
   [image: cover]


   
      
         

         
            
               
[image: ]
               

            

         

      

   


   
      
         

            About the authors

         

         Alison Price is a Chartered Psychologist and Occupational Psychologist who has coached senior leaders and CEOs in prestigious organizations. Alison’s leadership development programs have been attended by thousands. As well as being an inspirational keynote speaker, Alison lectures at Kingston University London and comments within the media on business psychology. She was a semi-finalist in the competition ‘Britain’s Next Top Coach’.

         
             

         

         David Price is an experienced senior manager, leading high performing and award-winning teams within prestigious organizations. David holds qualifications in management, consulting and coaching. He is a qualified Member of the Chartered Management Institute and the Institute of Leadership and Management.

         
             

         

         Alison and David are passionate about enabling managers to be successful, so get access to free resources at:

         
             

         

         www.TheSuccessAgents.com

      

   


   
      
         

            Authors’ note

         

         This book contains frequently used research and methods. Where we know the source we have been sure to reference it, but our apologies here to the originators of any material if we have overlooked them.
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         This book is dedicated to all of our family, friends and acquaintances who contributed their stories and completed the management assessment.

         Also, we would like to say thank you to all bad managers everywhere, who provided the suffering that produced many of the stories and inspired much of this book.

         We hope that this book will result in us never hearing a bad management story again.

      

   


   
      
         

            Introduction

         

         A decade of experience in designing, delivering and evaluating management training has made us realize that what is taught in a classroom, or covered in a typical management textbook, can sound great in theory but doesn’t always translate to the real world.

         For example, many managers will have been taught about the importance of setting SMART objectives (ones that are Specific, Measurable, Achievable, Realistic and Time-bound) to focus employees on the things that matter. However, how much use are perfectly worded objectives if employees don’t actually look at them until the night before their annual appraisal, at which point they have to conjure up as much evidence as possible to show that they really have been focused on them all year?

         This book is therefore grounded in reality, covering not only how to perform management activities appropriately but, crucially, how to make them work in the real world. It shares very practical (and easily applied) solutions to issues that managers and their employees face on a day-to-day basis.

         To achieve this, we’ve interviewed many people, seeking to answer the following questions:

         
            1. How can managers make a really positive difference to members of their team? This book is packed with examples of good practice that you can easily replicate within your own team to ensure that everyone thrives.

 

            2. What have managers done in real life that absolutely crushed their team or individuals within it? During the research for this book we have been genuinely shocked at how easy it was to gather a wealth of horror stories, showing just how common management bad-practice is. For example, one interviewee described how her colleague received an absolutely devastating phone call to say that, very sadly, her aunt had committed suicide. Shockingly, their manager’s response was: ‘Could you just focus on your work for 24 more hours and worry about your family issues later?’ This book contains numerous real-life examples, and will give you very blunt (and hopefully helpful) feedback on what not to do as a manager.

 

            3. What do managers find really hard about their role and what would they like to be able to do better? Being a manager isn’t easy. It can be very tough to tell a member of your team that they aren’t performing up to the required standard, or to manage the expectations of someone who is desperate to be promoted when there’s simply no opportunity to do so at the time. This guide will support you to overcome these challenges and many others, exposing the difficult aspects of management and, crucially, how to deal with them competently.

         

         In addition to interviewing managers and employees, we’ve also surveyed them. This forms the basis of Chapter A: ‘Assessment’, and gives you the opportunity to measure and calibrate your own management capability. Since each question in the survey relates to an individual chapter in the book, you can use your survey results to prioritize which chapters to read first in order to identify areas for growth. You can then repeat the survey, say in three months’ time, and use it as a way to measure your progress.

         Who will benefit from this book?

         This Practical Guide to management is designed to benefit three key groups of people the most:

         
            1. Newly appointed managers. People are frequently promoted to a managerial position because they are technically good at their job, yet being a manager requires an entirely different skill-set. If you want a succinct and easy-to-apply guide to developing that skill-set, read on!

 

            2. Experienced managers. In 2009 a British national newspaper ran a story saying that 50% of experienced UK drivers would fail their driving test if they took it again. This isn’t because we Brits are useless drivers! Instead it reflects the fact that we learn to drive subconsciously and therefore pay less attention to doing everything right – and so we develop bad habits. The same is true for management. When you’re a newly appointed manager, you may be very conscious about how you interact with and manage your team. However, over time, you can pick up bad habits, and things that you might once have made a real effort to do right are now done on autopilot. Consider this book as a metaphorical driving test, making you consciously aware of what you’re doing, and challenging you to double-check that you aren’t displaying any major or minor faults.

