | tell
people about time management - if you're too busy to attend
one of my workshops, it's essential that you do!

They might get it wrong - and I'll get the blame! Your job is to
make sure they don't get it wrong - and to take the blame if
they do.

One-off job - that's a short-term philosophy. One-off jobs
have a habit of cropping up again and again.

Enjoy it? Maybe because you're better at that than you are at
managing? "If | do this well, maybe they'll overlook my poor
management skills?" No they won't!



6. No confidence in the team. That's really sad, Monitor and
control them until you do have confidence!

7. No one is as good as me. Probably true - that may be why
you were made a manager, like poor Harriet whom |
mentioned earlier! But now you should be training others to
be as good. Or nearly as good - does it have to be done that
well?

So, now that we've disposed of the excuses - Here's a five-step
method to encourage you to delegate effectively. It works for me!

First - study your job description. (GET ONE!)

Second - log your actual activities for one month.

Third - compare what you should have done with what you
actually accomplished! This will really open your eyes!

Fourth - discuss with your team how to improve your
effectiveness

Fifth - agree sharing/delegation of tasks

And the sixth step (in the five-step plan) is to encourage
everyone in your team to follow the same steps!

Of course it's no good delegating unless the people you are
delegating to are equipped to take on the task.

In other words, people must be trained - including you!



Training

Training is vital for everyone, especially these days when things
change so quickly. You can never do too much to train your
team. Encourage them to take every opportunity. Many
organisations nowadays are very generous; they will give time
off, pay tuition fees, even subsidise the cost of study materials.

It helps if the subject will be of use to the firm but a surprising
number of organisations will encourage almost anything, on the
grounds that any improving studies will potentially be of benefit to
the company.

When it comes to management training, managers never have
the time for training! They often try to train themselves through
books. Unfortunately, there is a lot of inappropriate material out
there, especially when it comes to management. When you look
at the jacket notes, check to see whether this person has lived in
the real world or has spent his/her life in ‘research’ at some
obscure college.

So that's what not to do. What positive action then, can
managers take?

This is not to denigrate all self-tuition. There are a lot of very
good books, there are excellent training tapes, and you can buy
videos that will give you key insights. You just have to be
selective; you have to look very closely and carefully at the
material before you invest your money in it.



There is a wealth of external training opportunities available for
you to choose from. You can enrol in a good MBA course, or a
part-time management course -Certificate, Diploma, NVQ. The
important thing is to get the paper, not because the piece of
paper will make you a good manager. However, it demonstrates
to potential employers that you are taking training, and your own
career, seriously.

Many things you learn will not be directly relevant to your current
situation. You may attend short, practical workshops and
seminars on specific topics to add to your learning. There will be
times when you need to buy that book! As a start why not
consider some of the titles listed in the bibliography on page 327

Even after you have read the books and picked up the
gualifications, you'll need to read more and attend regular
retraining sessions to keep up with the accelerated change we
are all trying to cope with in the modern world.

All this sounds like hard work - and it is, but ultimately it will be
worth it. However, beware of spending all your time either
working or learning - have some time off. All work and no play
makes you a dull boy or girl!

....... but what if you can't get through all this and have
time for yourself?

There are three possibilities:
1. You need a time-management system to help you cope
2. You need an assistant to keep you sane.

3. You need a new job.

There are some heavyweight decisions to be made there!



Decision making

The good manager is a decision-maker. I've always believed that
any decision is better then no decision, any action is better than
inaction. Like all generalisations, that one falls over sometimes,
but it holds up often enough to be useful.

More people, and companies, fail through inaction than anything
else. Robert Townsend, the man who turned the Avis car rental
organisation around, reckoned that just one in three of his
executive decisions turned out to be the right decision. One in
three! Look where it got him!

Don't be afraid to take action. Think about it. You con do better
than RT by tossing a coin if you do it often enough! In fact |
advocate coin tossing!

Once you've analysed the problem, weighed the evidence,
consulted your colleagues, you very often find yourself with two
possibilities that look equally attractive. Toss a coin! Not
necessarily to let chance decide (though, looking at Robert
Townsend, why not?) but because the instant that coin leaves
your fingers, you'll know which result you're hoping for!

When that happens you ignore the coin and go with your hunch!

That's taking risks, of course.



Taking risks

Life is a risk. But there is a philosophy when it comes to risk.
(Consider the worst - assume the best.) Always look at the worst
possible result of your action before taking it. It seldom goes that
badly, so you should be pleasantly surprised!

Always assume the best. You really mustn't worry about
anything. Easier said than done, | know, but consider this:
In any given situation there are only two possibilities -

1. You can do something about it.
2. You can do nothing about it.

If you can do something about it - do it!

If you can do nothing about it - attend to something you can do
something about! And guess what? Ninety-nine times out of a
hundred, the thing you could do nothing about will resolve itself
without you!

So assume the best - especially with regard to your team. Bad
managers project their own weaknesses onto their team
members, and then blame the team for what happens. Good
managers accept responsibility for the team’s weaknesses and
try to help members overcome them.

If you always assume the best, the team will give you its best.



Just think - what kind of day would you have today if you
believed you were the unluckiest person in the world and your
team was the worst team in the world? Then consider - what kind
of day would you have today if you believed that your team was
the best in the world and that something wonderful was about to
happen?

In this section we have looked at delegation, training, decision-
making, risk taking and a positive approach to worry. The next
section will cover the frequently asked questions (FAQS) that
seem to come up on management workshops.



PART THREE

F.A.Q.s

There are four things that come up time and time again.

1. What are my responsibilities?

The most frequently asked question is "How do | know what I'm
supposed to do?"

