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The Chartered Management Institute


The Chartered Management Institute is the only chartered professional body that is dedicated to management and leadership. We are committed to raising the performance of business by championing management.


We represent 86,000 individual managers and have 450 corporate members. Within the Institute there are also a number of distinct specialisms, including the Institute of Business Consulting and Women in Management Network.


We exist to help managers tackle the management challenges they face on a daily basis by raising the standard of management in the UK. We are here to help individuals become better managers and companies develop better managers.


We do this through a wide range of products and services, from practical management checklists to tailored training and qualifications. We produce research on the latest ‘hot’ management issues, provide a vast array of useful information through our online management information centre, as well as offering consultancy services and career information.


You can access these resources ‘off the shelf’ or we can provide solutions just for you. Our range of products and services is designed to ensure organisations and managers develop their potential and excel. Whether you are at the start of your career or a proven performer in the boardroom, we have something for you.


We engage policy makers and opinion formers and, as the leading authority on management, we are regularly consulted on a range of management issues. Through our in-depth research and regular policy surveys of members, we have a deep understanding of the latest management trends.


For more information visit our website www.managers.org.uk or call us on 01536 207307.
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Chartered Manager


Transform the way you work


The Chartered Management Institute’s Chartered Manager award is the ultimate accolade for practising professional managers. Designed to transform the way you think about your work and how you add value to your organisation, it is based on demonstrating measurable impact.


This unique award proves your ability to make a real difference in the workplace.


Chartered Manager focuses on the six vital business skills of:


[image: images]  Leading people


[image: images]  Managing change


[image: images]  Meeting customer needs


[image: images]  Managing information and knowledge


[image: images]  Managing activities and resources


[image: images]  Managing yourself


Transform your organisation


There is a clear and well-established link between good management and improved organisational performance. Recognising this, the Chartered Manager scheme requires individuals to demonstrate how they are applying their leadership and change management skills to make significant impact within their organisation.


Transform your career


Whatever career stage a manager is at Chartered Manager will set them apart. Chartered Manager has proven to be a stimulus to career progression, either via recognition by their current employer or through the motivation to move on to more challenging roles with new employers.


But don’t take just our word for it …


Chartered Manager has transformed the careers and organisations of managers in all sectors.


[image: images] ‘Being a Chartered Manager was one of the main contributing factors which led to my recent promotion.’


Lloyd Ross, Programme Delivery Manager, British Nuclear Fuels


[image: images] ‘I am quite sure that a part of the reason for my success in achieving my appointment was due to my Chartered Manager award which provided excellent, independent evidence that I was a high quality manager.’


Donaree Marshall, Head of Programme Management Office, Water Service, Belfast


[image: images] ‘The whole process has been very positive, giving me confidence in my strengths as a manager but also helping me to identify the areas of my skills that I want to develop. I am delighted and proud to have the accolade of Chartered Manager.’


Allen Hudson, School Support Services Manager, Dudley Metropolitan County Council


[image: images] ‘As we are in a time of profound change, I believe that I have, as a result of my change management skills, been able to provide leadership to my staff. Indeed, I took over three teams and carefully built an integrated team, which is beginning to perform really well. I believe that the process I went through to gain Chartered Manager status assisted me in achieving this and consequently was of considerable benefit to my organisation.’


George Smart, SPO and D/Head of Resettlement, HM Prison Swaleside




To find out more or to request further information please visit our website www.managers.org.uk/cmgr or call us on 01536 207429.
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Foreword


There has never been a greater need for better management and leadership skills in the UK. As we’ve seen over the past couple of years, it’s all too often the case that management incompetence takes the blame for high-profile, costly and sometimes tragic failures. Put this in the context of a world dominated by changing technology and growing international competition, and every manager in this country has a responsibility for ensuring that he or she has the best possible skills to contribute to successful business performance.


So it is alarming that just one in five managers in the UK are professionally qualified. The truth is that we spend less on management development in the UK than our European competitors. Effectively this means that, if you want to develop professionally, if you want to boost your career chances, or if you just want recognition for the work you do, the onus is on you – the individual – to improve your skills. What it also means is that all of us – individual managers, employers and policy makers – need to answer difficult questions about how well equipped we are to lead in the twenty-first century. Are our standards slipping? How capable are we when it comes to meeting the skill requirements of modern business? Studies show that project management, alliance-building and communication skills are the three key ‘over-arching’ skills that must be mastered by the successful manager. But how many people can honestly claim they have mastery over all three?