 

            3. Aspiring managers. If you have aspirations to become a manager, this book is a great starting point. You’ll find that the vast majority of exercises are designed so that both managers and non-managers can complete them – and we wish you the best of luck with getting that promotion!

         

         It’s not only the manager who will feel the benefit of good management – organizations will too. A research report from the Chartered Management Institute (2012) highlights the benefits that improved manager capability brings, and why management development is so important.

         The report found that high-performing organizations reported higher levels of management effectiveness compared to low-performing organizations. There is evidence that there’s a virtuous cycle between the ability of its managers and the performance of the organization. With 43% of managers in the research rated as ineffective and 63% of managers not having any formal training for their role, organizations – and all those who have a stake in their future – stand to be able to benefit from developing better, more effective managers.

         The A–Z to management

         You may have noticed that each of our chapters links to a different letter of the alphabet. In our home country, the United Kingdom, an A–Z is a map book – something that helps people to have smooth journeys and to get back on track when things go wrong. We very much hope that our A–Z is a useful guide to you as you continue on your own management journey.

         
             

         

         Alison & David Price

      

   


   
      
         

            A: Assessment

         

         
            It is not the strongest of the species that survives, nor the most intelligent, but the ones most responsive to change.

            Charles Darwin

         

         The focus of this chapter is to conduct a self-assessment of your management capabilities, but before we do this, we just want to provoke you into thinking that, as a manager, you are actually being assessed all of the time, for example:

         
            • After a bad interaction with our own manager, we often go home and vent to our family about how we feel. Not only can your manager ruin your day, he or she has the potential to ruin your family’s too!

            • We frequently judge how fairly we are being treated in comparison to our peers, and we can feel very disgruntled when we sense injustice.

            • And we’re guessing that virtually everyone will admit to going to lunch or socializing after work with peers and having a detailed conversation about our manager!

         

         So, imagine that you’re a fly on the wall listening to that conversation about you. Would you like what you hear, or would the truth hurt?

         Managers can literally make or break an employee’s job satisfaction. Their impact extends far beyond the office doors. For example, only yesterday an employee told us that she’s currently having professional counselling due to a difficult relationship with her manager.

         When you become a manager, not only do you take on the responsibility for getting the work of the team done, but you become someone who has a significant emotional impact on other people’s lives. It’s often said that ‘People don’t leave organizations, they leave managers’.

         We want your employees to say great things about you in the pub after work. So to start you (or maintain you) on that track, we’ve provided a self-assessment to help you evaluate your management capability. You will also have an opportunity to rate your own manager.

         
            [image: alt] For each of the following questions, rate your own manager between 1 and 5. 1 = strongly disagree; 5 = strongly agree.

             

            
               
                  
                     
                        
            
                           
                           	A
            
                           
                           	My manager is a good manager.
            
                           
                           	     


                        
            
                           
                           	B
            
                           
                           	I know what is expected of me at work and I have the working conditions/equipment that I need to do my job.
            
                           
                           	 


                        
            
                           
                           	C
            
                           
                           	The way my manager communicates with me has a positive impact upon my attitude and performance.
            
                           
                           	 


                        
            
                           
                           	D
            
                           
                           	The distribution of workload between members of the team is fair.
            
                           
                           	 


                        
            
                           
                           	E
            
                           
                           	When team members are willing and capable, our manager gives them the freedom to be in control of their own work. 

            
                           
                           	 


                        
            
                           
                           	F
            
                           
                           	I am given useful and accurate feedback about my performance on a regular basis.
            
                           
                           	 


                        
            
                           
                           	G
            
                           
                           	My manager helps me to set goals and objectives at work that motivate me.
            
                           
                           	 


                        
            
                           
                           	H
            
                           
                           	When vacancies in this team are filled, the process is fair and leads to the appointment of suitable people.
            
                           
                           	 


                        
            
                           
                           	I
            
                           
                           	New starters to the team are given the support, resources and information they need.
            
                           
                           	 


                        
            
                           
                           	J
            
                           
                           	Members of the team are treated fairly in comparison to each other by our manager.
            
                           
                           	 


                        
            
                           
                           	K
            
                           
                           	My manager is supportive when I have personal issues outside of work.
            
                           
                           	 


                        
            
                           
                           	L
            
                           
                           	I have an acceptable work–life balance.
            
