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FOREWORD

What makes good management? Much ink has been spilt, hundreds of conferences held and thousands of presentations given in answering that question. Well, there is no holy grail, no silver bullet that delivers perfect management. But, there are a few clear principles that managers can follow to avoid disaster — and hopefully build success.

Good management obviously starts with good leaders. Good leaders understand that to inspire people you do not - must not - try to control them. You need to set a clear direction, a simple strategy and high ambitions. Then you need to stick to your strategy, delegate and encourage risk taking. Successful businesses do not have one leader; they create a team in which there are scores of leaders.

To achieve this you need to build trust within your team. Trust is built on shared values. At Tesco we have two such values: be first for customers and treat people how we like to be treated; and the belief that every person in our team, no matter what he or she does, deserves respect for the contribution they make towards meeting our shared goals. The latter is critical to building trust. So too is your attitude to mistakes. Mistakes happen, they are the price you must pay for allowing people to take risks. It is better to learn a lesson from a mistake, than never to take a risk at all.

Delegation does not mean abdication of responsibility. Far from it. Our managers don’t simply know how the business  functions, they also have a passion for understanding how it’s perceived by our customers.What needs to change to keep our customers loyal? How can a process be made simpler to keep costs low? How can you motivate people to make change routine?

Change is something that challenges every business, especially retailers. Good managers know that as the world changes - recession, a new trend, a competitor’s sales drive - you too must change, meet new targets and up your game. So while strategy is important, implementation is critical.

At Tesco we have a balanced scorecard approach where we set measurements and targets against all our core strategic objectives - and give this to every store.That means our very large goals are met by millions of small actions in all our stores - and everyone can see how they are contributing. Everyone knows what success means for him or her personally, the individual store and the company as a whole.This drives change and motivates our team.

Finally, an inspirational manager’s ambitions are bold, they break new ground, they are not defined by the competition, but by a desire to be the best. For these managers the world is full of possibilities and opportunities, not problems. Focus on the customer, unafraid to ask uncomfortable questions about the business, happy to celebrate the team’s success - these are the qualities that mark managers out.

While I would never claim to have all these attributes, I have been fortunate to work for years in a strong team. So while there is no holy grail, you can learn from other people’s experience - and mistakes. And that, in the end, is the most important rule that every manager must remember: however good you are, there is always room for improvement.

Never stop learning. This book provides a valuable, no-nonsense approach to management, giving clear, practical advice on what good management is.

 



Sir Terry Leahy, chief executive, Tesco plc




INTRODUCTION

Do you think of yourself as having a career or a job? Do you want to get ahead or is it about the nine to five? Are you ambitious or do you want to keep your head down and just take the pay cheque at the end of each month? If you’re engaged in your work and want to get ahead, then this book will give you the leg-up that you need. If, on the other hand, you don’t care for success, then perhaps this isn’t for you.

Management Today may be the UK’s leading monthly business magazine but it isn’t just about ‘business as usual’. We don’t regurgitate cutting-edge business school thinking or shout about the latest front line development without first giving it intelligent consideration. We pride ourselves in giving you practical, no-nonsense advice, whether you’re a chief executive, a graduate trainee or a fledgling entrepreneur. If you need advice on becoming the best, no matter where you are on the career ladder, then we’ve got it covered.

This book draws on some of the best advice that we’ve given our readers, as well as providing some brand new ideas. The emphasis is on the stuff you need to know to get on with your everyday job, whether it’s learning how to become a better decision-maker or how to get that promotion. It’s about climbing the greasy pole but having fun on the way up. It’s for those of you just starting out but with the ambition to get ahead, and those of you who are old hands at managing but are after a spot of light refreshment.

If you read this book from cover to cover then we hope you’ll learn something useful for every aspect of your job. If on the other hand it just sits on your desk to provide emergency advice during tricky situations, then we hope we can get you out of your scrape. The aim is to give you a masterclass in management that will become your career companion.

The book is divided into five chapters. The first chapter - ‘You’ - is about the personal values and skills you need to develop if you’re to become a brilliant manager. Are you confident enough? Are you emotionally intelligent? It’s also about what you need to know when you’re actually in the hot seat. So, do you know how to delegate? Can you make a decision? And can you inspire those who work for you?

The second chapter - ‘Us’ - is about recognising that a manager cannot work in isolation. Your success will be measured as much by your team’s performance as your own. If you can foster a ‘we’re in it together’ attitude by creating high trust and a high-morale environment, you’ll be able to get the best from your team.Who knows?You might even be able to give them a sense of fulfilment. A happy team will go the extra mile for you. There’s also advice on how to deal with the meat of managerial work - interviewing recruits, conducting appraisals, running meetings, and managing staff who aren’t in the office.

The third chapter, meanwhile, is all about ‘The Numbers’. Although many of you might feel entirely at ease with budgets and cash-flow, there will be others who feel queasy at the mere mention of the word ‘spreadsheet’. Don’t worry. We give some hands-on managerial tips on how to get the budget you want, and how to beg for more resources when you don’t. There’s also a section on pay, which will provide an enlightening read.