In recent years the news has been dominated by stories focusing on breathtaking management failures. The collapse of the banking sector has been much-analysed and will continue to be discussed in the years to come. It’s not just the private sector. Vast amounts of column inches have been devoted to investigations of failures across the health and social care sector, too. The spotlight has also been on management, at an individual level, as the recession deepened in the aftermath of the banking crisis, with dramatic rises in the UK’s unemployment levels. Many managers are fighting an ongoing battle to control costs and survive with reduced credit and slowing demand. They are also struggling to prove their worth, to show they meet required standards now, and in the long-term.


But imagine a world where management and leadership enables top-class performance right across British businesses, the public sector and our not-for-profit organisations – where management isn’t a byword for bureaucracy and failure, but plays a real role in boosting performance. The way to achieve such a realistic utopia is by developing the skills that will help you, as a manager, perform to the best of your capability. And that is why this book will help. Its aim is to provide you with practical, digestible advice that you can take straight from the pages to apply in your working environment.


Does any of this matter? Well, you wouldn’t want your accounts signed off by someone lacking a financial qualification. You certainly wouldn’t let an unqualified surgeon anywhere near you with a scalpel, nor would you seek an unqualified lawyer to represent your interests. Why, then, should your employer settle for management capability that is second best? It means that you need to take time out to develop your skills so that these can be evaluated and so you can stand out from the competition.


What’s more, managers will play a critical role in determining how well the UK meets a wide range of challenges over the next decade. How can managers foster innovation to promote economic growth? How do they tackle the gender pay gap and the continued under-representation of women in the boardroom, as part of building truly fair, diverse organisations? Managers in all sectors will need to learn how to lead their teams through the changes we face; they will also need to be able to manage change. Above all, managers will need to grasp the nettle when it comes to managing information and knowledge. The key will rest in how they learn to manage themselves.


First-class management and leadership really can drive up both personal and corporate performance. It can boost national productivity and enhance social wellbeing. If you want to be the best manager you can be, this book is for you. In one go it will provide you with practical advice and the experience of business leaders. It is also a fascinating and enthralling read!


Ruth Spellman OBE
Chief Executive
Chartered Management Institute
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Who is this book for?











In this, the introductory chapter of this book about leading people, you’ll find out about:









[image: images]  what the book sets out to do


[image: images]  how it will do it, and


[image: images]  what leadership skills are about.









Finally, and most importantly, it will also give you the opportunity to identify what your own individual leadership targets are.


Let’s begin


So, you’ve decided that you want to be a leader; you may even have already begun that process of leading in your workplace. What’s needed now is information about what sort of skills you need to lead, insight and guidance on how to use those skills and some perspective about this process of leading people.


Look no further.


For this is the book to answer all of those needs. It’s a book that aims to help you, as a manager, to develop, strengthen and enhance the skills and competencies that you need to lead and direct in the workplace. Based on the Providing Direction section of the UK National Occupational Standards for Management and Leadership, its target is to enable you to become more effective when you direct the behaviour of others towards achieving the goals and objectives of your workgroup or organisation. Do this well and you’ll find that the people that you work with:


[image: images]  understand what is expected of them, and


[image: images]  feel encouraged to meet and exceed those goals.


In short, they become engaged in what’s happening in their workplace. The benefits of doing this are considerable: workflows will become smoother and more efficient; people will stay focused on business goals and lost time and effort will decrease. But that’s not all that happens. For good leadership also generates the opportunity for people to become more comfortable and even ‘happier’ in the workplace. When that happens we all perform better (Table 1.1) and this leads to:


[image: images]  increased productivity


[image: images]  higher levels of creativity


[image: images]  improved job satisfaction


[image: images]  reduced staff turnover.


Table 1.1: The benefits of workplace engagement


[image: images]


Written for all managers who have chosen to lead others or find themselves doing that, this book will tell you:


[image: images]  what leadership in the workplace is about


[image: images]  what the benefits of effective workplace leadership are


[image: images]  about the ways and means of effective and focused leading in the workplace


[image: images]  how to successfully develop and use those ways and means, and


[image: images]  how to ensure that those ways and means contribute to your personal growth and development.


Written in a clear, concise and jargon-free style with all technical terms and concepts clearly explained, the material contained in this book has a sound theoretical basis yet combines theory and practice in ways that are easily related to your experience. Rich in useful ideas, pointers to appropriate methods and helpful tools, the contents of the book are:


[image: images]  practical and relevant


[image: images]  accessible and easily understood


[image: images]  focused on solving problems and achieving results.


