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Bob Selden survived his first new manager’s role in banking to eventually develop into a senior manager responsible for the career development of hundreds of other managers. During this growing process, and later as an organisational development consultant, trainer, and coach, he learnt what works and what doesn’t work when managing others. What To Do When You Become The Boss is the result of his learning which he is determined to pass on to help other new managers during their initial growth spurt.


Bob is an Australian who currently lives in Sydney with his wife, Anita, a senior manager in a large multinational organisation. As well as consulting to various organisations, he has coached on the Mobilising People program at the International Institute for Management Development in Lausanne, Switzerland. Bob also facilitates on programs such as the Middle Manager Development programme at the Australian Graduate School of Management in Sydney, Australia.





What people who read this book are saying …


‘Intuitive, informative, and insightful discussions on what to do (and what not to do) when you become the boss. This book is packed with excellent advice. It’s an invaluable resource for those about to join the league of managers. Actually, it’s an invaluable resource for everyone in management.’


Martin P. J. John, Pigments & Additives Division, Head of Marketing & Sales Support, Clariant International Ltd, Switzerland


‘A fabulous book! Whatever the industry or profession, this book is invaluable to the new manager. Working in a foreign country tasked with capacity building is challenging and it’s not always easy to focus on the training and transfer of skills and knowledge. This book has made me realise the importance of empowering people and provided me with useful insights on motivating those I supervise and work with. Structured according to the reader’s learning style, this book engages the reader and covers relevant topics in an easy-to-read format.’


Maria José Campos, Senior Legal Officer, Timor Sea Designated Authority, Dili, Timor


‘I have been working with Bob for some time now and his advice has always been insightful, practical and effective. His book is just as good! I wish I had a copy of it when I first became a manager ten years ago. I would have done much better in many areas. Get a copy and keep it close to you in the office. It will be one of your best investments, ever.’


Luciano Almeida de Jesus, Head of Risk Management & Performance Measurement, ING Investment Management Europe, The Hague, The Netherlands





Foreword


By Dennis Pratt


Today, as I write this, it is my birthday. It is 48 years to the day since I was appointed to my first managerial position. I became leading hand ‘over’ 14 tradesmen I had been an apprentice ‘under’ six weeks before.


Some months before then I had passed an aircraft maintenance engineers licence test and just about everybody else had failed it. A Licensed Aircraft Maintenance Engineer had to be at least 21, so I couldn’t be granted the licence until my 21st birthday. On that day, on the basis that I had correctly answered a lot of questions about aeroplanes, I was appointed to a position where I was supposed to be managing people.


It was a baptism of fire. I made many mistakes. But I was lucky. My foreman, Jack, was a wise old leader and manager who advised and coached me in my job as leading hand. He saved me many times when I did things that caused problems within my team, and he used each of my errors to help me learn. I was reminded of Jack’s many words of wisdom as I read through the draft chapters of this book.


In this book, Bob tells a similar story to mine about a boss who coached and guided him in his early days as a manager. (See the chapter on appraisals and his story about Kendall.) We were both incredibly lucky to have found ourselves with bosses like that. Despite the many years since Bob and I were thrown in at the deep end, and despite the many management books and articles warning that managerial appointments shouldn’t be made on technical skills alone, most new managers are still appointed today because they are technically competent. Little thought is given to how they will cope with managing and leading their team of people.


I say ‘most’ new managers are appointed because they are technically competent purely on the basis of 40 years experience consulting to very many organisations. Over that time I have seen little change in the process of appointing new managers. Very few that I have seen have been put through a program of development into their new job of ‘getting things done through other people’. And only the lucky ones get a Jack or a Kendall to help them through their early years of trial and error learning.


Jack helped me and corrected my managerial actions when he saw me doing something that he thought I could have done better. But he couldn’t watch me all the time, and some things about managing aren’t all that visible anyhow. So there were things about managing and leading that I had to learn after I had moved on from under Jack’s protective wing. (After several years of this, I decided that I was a better operator than I was a leader or manager, so I became a consultant.)


The book you are about to read fills the role of the helpful boss like Jack or Kendall. Because it is the accumulated wisdom of the many years Bob has spent managing and observing other managers, it provides the new manager with advice and guidance in a lot more areas than could be done by one helpful boss. (You usually have to make a mistake before your boss explains how you should have done it. This book tells you how not to make mistakes in all the critical areas of leading and managing.)