                           
                           	 


                        
            
                           
                           	M
            
                           
                           	My manager is good at supporting me during times of change.
            
                           
                           	 


                        
            
                           
                           	N
            
                           
                           	I am under an acceptable level of pressure at work.
            
                           
                           	 


                        
            
                           
                           	O
            
                           
                           	My manager is effective at work-related problem-solving.
            
                           
                           	 


                        
            
                           
                           	P
            
                           
                           	Poor performance is dealt with effectively by my manager.
            
                           
                           	 


                        
            
                           
                           	Q
            
                           
                           	My manager has a positive impact in conflict situations.
            
                           
                           	 


                        
            
                           
                           	R
            
                           
                           	My manager treats and speaks to me respectfully at work.
            
                           
                           	 


                        
            
                           
                           	S
            
                           
                           	My manager enables me to play to my strengths at work.
            
                           
                           	 


                        
            
                           
                           	T
            
                           
                           	I have opportunities that enable me to learn and develop at work. 

            
                           
                           	 


                        
            
                           
                           	U
            
                           
                           	I receive effective careers advice to support my personal development and progression.
            
                           
                           	 


                        
            
                           
                           	V
            
                           
                           	My manager understands and is supportive of the things that are important to me.
            
                           
                           	 


                        
            
                           
                           	W
            
                           
                           	I am adequately recognized and rewarded for my contribution at work.
            
                           
                           	 


                        
            
                           
                           	X
            
                           
                           	I am treated in a way at work that makes me feel committed and that I want to work hard.
            
                           
                           	 


                        
            
                           
                           	Y
            
                           
                           	My manager’s personality has a positive impact upon me.
            
                           
                           	 


                        
            
                           
                           	Z
            
                           
                           	My manager ensures that the team’s work is done, the team as a whole is happy and individual needs are met.
            
                           
                           	 


                     
                  

               

            

            If you currently manage a team of people, repeat the assessment, this time rating your own managerial capability. If you don’t manage a team of people, you can have a guess as to how good you think you would be:

            
               
                  
                     
                        
            
                           
                           	A
            
                           
                           	I am a good manager.
            
                           
                           	     


                        
            
                           
                           	B
            
                           
                           	My team members know what is expected of them and have the working conditions/equipment they need to do their job.
            
                           
                           	 


                        
            
                           
                           	C
            
                           
                           	The way that I communicate with my team has a positive impact upon their attitude and performance.
            
                           
                           	 


                        
            
                           
                           	D
            
                           
                           	I distribute the workload of the team fairly between its members. 

            
                           
                           	 


                        
            
                           
                           	E
            
                           
                           	Where team members are willing and capable, I give them the freedom to be in control of their own work.
            
                           
                           	 


                        
            
                           
                           	F
            
                           
                           	I give useful and accurate feedback about my team members’ performance to them on a regular basis.
            
                           
                           	 


                        
            
                           
                           	G
            
                           
                           	I help my team members to set goals and objectives at work that motivate them.
            
                           
                           	 


                        
            
                           
                           	H
            
                           
                           	When vacancies in this team are filled by me, the process is fair and leads to the appointment of suitable people.
            
                           
                           	 


                        
            
                           
                           	I
            
                           
                           	New starters to the team are given the support, resources and information they need from me.
            
                           
                           	 


                        
            
                           
                           	J
            
                           
                           	Members of the team are treated fairly in comparison to each other by me.
            
                           
                           	 


                        
            
                           
                           	K
            
                           
                           	I am supportive of my team when they have personal issues outside of work.
            
                           
                           	 


                        
            
                           
                           	L
            
                           
                           	I make sure that the team has an acceptable work–life balance.
            
                           
                           	 


                        
            
                           
                           	M
            
                           
                           	I am good at supporting my team members during times of change.
            
                           
                           	 


                        
            
                           
                           	N
            
                           
                           	My team are under an acceptable level of pressure at work.
            
                           
                           	 


                        
            
                           
                           	O
            
                           
                           	I am effective at resolving work-related issues.
            
                           
                           	 


                        
            
                           
                           	P
            
                           
                           	I deal with poor performance effectively within my team.
            
                           
                           	 


                        
            
                           
                           	Q
            
                           
                           	I have a positive impact in conflict situations.
            
                           
                           	 


                        
            
                           
                           	R
            
                           
                           	I treat and speak to my team respectfully at work.
            