Each of its chapters:


[image: images]  has a title that takes the form of a question


[image: images]  starts with a brief summary of its objectives and content


[image: images]  finishes with a summary of its key points, a listing of the skills needed and the National Occupational Standards for Management and Leadership competences that are relevant.


These chapters are also focused on the skills that you need to be an effective leader.


Skills, what skills?


You will have already seen in both Ruth Spellman’s foreword to this book and the initial part of this chapter that your ability to gain, develop and practise the skills that you need is key to the process of becoming an effective leader. However, ‘skill’ is a word that’s often used wrongly and not always fully understood.


So, let’s start your journey towards becoming an effective leader by finding out what’s really meant by the word ‘skill’. When I do this sort of search I always start by going to a dictionary and looking the word up. Do that and you’ll find that a ‘skill’ is usually explained or defined as:









‘the capability of accomplishing something with precision and certainty’









Think about this definition and you’ll soon realise that you already have quite a package of skills. Some of these are basic – but nevertheless important – such as walking, talking, running, writing or jumping. When you think about it more you’ll soon remember that you couldn’t do these when you were born – you had to acquire these skills and then learn how to use them well. You also have a ‘package’ of other skills that are far less basic. These are the skills that come about when you blend together a number of different and singular skills and then use them to create a larger, more complex ‘composite’ skill. Being able to communicate is a good example of this. If you think about it you’ll soon realise that to communicate well you need to be able to:




[image: images]  listen (rather than just hear)


[image: images]  speak (clearly and understandably)


[image: images]  write (with precision and accuracy), and


[image: images]  use your facial expressions and ‘body language’ to support and add to all of these.




Like everybody else, you learnt the ‘how’ and ‘when’ of singular skills when you were young. But learning the ‘how’ and ‘when’ of blending them together effectively is something different. It is, as someone once said, a skill that ‘takes a lifetime to learn’.


But that’s not all that you need to recognise about skills. For example, using a skill isn’t a ‘one-shot’ event. You don’t, for instance, say that someone is a skilled singer because they sing a song well once. Having a skill or being skilled requires the ability to be able to consistently and regularly accomplish something. So a really skilled singer will be able to sing a song well repeatedly – whatever the place or time. This leads us to another aspect of being skilled – the ability to develop and refine your use of a skill. Having this ability means that your use of that skill will display increasing finesse and subtlety and be responsive to the ‘where and when’ of its use. All of this brings us to the point where we can extend our earlier definition of a ‘skill’ so that it becomes:









‘the capability of repeatedly accomplishing something with precision and certainty wherever and whenever needed’









Get to this point with your leadership skills and you’ll find that they, and your ability to lead, are ‘portable’ – you’ll be able to use them wherever and whenever you need to – rather than with just one sort of group of followers or in one work situation.


Leading and leadership


Later in this book you’ll see that the ability to lead people is something that you develop over an extended period of time – rather than something that you’re born with – a genetic or inherited trait or ability. As such it requires competence in a wide range of skills – such as communicating, planning, decision making, motivating and managing risk. Acquiring and practising these and other skills is key to your ability to carry out the process of leading people.


So let’s take a quick look at how this book tells you about these skills.


It starts in Chapter 2 – What’s it all about? – by exploring what is and isn’t leadership. You’ll read about the different sorts of leader and then take a brief look at some of the major theories about leadership. Finally, you’ll arrive at the point where you’ll read that the leading process is about:




[image: images]  future actions


[image: images]  influencing people


[image: images]  establishing a direction or target for these people’s collective efforts, and


[image: images]  managing these activities in line with this direction or target.


One of the things that leaders often do is to create a vision of an organisation’s future. To do this effectively you need somewhere to start from – a ‘map’ of where that organisation is now. In Chapter 3 – Who’s got the map? – you’ll read about how this map needs to describe the external and internal environments that surround and permeate an organisation. This chapter also looks at how your ‘map’ can be created, what sort of information it should contain together with some of the tools that you’ll use in its creation – such as SWOT and PESTLE analyses.


Converting your vision of the future into a reality doesn’t just start from a map of where you are now – it also needs a plan. In Chapter 4 – Can you see where we’re going? – you’ll read about the content and creation of the sort of plan that’s needed – a long-term strategic business plan. Creating this sort of plan involves identifying the actions that you’ll need to take and the resources needed to support those actions and then wrapping these up together in a plan that maps out a course or route that will take you from where you are now to where you want to be.