I met Bob in 1979 when we worked together at United Permanent Building Society. He was then and remains today the most professional trainer of people in organisations I have met. His approach to helping people learn is evident all the way through this book. (Only a professional trainer would start out by asking you to look at your own learning style and then guide you through each topic in the book according to the way you learn and absorb information.)


This book is an easy read, with most of the information presented in bite-sized chunks. It is a dip-innable book – you don’t have to start at the beginning and work all the way through it. (You don’t have to, but I certainly recommend that you do read it all the way through.) The important thing is that, like the helpful boss, this book is there to provide advice on each area of managing when you need that advice.


For the ‘helpful boss’ who has a new manager in a reporting relationship, this book can help you develop your new person. You can discuss the chapter headings with your new person, then guide him or her to read those areas where development is required, and discuss them with you.


While Bob has written the book primarily for the new manager, I believe the advice is every bit as useful for many managers with years of experience. Each managerial position calls for some people-managing skills but very few call for all the skills covered in this book. Managers moving from one job to another should find helpful advice in this book when adapting to their new position.


And then, there may be people who read this book and decide that the whole idea of managing and leading other people is not for them. I reckon that is a legitimate decision. (I have to believe that, it’s the decision I made about my own career.) Fortunately there are many organisations today, especially in the high-tech and finance areas, where it is recognised that career paths can permit people to become high-level operators and technicians without having to move into managerial or leadership positions in order to get a promotion.


So, read on.





Introduction



How do you want to use this book?


Training courses! His most recent had been termed ‘Management for Senior Officers’ and had been a minor disaster – all psychology and how to be nice to junior officers. How to involve them, how to motivate them, how to relate to them. Inspector John Rebus had returned to his station and tried it for one day, a day of involving, of motivating, of relating. At the end of the day, a Detective Constable had slapped a hand on Rebus’ back, smiling.


‘Bloody hard work today, John. But I’ve enjoyed it.’


‘Take your hand off my fu … ng back.’ Rebus had snarled. ‘And don’t call me John.’


The DC’s mouth fell open. ‘But you said …’ he began, but didn’t bother finishing. The brief holiday was over. Rebus had tried being a manager. Tried it and loathed it. (from Tooth and Nail, by Ian Rankin, The Orion Publishing Company, 2005)


Perhaps you too are a little like Ian Rankin’s Inspector John Rebus, who found it difficult to learn to be a manager. If so, you’ll find some good news in this book.


Important – read this!


The difficulty with learning how to be a manager is probably not to do with ‘management’ itself. Rather, it’s usually the way the learning is presented to us and the different ways in which we prefer to learn. If you’ve ever been to a training course or seminar that you found boring or unsuited to you, then you can probably relate to Rebus’ experience.


This book will make learning to be a manager easier for you and more enjoyable. The book can be used in different ways by a variety of people. It can fit your personal learning style.


But please read on before you are tempted to jump to Chapter One!


Each of us learns in a different way and at a different pace. Researchers suggest that in general we have a preference for learning through seeing, learning through listening, or learning through moving, doing and touching.


Peter Honey and Alan Mumford (www.peterhoney.com) have developed four main learning styles that they call ‘learning preferences’. Read through them and tick all the statements that are most like you – this will give you an indication of your preferred learning style. This book is designed to recognise your preferred style so that you can easily (and sometimes quickly) navigate your way to the best parts.


Let’s start. Remember, tick all of the following statements which appear most like you.





What’s your preferred style of learning?


Activist




	Are you always looking for new experiences?


	Are you open-minded and enthusiastic about new ideas but get bored with the implementation of them?


	Are you always on the go and enjoy doing things – do you often tend to act first and consider the implications afterwards?


	Do you like working with others but tend to hog the limelight? (Be honest, no one is looking, remember it said ‘tend to …’)





Reflector




	Do you like to stand back and look at a situation from different perspectives before taking action?


	Do you like to collect data and think about it carefully before coming to any conclusions?


	Do you enjoy observing others and listening to others’ views before offering your own?


	
Do you like to be given plenty of notice or warning before you have to make a decision?





Theorist




	Do you like to adapt and integrate your observations into (sometimes) complex and logically sound theories? (Only Theorists will understand that statement.)


	Do you often think problems through in a step-by-step way?


	Do you tend to be a perfectionist who likes to fit things into a rational scheme?


	Do you sometimes appear to others as being detached and analytical rather than subjective or emotive in your thinking?