For the new manager especially, you have to define your position
within the organisation. The things you need to establish are:

1. Exactly what is expected of you. So many people find
themselves in supervisory positions and they do not know
what is expected of them. Get a written job description - even
if you have to write it yourself and get your boss to sign it!

2. You need to know what you are responsible for in terms of
staff, budgets and other resources.

3. You need to know to whom you are responsible, and that
may be more than just your immediate boss.

4. You need to find out what performance indicators there are to
tell you, and your boss, that you're achieving satisfactory
results. There needs to be some way of measuring
performance. For example, do you have a written plan of
work, with targets, for the coming period?



10.

2.

You need to know how your post fits in to the organisation
jigsaw. Where is the company going and how does what you
do help it to get there?

Ask what happened to your predecessor. By which | mean did
they go or were they pushed? If they were pushed - why? You
don't want to make the same mistakes!

You also need to know who are the key people that you'll
have to deal with in addition to those you are reporting to.

You need to establish exactly how much authority you have.
Do you hire and fire? Or is that taken care of somewhere
else?

You need to know about company policies and how they may
limit what you con do.

Ask how much responsibility you have. And above all -how
much freedom do you have?

What are the key management ideas that it

would be useful for me to know about?

As mentioned earlier, we are moving very fast. Things are changing
very, very rapidly. For example, consider some recent popular ideas:

Total Quality Management - eliminating defects very early on in the
production cycle. That was popular for a while, though it seems to have
fallen into disfavour recently.



Just in Time - keeping your inventory as low as possible and replacing
stocks just before they run out.

Downsizing - related to the recession and largely a euphemism for
getting rid of some of the workforce. Sounds so much nicer than
sacking people, doesn't it?

All of these ideas have come and most of them have gone.

They've been useful to some extent in their time. There's a lot of
sense in eliminating errors as far up the production line as
possible. Why not keep your inventory as low as possible? You
don't want to carry more employees than you need - a lean
organisation is more efficient. It all makes sense, though these
ideas have tended to be of most use to those organisations that
adopted them early. Once everyone else jumped on the
bandwagon, the advantage diminished.

What today's manager needs to do is to look out for what is
coming next. See what is going on in other parts of the world that
we can learn from. What are the Americans up to now? What is
happening in Asia, in Europe?

Try to keep abreast of change because ideas develop and alter
on an almost daily basis and you have to keep up with them.
Beware of change for the sake of it. Beware of fads. Analyse and
evaluate - as suggested earlier with regard to training materials.



3. What about the future of management?
Where do we (I) go from here?

The rapid changes do not diminish with time. They move ever
faster. For example, we manufacture virtually nothing in this
country now; we are fast becoming a service country; we are
becoming distributors of knowledge. Knowledge management is
seen as the way of the future -of the present even. Bearing in
mind how quickly ideas change let's look ahead ......

In the very near future your team may not be working under one
roof. They may be teleworking from home, spread around the
country, so it is even more important than previously that
managers become leaders. Look at your leadership qualities.

Do you tell your team what to do?
Do you sell them the idea of what they should do?
Or do you consult with them?

It's awfully difficult to tell someone when they're fifty miles away
and the sun is shining in the garden. That's when you'll need to
lead! Are you the type of manager who spreads enthusiasm, who
promotes individual satisfaction?

Change is not limited to the UK, of course, and neither should
your career be. The European Union will shortly be enlarged to
include several Central and Eastern European countries. As
ever, change brings opportunity. You would do well to prepare for
such opportunity. Do you have, or are you prepared to develop,
the skills and knowledge that will make you an attractive
proposition for these potential new employers? Some time ago,
Norman Tebbit (now Lord Tebbit) advised those seeking work to



"get on your bike" and look for it. Soon the journey will require
something more ambitious than a bike - at least for those with
ambition. If you are prepared to move internationally for your
career, you will find you have many differences in corporate
culture to cope with. You will have to be adaptable. If you are not
prepared to leave home, you may find your prospects limited; as
ever more organisations become multi-national, high-flyers will
be expected to relocate anywhere in the world as indeed they
are now in today's relatively limited number of global companies.

In summary, you need to keep your own skills updated. You
need to take a broad view of where and how your future will
develop and you must continue to accept that change will be
constant and accelerating for the whole of your life. Which leads
us to the fourth F.A.Q.

4. Do 1 really need to do all this studying?

Yes, you do. You can't just get on with the job because in a few
months your skills will be out of date. You really need to be
enrolled in some sort of management development programme.
Not just MBAs, which were mentioned earlier. There are other
management qualifications and certificates at all levels. These
are available from a large number of specialist training
organisations or your own organisation may well run a scheme,
internally if it is large enough or by hiring in the relevant
expertise. Then there are the books, the audiotapes, the videos -
so long as you are selective. The advantage of books and such,
of course, is that you can study in your own time at your own
pace. That requires self-discipline though, so if you have any
doubts about yourself in that department - get on a formal course
where you'll have to do the work!



Continuing study is an absolute must. It's a good idea to
encourage your organisation to allow you, and everyone else,
time in which they can undertake the study they need to keep
themselves up to date.



Finally

We've covered a great deal of positive information in this booklet.
But we can't cover everything in 30 - odd pages! So what about
your next steps?

Self-evaluation was mentioned earlier. A very good move would
be to take a look at your own skills. Evaluate yourself, say on a
scale of 1 - 10 against the areas we have covered in this small
volume. Get your team, and your boss, to do the some. Then
compare evaluations. See where everyone fits together, where
you interlock, where you overlap - and where there are gaps,
where there is no meeting at all. Having done that, work out a
plan of action. Not just for yourself but for everyone, so that you
are all able to move forward together and the team gets better
and better.

It's tough today and it's getting tougher but remember what
Woody Alien once said,

'90% of successisjust being there

It's the other 10% that's the hard bit!
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