Launching a plan like this – a strategic business plan – needs care and planning. In Chapter 5 – What do we do next? – you’ll look at how to do this by launching it as a project. You’ll read about the ways in which that project is monitored, controlled, implemented and completed. Being a leader is a risky business – despite having a plan or project like this – and things don’t always turn out the way you’d planned. In Chapter 6 – Do you take the risk? – you’ll take a look at the relationship between risk and leadership. It’s a chapter that starts by looking at the nature and origins of risk and then moves on to see how risk figures in, and is important to, the process of leading people. Finally, it looks at the way that you can manage your risks with its steps of identifying, analysing, evaluating and then treating risk.


Getting your communication right is a key factor in effective leadership and in Chapter 7 – Can you hear me? – you’ll look at the how and when of doing just that. It’s a chapter that starts by identifying the basic framework that applies to all of our communications and then looks at the strengths and weaknesses of the ways in which you communicate. Then it goes on to take a look at some of the reasons why you, as a leader, communicate and what benefits are generated by doing that effectively as well as some of the factors that can limit the effectiveness of your communications. These communications and your leading can take place in a variety of places – such as the organisation and the team. Chapter 8 – Where do you do it? – takes a look at these places and compares the characteristics and demands of each of these and the influences that they exert upon the process of your leading.


There are, of course, always more followers than leaders. In Chapter 9 – Who’s following and why? – you’ll read about the relationship between leader and follower and, in so doing, take a look at factors such as motivation, persuasion, influence and power – all of which are key to the process of leadership. Style, or how what is done is done, is one of the ways in which you express your individuality. As such, the influence it exerts on the quality and effectiveness of your workplace leadership is considerable. In Chapter 10 – How do you do it? – you’ll read about several of the ways in which style can be described and then go on to explore the influence that style exerts upon the effectiveness of your workplace leading. In Chapter 11 – How will we do it tomorrow? – you’ll briefly remind yourself about some of the key factors for the process of leadership and then move on to take a look at new and recent changes to that process.


It’s always interesting to read about how other people do it and an interview with Lord Bichard (with the theme of leading people) from the CMI book Six of the Best – Lessons in Life and Leadership is reproduced in Chapter 12 – The Companion Interview. The links between what you’ve read in the book and the contents of the Providing Direction section of the NOS for Management and Leadership are identified in a section entitled National Occupational Standards.


Being a leader isn’t a frozen, static, state of being and Further Information and Reading contains a list of books and websites that will give you the information, ideas and material that you’ll need to carry your leadership into the future.


What’s next?


By now you’ll probably feel that you’re ready to get on with it, to plunge into the detail of the next chapter. But there’s something else that you need to do before you do that – and that’s answer some questions. But these aren’t questions about what you’ve read so far, nor are they questions about your qualifications, experience or history of leading and managing.


For these questions are about your future – as a leader.


Answering them clearly, realistically and honestly is important. Do that and you’ll be able to set realistic and achievable targets for your progress on your journey to becoming a leader. It’ll help you to answer these questions if you answer them in the ‘here and now’ – as in ‘Right now, I want to ______’. Once you’ve done this it’s worth thinking about doing a regular review or update of your answers at two-year intervals – because you, your circumstances, and the work-a-day world around you will have changed.


So, here are the questions:


1. How high do I want to fly?


This question is about your future as a leader. It’s about where you want to get to and when. Answer this question realistically and honestly and you’ll have taken the first step towards becoming a leader. So don’t fudge your answer or kid yourself that you’re ready when you’re not. A good way of starting your thinking here is to take a long hard look at your current boss and his or her job. Ask yourself if you could do that job – now or at some time in the future. Identify the skill or experience gaps that are holding you back. If you honestly feel that you’re ready for that job then move your focus up a notch or two – perhaps even as far as your organisation’s chief executive. Get a sense of the pressures, problems and timescales that the person in that role has to deal with. Ask yourself questions like ‘What does he or she do that I currently can’t do?’, ‘Does he or she seem to be enjoying themselves?’ or ‘What will I have to give up to do that job?’


The outcome of all of this should be your first leadership role target and a timescale for when you aim to get there – both of which you’ll write down in the appropriate part of Figure 1.1.


2. What will it cost?


If you’ve answered Question 1 honestly and realistically then you should be facing a couple of substantial chunks of information. These will tell you that:


[image: images]  you’ve got knowledge and skill gaps that’ll limit how far you rise


[image: images]  you’re going to have to give up things you enjoy doing if you want to be a leader.