Pragmatist




	Are you keen to try things out?


	Do you look for concepts or models that can be applied to your job?


	Do you tend to be impatient with lengthy discussions?


	Would others describe you as ‘practical and down-to-earth’?








Which is your preferred style of learning?


Read the descriptions over again, then make a note of the description that best suits the way you prefer to learn. Is your learning style more of a Pragmatist, Theorist, Reflector or Activist? You may find that there are two styles you relate to – that’s okay, you can take a bit of both. For example, your learning style might be ‘Pragmatic Reflector’.


Once you have established your preferred learning style, you can then use this book in four different ways, or if you like, a combination of ways.


Let’s jump in …


ACTIVISTS – how to get the most out of this book


[image: image]


Some general learning tips for Activists (other than using this book):




[image: image] Get involved in project teams – particularly at the start of the project. Volunteer for the brainstorming or idea generation segments, but not for implementation issues or activities. It’s a good idea to take on the Chair’s role so that you can direct others.


[image: image] Visit other organisations to see how they do things (short visits only).


[image: image] Take part in business games.


[image: image] Avoid conferences or training courses where you know there will be a lot of theory presentations. If you have to attend, make sure you ask a lot of questions to keep yourself from being bored. Try to take a lot of notes or draw pictures during the ‘boring’ presentation parts. Think about how the issues being raised could be used back at work.


[image: image] Right now, take a quick look at the P.S. at the end of this introduction. Then, go straight to the Introduction of Part 1: Leading and Managing for your next steps – you won’t need to read any more of this introduction.





REFLECTORS – how to get the most out of this book


[image: image]


Some general learning tips for Reflectors (other than using this book):




[image: image] Take the time to watch people as they work – particularly in groups; watch how they respond to one another.


[image: image] When you have just been through a difficult experience, take some time off (an hour or two) to think about it. Write down what went right, what went wrong and what you would do differently next time.


[image: image] At least once a year, take a day or so off work and spend your time reflecting on what has gone and what you need to do over the coming 12 months to improve. Try to split your reflection time between 20% reflecting on the past and 80% focusing on what you are going to do in the coming 12 months.





THEORISTS – how to get the most out of this book


[image: image]


Some general learning tips for Theorists (other than using this book):




[image: image] Undertake training courses and activities that are highly structured. You will need to make sure that the training is based on sound logic and reasoning and contains interesting concepts.


[image: image] Because you are less likely to attend courses of an emotive nature, go out of your way to do so. Keep the above point in mind so that they won’t be too painful for you.


[image: image] Watch for management development articles (the Harvard Business Review is an excellent source). Send a copy of an article to colleagues who think similarly to yourself and attach three or four questions that you think are relevant to your workplace. Ask for their feedback. If you really want to get into a management topic in depth, the publication Organizational Dynamics is very good. Remember to always ask ‘How can this work in my situation?’


[image: image] Seek out interesting projects where the issues are complex.


[image: image] Set yourself up as an expert in a particular field of your work and encourage others to ask for your advice. Be careful to see how the issues they raise relate to how you might also improve your own management style and behaviour.





PRAGMATISTS – how to get the most out of this book


[image: image]


Some general learning tips for Pragmatists (other than using this book):




[image: image] Look for training courses that have a particular relevance to your industry and job. Make sure they include plenty of feedback (such as 360-degree profiles, role plays and active coaching from the trainer).


[image: image] Look for management techniques – e.g. principles, concepts and techniques that will save you time.


[image: image] Look for management models. Ask some of your colleagues (such as the Theorists) to show you how the best management concepts they know work in practice.


[image: image] Avoid theory-type training sessions, meetings and books. If you buy a management book, make sure it has lots of ‘How to’ sections. At the end of most of the chapters in this book there is a ‘How to implement the ideas in this chapter straightaway’ section. You will find these practical, quick and useful.


[image: image] Look for training DVDs that show you ‘How to’, but do not dwell on theory.


[image: image] Get a trusted colleague to sit in on some of your management meetings and give you some feedback on their effectiveness. Make sure to ask him/her how they would run them if they were you.





And so …


Does management training have to be painful? The old saying of ‘no pain, no gain’ should not apply to learning about how to be a better manager! Management training should be interesting, fun – even exciting – and it can be that way for you when it is designed to suit your particular learning style.


At least some of the above tips on learning about management will prove useful – mix and match to suit your own preferred style of learning. It would be sad to think that we might all end up like John Rebus, loathing being a manager simply because we do not have the right opportunities to learn.