                           
                           	 


                        
            
                           
                           	S
            
                           
                           	I enable my team to play to their strengths in their work. 

            
                           
                           	 


                        
            
                           
                           	T
            
                           
                           	I create opportunities that enable my team members to learn and develop at work.
            
                           
                           	 


                        
            
                           
                           	U
            
                           
                           	I provide effective careers advice to support my team’s personal development and progression.
            
                           
                           	 


                        
            
                           
                           	V
            
                           
                           	I understand what is important to individuals in my team and support them to achieve this.
            
                           
                           	 


                        
            
                           
                           	W
            
                           
                           	I adequately recognize and reward my team for their contribution at work.
            
                           
                           	 


                        
            
                           
                           	X
            
                           
                           	I treat my team members in a way at work that makes them feel committed and that they want to work hard.
            
                           
                           	 


                        
            
                           
                           	Y
            
                           
                           	My personality has a positive impact upon the team.
            
                           
                           	 


                        
            
                           
                           	Z
            
                           
                           	I ensure that the team’s work is done, the team as a whole is happy and individual needs are met.
            
                           
                           	 


                     
                  

               

            

         

         And the survey said …

         We asked a sample of employees and managers – from lawyers in America to government employees in the UK and personal assistants in Australia – to complete this survey. The results have been very revealing.

         The two pie charts that follow show how many 1’s, 2’s, 3’s, 4’s and 5’s were made across all questions, divided into the categories of employees rating their managers and managers rating themselves. The results showed that:

         
            • 9% of employee ratings of their managers were 1’s (the worst rating) whereas 0% of managers’ ratings of themselves were 1’s. 

            • 16% of employee ratings were 2’s whereas only 6% of managers’ ratings were 2’s.

            • 53% of employee ratings were 4’s and 5’s whereas 73% of managers’ ratings were 4’s and 5’s.

         

         So it’s clear that managers rate themselves higher than employees rate their managers. Although the size of the gap between employees’ and managers’ ratings varied by individual question, on average, managers rated themselves 0.5 higher per question than employees rated their managers. Therefore, as a rough rule of thumb, managers should subtract 0.5 from each rating they have made about themselves. As a manager, this is likely to give you a flavour of what your team would have scored you. The breakdown of the gap by individual questions is shown on page 15.

         
            
[image: ]
               Breakdown of all ratings from 1 (very bad) to 5 (very good) made by employees about their manager’s capability.
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               Breakdown of all ratings from 1 (very bad) to 5 (very good) made by managers about their own capability.

            

         

         Breakdown of data by question

         The following graph shows a more detailed breakdown of the survey findings, comparing the results from both employees and managers.

         The data shown is listed from the strongest to the weakest area as rated by employees. From this you will see that employees think managers are strongest at ensuring that basics are in place and weakest at managing poor performance.

         
            [image: alt] Pay particular attention to how much longer the managers’ bar is compared to the employees’ bar. For example, the graph shows that managers think that they are really good at ‘treating employees fairly in comparison to each other’ (J: Justice); however, employees don’t rate their managers anywhere near as positively.

         

         In addition to gathering data about how good managers are at various aspects of their role, we also asked survey respondents to rate how important it was that their manager was good at these behaviours. The rationale behind this was to see whether there are any management areas where employees don’t mind if their manager is good or not.

         You will notice that over 80% of the question headings have a * or ** next to them, which shows the degree of the importance ratings. ** denotes an average score of over 4.5 out of 5.0, and * denotes anything with an average score of over 4.0.

         
            
               [image: alt] Look at the graph and find:

               • The three strongest areas as rated by each group.

               • The three weakest areas as rated by each group. 
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         Next steps

         If you currently manage a team of people, you can ask individuals within your team to complete the survey. Then you can average their results.

         As a rough rule of thumb, you should aim to achieve a minimum average of 3 in each area, and we recommend that you aim to eliminate individual ratings of 1’s and 2’s wherever possible. Remember that each survey question (labelled A to Z) relates directly to a chapter (also labelled A to Z) so this book will give you very focused support to improve your survey scores. As you read the book, you will find lots of examples of behaviours that would lead to ratings of 1’s and 2’s (to be avoided) and examples of behaviours that will help you to score 4’s and 5’s.

         
            [image: alt] The aim of this book is to help you to feel like and be perceived as a good manager – collecting regular survey data from your team is a great way to celebrate your strengths, highlight weaker areas that you can act upon, and keep in touch with your team’s feelings.
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