Admitting to yourself that you’ve got these knowledge and skills gaps isn’t easy. But it is realistic. As you’ll see later in Table 1.2, the Providing Direction section of the National Occupational Standards for Management and Leadership lists over 40 separate skills that are needed to provide effective leadership and direction in the twenty-first century world of work. Most of these are complex composite skills that, as you saw earlier in this chapter, are formed by blending together a number of different and singular skills. Getting to any level of proficiency with this range of skills will take time, effort and sustained commitment. But if you want to lead, it’s a ‘must-do’. Use Table 1.2 to identify any gaps that there are in your skill portfolio and then write these down in the second box of Figure 1.1 and indicate how you’re going to fill them. It’s worth noting that while you’re doing that you are using the skills of analysing, planning, evaluating, decision making and assessing – amongst others.


What’s also a ‘must-do’ is finding the right work/life balance. There will be things that you do now and enjoy doing now that will have to take a back seat if you’re going to be serious about being a leader. When it comes to work/family issues you’re going to have to find a mix that’s sustainable in the long term. All of this will mean decisions. Some of these you’ll need to take on your own, others will follow the discussions that you have with your partner. All of this needs to be done with care and forethought, for as someone once observed ‘Sometimes it’s the smallest decisions that can change your life forever.’


Write down what you’ve decided and the commitment that you’ve made in the Question 2 part of Figure 1.1.


3. Can I keep it up?


Becoming a leader isn’t, as you’ve probably gathered by now, an instant or even an overnight event. Even the most modest of leadership targets may take decades to achieve and you’ll need to set yourself a sequence of long-term targets to reflect that reality. You’ll also need, like a marathon runner, to find ways of keeping yourself going when the going gets tough and recognition and reward are thin on the ground. If you are really serious about becoming a leader then you’ll need to find ways of sustaining and refreshing your physical vitality, your emotional flexibility and your intellectual reach and freshness. These need to be ways that work for you as an individual rather than run-of-the-mill or stereotypical ways of relaxing or keeping fit. Finding a way of keeping open – like an annual ‘time-out’ break – can reduce the danger of becoming closed and set in the ways that have worked so far. A well-used gym membership can reap dividends when it comes to your physical condition. Think about this and make a commitment to what you’re going to do and then write it down in the Question 3 part of Figure 1.1.









By now you should have written down all of your answers in the appropriate part of Figure 1.1. Once you’ve done that read them through again – make sure that they aren’t the answers that you think you ought to have written or what your boss would like you to write. They should be your personal individual answers. Make sure that they reflect your ambitions, your self-knowledge and your values – and then sign and date the page.


[image: images]


Figure 1.1: Your leadership









Table 1.2: Skills listed in Providing Direction section of the National Occupational Standards for Management and Leadership B1–12


[image: images]


Chapter checklist


In this chapter you’ve taken a look at what this book sets out to do and how it will do it. You’ve also taken a look at what leadership skills are about, and, most importantly, had the opportunity to identify your own leadership targets. Use the list below to check where you’ve got to. If you’ve missed something or don’t understand it go back to the page given and read through it again.


[image: images]  It’s a book that aims to help you:


–  develop, strengthen and enhance the skills and competencies that you need to lead and direct in the workplace


–  become more effective when you direct the behaviour of others towards achieving the goals and objectives of your workgroup or organisation.


[image: images]  Do this well and you’ll find that the people that you work with will become engaged in what’s happening in their workplace.


[image: images]  The benefits of this happening include:


–  increased productivity


–  higher levels of creativity


–  improved job satisfaction


–  reduced staff turnover.


[image: images]  Your ability to gain, develop and practise the skills that you need is key to the process of becoming an effective leader.


[image: images]  A skill is ‘the capability of repeatedly accomplishing something with precision and certainty wherever and whenever needed’.


[image: images]  Leadership skills are ‘portable’.


[image: images]  This book has twelve chapters that cover all that you need to know about becoming a leader.


[image: images]  You’ll start your journey to becoming a leader by deciding:


–  what your leadership targets are


–  what your skill gaps are and how you’re going to fill them


–  how you’re going to sustain yourself on the journey to becoming an effective leader.









Skills checkout


If you’ve attempted the exercises in this chapter you’ll have used the following skills:


[image: images]  analysing


[image: images]  planning


[image: images]  evaluating


[image: images]  decision making


[image: images]  reviewing, and


[image: images]  assessing.


You’ll also have read about the 40 or so separate skills that are needed for Units B1–12 of the Providing Direction section of the National Occupational Standards for Management and Leadership.
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