By the way – to all you Activists who read this far without jumping straight to Chapter One, well done!


P.S. Chapters one and two in Part One are compulsory reading (but there are some tips on how to get through them quickly if this is an aspect of your learning preference). Then you’re free to roam wherever you like throughout the book according to your need and style. The book is laid out in five sections so you can find your topic easily:


1. Leading and Managing
So, now you’re in charge of other people. Where do you start?


2. Managing Your Team
They’ve given you a team. Now what do you do?


3. Managing Upwards and Sideways
How do you get things done when you have no formal control?


4. Managing Your Meetings
One-on-one is okay, but how do you influence people in groups?


5. Managing Yourself
How do you get the best out of yourself?


All the best with learning to become a manager.


Bob Selden





PART ONE


Leading and Managing



So, now you’re in charge of other people.
Where do you start?





 


Becoming a manager for the first time can be a scary experience. I was very lucky. I only had two people to manage – an inexperienced but bright young man and a very experienced older lady. In terms of experience, in these two I had the two extremes. I was also lucky that they were both very motivated. So, my role became one of trainer for the young gun and supporter for the older, more experienced lady. After 18 months I moved to my next role, which you could say was my first real challenge as a manager – ten people to manage, all far more experienced (technically) than me and most thought they should have my job.


What’s your current challenge as a manager? To help you focus for this first part of the book:




[image: image] Think about the three things that challenge you most in your new role.


[image: image] What are they? It’s often a good idea to clarify your thinking by writing these down.


[image: image] Keep these in mind as you read through Part One so that you can relate your own situation to the examples and guidelines given.








In this first part of the book, the aim is to provide you with:




	A clear distinction between managing and leading. This distinction will enable you to focus straightaway on achieving the results required of you as a manager by the organisation. It will also provide you with guidance to gradually build and develop your leadership skills (leadership takes just a little more time to develop).


	A pro-forma action plan that you can fill in and follow as you progress in your role over the next six months. This will enable you to put into practice immediately some of the ideas that you find useful in the first two chapters.








For Activists, to help you through chapters one and two:




[image: image] Go straight to the ‘How to implement the ideas in this chapter’ section at the end of chapters one and two. See what your action plan might look like for the next few months.


[image: image] Then, find a colleague with whom you can discuss Chapter One.


[image: image] Finally, go through Chapter One and read as much as you can. The concept of the manager’s role having three elements – leading, managing, and operating – will be vital for your success. Discuss these with your colleague to get the full implication. Repeat the above process for Chapter Two.





For Pragmatists:




[image: image] Skim point four ‘The things leaders do that encourage others to follow them’ and point five ‘You may be thinking, Well, how can I become a leader?’ in Chapter One. This will give you an overview of the concept of how leaders can create the conditions that will encourage others to follow.


[image: image] Go back to the start of Chapter One and commence reading. Chapter Two builds nicely on the key concepts outlined in Chapter One.





Theorists and Reflectors: Read on and enjoy!





1


Are you a leader or a manager?


1. You as a leader – the first element of the manager’s role





The case of James and his new role


James took over as the new plant manager for a biotech factory where he would be managing approximately 400 people. Prior to his arrival, there was an ‘Ask Gavin’ column (Gavin was the previous plant manager) on the site intranet. Employees could pose their questions and get answers – they could either give their name or remain anonymous.


On the surface, this sounded like a good idea. However, nothing substitutes for face-to-face communication. People rarely use such methods to ask the difficult questions and if they do, they almost never give their name. One of the first changes James made, was to change the title of this communication channel to ‘Ask Management’. Why? In his wanderings around the site, James had got the distinct impression that his predecessor had ruled as ‘My way is the only way’. Consequently, the intranet communication channel was rarely used. So, James also wanted to distance himself from the previous manager.


Two weeks into the job, the monthly site meeting took place where all employees gathered in the cafeteria to be briefed by management. It was the expectation at these meetings that new managers would introduce themselves and give their new colleagues some background about their experience and work history. When the facilitator turned to James as the new head of the plant and asked would he like to introduce himself, James stood up and asked:


‘Would Francene Dante please stand up?’


You can imagine the hushed silence that greeted James! Could you imagine being Francene? She was sinking lower into her chair. Then, slowly at first, but then more frantically, Francene’s work colleagues encouraged her to stand. As she did so, James said:


‘Francene, I would like to thank you very much for giving your name when you asked a question on the intranet Ask Management. I know you didn’t have to, but I very much appreciate that you did. You see, I value honesty, integrity and sincerity and I like to be able to communicate freely with everyone on the site and they should feel the same about talking with me. So, thank you once again most sincerely.


‘That’s who I am.’


James then sat down.





What impact do you think this one action of James’ had? Most of us as new managers would probably have done the usual thing at the site meeting when asked to introduce ourselves. We would have given a brief overview of our work history and maybe a bit about ourselves as a person (I know I would).


James immediately set himself apart as a leader. He decided to take some action that would demonstrate three of his core values – honesty, sincerity, and integrity. The old saying that ‘actions speak louder than words’, was never truer than in James’ case. He also wanted to demonstrate that communication is a two-way process. Merely talking about it would not have achieved the results he achieved with his one action.


James, very clearly, was displaying some of the best facets of the leading element of his new managerial role.


In fact, there are three elements of all manager’s roles:


[image: image]


‘Roles’ may be formally described by an organisation as ‘manager’, ‘supervisor’, ‘leading hand’, ‘director’ and so on – these are roles where somebody is accountable for the work of other people as well as his or her own work.


Whatever your own managerial role may be called, it will contain an element of:




[image: image] leading,


[image: image] managing, and


[image: image] operating.





Managing and operating are covered in Chapter Two. First, to leading.


2. Is there a difference between a leader and a manager? Can you be both? Do you need to be both?


By the way, before answering these questions, let me fill you in on what James told me was a really nice outcome from his introductory speech. In the few days following the site meeting, he said he had many more people taking the time to talk to him at lunch in the cafeteria or as he passed their work stations, than he had in his previous two weeks at the plant. He also received many emails from people giving their names and apologising for not giving their names in previous questions to ‘Ask Management’.


Almost 100 years ago, Mary Parker Follett described a manager as ‘One who gets things done through people’. This description is still used by management educators and scholars today. However, this should now be enhanced to read:


‘One who gets the things the organisation requires the manager to get done, through the people who report to that manager.’


There are two reasons for suggesting these additions:




[image: image] You automatically become a manager when you sign on for the job.


[image: image] You only become a leader when your people say so.





You are given the title of ‘manager’ by the organisation. People will do things for you, either well or not so well depending on how well you manage them, because of WHAT you are not WHO you are.


Only your people, your team, the people you manage, can give you the title of ‘leader’.


Another way of putting it is to say that the organisation gives you your ‘corporate’ manager’s hat when you sign on. This lets everyone in the organisation know that you are now officially a manager. Then, your people, when they believe in you and only when they believe in you and are prepared to follow you, give you your leadership badge, your badge of honour!


Let me make a very important point. Managing can be described as mechanical and so there are guidelines to follow, whereas leading is always measured through others’ perceptions.


In this book, I will describe many techniques and provide you with guidelines for becoming a better manager. If you follow the suggestions, I can guarantee that you will become a better manager. I will also give you some pointers for developing yourself as a leader. However, it will be up to your people to decide how well you have followed these.


Here’s a quick way of checking your current leadership status:





Once you have been in your current role for say, nine to 12 months, ask yourself:


‘Would my people do the things I now ask them to do even if I were not their manager?’


If you can truthfully answer ‘Yes’, then you are well on the path to becoming a leader. Many of you will probably answer this with a ‘Maybe’. Try not to be concerned at this, as the road to leadership is a long one, but a truly rewarding one. If you are concerned that it seems to be taking you forever to develop as a leader, keep in mind the experience of one of the greatest leaders of our time, Nelson Mandela, who spent 27 years in prison waiting to show how he could lead his country!





James, the plant manager who was mentioned earlier, not only demonstrated his leadership skills quickly, but also has a very clear understanding of the distinction between management and leadership. He has renamed the top team of the plant (the committee of senior managers that make the plant decisions) from ‘The Leadership Team’ to ‘The Management Team’. Food for thought …


3. Are leaders born or made? Can I become a leader?


It might be reasonable to assume that leadership can be developed. However, there has been, and still is, considerable debate on the issue. Even the experts are divided. To help answer this, it’s first necessary to look at what makes a leader a ‘leader’ – then we might be able to see whether leadership can be learnt.


A colleague, Professor Preston Bottger who is Professor of Leadership at the International Institute for Management Development in Switzerland, tells the story of when he was asked by his eight-year-old daughter’s teacher to address her class on leadership.


‘How do you talk to eight-year-olds about leadership?’ he said. So, being a professor, he asked the class the obvious question:


‘Who can tell me what a leader is?’


Straightaway a boy in the front row put up his hand:


‘A leader does things first,’ he enthused.


His response was quickly followed by an equally enthusiastic girl who said:


‘Leaders have followers.’


Could the experts give us any better answers than those?


Using the definition of leadership these children gave Preston, do you know any people whom you might call leaders?


Often when people are asked this question, they respond with the names of famous historical leaders such as Gandhi, Kennedy, Churchill and, more recently, Mandela. However, chances are you’ve personally been greatly influenced by people around you who display leadership, but whom you’ve not credited or thought of as leaders before. For example, parents, siblings, teachers, managers, and colleagues who have acted as role models for you and whose advice you have followed from time to time. In fact, we generally only think of these people as leaders well after they have had an influence on us.


Think for a moment about the famous world leaders that now come to mind when you are asked to name leaders. Now, compare them to some of the people who have had a major impact on you personally. It’s likely that these two groups share many of the same qualities, but more importantly, they actually do many of the same things.


What are these ‘things’ that leaders do that set them apart from others? Can you, too, learn how to do them?


4. The four things leaders do that encourage others to follow


Leaders become leaders because they do at least four things for us that make us inclined to follow them:


[image: image]


Do these sound like some of the things your personal leaders have done for you? It’s more than likely those people who have had a major influence on you all did these leadership ‘things’ and by definition, therefore, can be considered leaders.


These things that all leaders do are described as the conditions that must exist if others are to follow the leader. The aim of this book is to help you personally develop these conditions in your own role so that your people will be inclined to follow you as a leader.


5. You may be thinking, ‘How can I become a leader?’


Why should people do things for you because of who you are not what you are?


When you do become a leader, it is because it is very obvious to others that you are able to establish the conditions that encourage people to follow you. In short, these four conditions detailed above that leaders create, can be described as:




[image: image] A shared understanding of the environment – ‘We know what we face.’


[image: image] A shared vision of where we are going – ‘We know what we have to do.’


[image: image] A shared set of organisational values – ‘We are in this together.’


[image: image] A shared feeling of power – ‘We can do this.’





Over the next few pages, there’s an outline for implementing these four leadership conditions in your role. To help make this section mean something for you personally and for your development as a leader, please now:




[image: image] Think about your own situation. Who are your people? What are the challenges facing them?


[image: image] Try to imagine how you might start developing these four conditions with your people, your followers.





As you think about your situation, go back and read these four conditions again. Take particular note of the word ‘shared’. It appears in all four conditions.


6. Why would managers as leaders need to create a shared understanding of the environment?


People often work best together and pull together as a team when they are faced with some kind of external threat that is common to everyone in the team. You may have experienced this yourself at some stage. For instance, this often happens in cases of takeovers and mergers where people who might previously have been a loose working group (sometimes with not a lot in common) are suddenly faced with an external threat that they can’t quite understand or manage. Often in these situations, they focus on the things they can manage and the things they do have in common. The external ‘they’ or ‘them’ becomes the common enemy that they can all relate to – they rally around one another to fight this common enemy. Something out there in the environment has come to be seen as a common threat and so they bond successfully together as a team to fight the common enemy.


But people can also pull together and become very effective as a team when they have a common positive external pressure.






The case of the training manager


The training manager was working in a financial services organisation when the marketing department decided to introduce an incentive scheme. The scheme was designed to encourage each retail branch to reach specific targets. The scheme seemed fair and well thought out. Those branches that exceeded their targets by the largest percentage margins were to get a considerable reward to be shared among the branch staff.


Now, this type of incentive was new to the organisation. In the training manager’s opinion, it would be quite contrary to the organisational culture which was very much egalitarian and team-based. In addition, the people were already extremely dedicated, loyal and really focused on working together to make the organisation a success.


The training manager went to the marketing director and told him that he did not think the incentive scheme would work. In fact, he said it could probably be counter productive as it ran contrary to the organisation’s culture (the marketing director was reasonably new to the organisation). The two of them had numerous long discussions, but in the end, the marketing director decided to go with the scheme.


The training manager was so confident that he was right, that he told the marketing director that he would now, before the scheme started, write the name of the winning branch in a sealed envelope. The marketing director could keep and open this envelope only after the incentive scheme was finished.


The scheme was duly conducted and concluded with the winning branch (one of the smaller branches) being named and presented with their award. After the festivities, the training manager went to the marketing director and asked him to open the envelope. Out of 127 branches, the training manager had correctly selected the winning branch! Needless to say, the marketing director was amazed and speechless (well, almost). How did he do it? Was there anything special about the winning branch, e.g. biggest or best territory? No. Was the training manager perhaps a clairvoyant? Hardly. Then how was it done?
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If your preferred style of learni
mainly similar to the Reflector .

Why?

1. Keep reading - this will be
interesting for you

Read through the remainder of this
introduction so that you can come to
some sound decisions about using
this book

2. Revisit the description of styles.

Make sure you are happy with your
decision as a Reflector.

3. Buy another copy of this book
straightaway.

Giveitto a colleague who has
a similar Reflector style to you.

After you have read through this
introduction, then chapters one and
two and completed the Managerial
Time Log mentioned there, arrange
to meet with your colleague to
compare time logs

4. Think and take notes as you read

There'sa lot to think about inthis
book, so you will need totake notes
as you progress and keep copies of
the activities and exercises to discuss
with your colleague.
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I your preferred style of learning is
mainly similar to the Theorist. ..

Why?

1. Keep reading

Throughout this book there are
plenty of concepts, theories and
models to think about and apply.

2. Buy another copy of this
book straightaway. Give it to
a colleague who has a similar
learning style to yours

Arrange to meet with him/her
reqularly — every fortnight would be
ideal. Make sure that the meetings
are well structured, they have

clear aims and are based around a
particular management challenge,
concept or theory outlined in this
book (fater in the book you'll see how
these meetings can be structured)

3. Take particular note of the As 2 manager, these types of
sections in this book that have to | activities could be described as
dowith people’s feelings. your blind spots, so it is particularly

important to focus on these.

4 twill be useful for youto runa | Explaining the concept to others will

training session or meeting with
your team around one of the key
concepts in this book

force you to think about how best it
could work n practice.
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If your preferred style of learni
mainly similar to the Activist...

Why?

1. Chances are by now, you're
getting bored with this discussion

Hang in there! Take heart, there
are some short cuts made for you
Youwon't have to read this book
from cover to cover. In fact, you'll be
directed to the parts that are best
for you ~the action parts are found
at the end of each chapter.

2. Buy another copy of this book
straightaway.

Give it toa colleague who has a
similar Activist style to you. Arrange
to meet him or her in a week’s time
to discuss how the two of you will
get the best out of this book.

3. Talk with your colleague about Invite your colleague to lunch for a
how he/she has managed difficult | discussion about how to manage
management situations difficult situations.

4. Make an appointment tomeet | Of course if you do this, you

with your colleague for lunch once
a month for the next six months to
discuss your learning results

probably won't need to read any
further.
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Leaders do four things ...

That encourage others to follow ...

They help us understand and
make sense of our environment

So, for example, when things aren't
working out or are unclear for us,
they are able to explain what is
happening in practical terms that
we can understand.

2. They help give us a sense of They are able to paint a picture of a
direction. brighter future and help us believe
that we can achieve the things we
wantto achieve.
3. They give us a belief in the values | In doing so, they make us feel part
that are important to us. of a team of people that share these
values and have the same aims
4 They are able to make us feel They allow us the freedom to make

powerful.

decisions about our life, work and
the future, especially as a group.
They give the group a feeling of
power to achieve group goals ~ the
group often becomes a team under
an effective leader.
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f your preferred style of learning is
mainly similar to the Pragm:

Why?

1. Apologies for taking so long to
gettoyou

For the rest of the book the key
concepts will be highlighted for you
and you'llbe directed to them ASAP.

2. No, you don't have to buy
another copy of this book (but if
youfind you ke it, please pass it
on toa friend).

In the meantime, find another
manager whom you respect and
who s recognised as an effective
manager.

3. When you have an issue at work
or this book raises a particular
management challenge, seek out
your colleague and ask him/her
how they would handle it

Invite your colleague to lunch for a
discussion about how to manage
difficult situations.

If you have had a performance
review recently or, betterstil
360-degree feedback, pull the
results out now and review them.
What are the two or three areas
where you need to develop most?

Keep these in mind s you go
through the rest of this book s that
you can apply the practical tips andl
techniques to your own situation,
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