The fourth chapter - ‘The Challenges’ - should help soothe some of your management headaches, because it’s all about problem-solving, from dealing with difficult people to rescuing a project that has gone awry. Plus, there’s a section to help you when the going gets really tough, including unexpected crises, redundancy and recession. Keep calm and carry on.

The final chapter - ‘Getting Ahead’ - completes the circle by focusing once again on you. Not you the manager but you the individual who wants to get ahead. What is it that you need to know to become successful in your chosen career? How do you stand out from the crowd? How can you excel in a job interview? And finally, what are the obstacles you should be looking out for, and what hot tips can you discover that will help you get to your destination?

Management Today does what it says on the tin. We’ve been writing about and leading the way on management since 1966, and have charted every trend and idea on the subject. We’re proud of the fact that we were the first magazine to use the term ‘work/life balance’ in the 1990s, as well as an early advocate of corporate social responsibility. Perhaps we’re less sure of the success of the ‘femanager’ neologism we coined back in the mid-1970s to describe the emergence of the female manager, just before Margaret Thatcher came to power.

If a young manager from the 1960s could be beamed down to sit alongside their twenty-first-century peer, they would find that their job had changed considerably. The typing pool, the smoking, the boys’ club have all disappeared. What would those snappy dressers have thought of wearing jeans to work? But then fifty years is a long time. Try just taking the last decade of the twentieth century. It wasn’t until 1997 that a FTSE 100 company had its first female CEO. Working from home was a new phenomenon; e-mail was  kicking off but the emphasis was still on a command and control, hierarchical approach to management.

The noughties started to change all that. Technology democratised communication, so that a CEO who blogged or tweeted was on the same web footing as the new graduate trainee. A shift in the way we thought about work and our careers meant that most of us expected our jobs to fulfil us. All of a sudden, bosses became responsible for making their staff happy. Not only that, but their style of management had to become emotionally aware. Respect wasn’t only demanded from the chief executive - it became the right of everyone working in every organisation.

All these changes, compounded by a recession that was a new experience for many young managers, mean that there’s a lot to keep pace with. View this book as a shortcut to becoming a brilliant manager in the twenty-first century. It doesn’t claim to be comprehensive; it’s meant to be kept to hand so that when you find yourself in need of some help or inspiration, you can delve in and get the necessary information. And we’ll entertain you while you’re learning.

The 2010s will no doubt bring more new management buzzwords, theories, heroes and heroines. The global downturn and national recession that we found ourselves in will have its own impact on the way we think about our work, our careers, and what we want from our managers. It’s impossible to predict what tomorrow’s world will look like but the best preparation for any manager is to keep an open mind and listen to what the people around you are saying. That, and read Management Today, of course.

 



Emma De Vita

January 2010




YOU




HAVE YOU GOT WHAT IT TAKES? 

No one is a natural born manager. You don’t pop into the world, BlackBerry in one hand, umbilical cord in the other, ordering the midwife to get a move on. Becoming a brilliant manager can only be learnt on the job. But you can get a head start. And if you know how to be authentic, are confident, emotionally intelligent and a good communicator, then you’re already halfway there.

Management is not about swaggering around the office making demands of your quailing minions while brown-nosing the chief executive. You can also forget trying to impress people by speaking in business jargon - that managerial approach went out the window a long time ago, along with smoking at your desk, having a secretary, in fact, having your own office at all.


ARE YOU AUTHENTIC? 

‘Find out who you are and do it on purpose’

DOLLY PARTON SAID IT

 



The first rule of being a brilliant manager is realising that you don’t have to be a superhero to get it right. Don’t be scared to just be yourself - your team will respect you more if they  see that you are a lot like them. They’ll lose respect for you if you pretend to be someone you’re not.

But don’t take ‘authenticity’ the wrong way. It isn’t about going big on the whole San Fran love ‘n’ peace thing, man. It’s about having enough self-awareness to know what your strengths are and how to use them to your best advantage; and what your weaknesses are, and how best to reveal them cleverly - or remedy them quickly.


WORDS-WORTH:

 AUTHENTICITY


To be authentic is to be real, genuine, trustworthy. An authentic  person is true to his or her own character. The word arrived in English in the fourteenth century via French and Latin from  Greek, where authentikos meant something like ‘having  authority’. Those who preach authenticity in business insist that consumers will seek out the genuine. What’s more, in the online age, they can easily talk to each other and pass on their experiences, meaning that bogus products are hard to hide. For  an individual, to be authentic is to be yourself, but it’s more practical to concentrate on keeping your promises. It is easy to  be cynical about authenticity, which lends itself so well to an old joke: the secret of success is authenticity; if you can fake that,  you’ve got it made.



‘I wouldn’t say I was the best manager in the business, but I was in the top one’

BRIAN CLOUGH SAID IT



YOUR ROUTE TO THE TOP...  HOW TO BE AUTHENTIC



Sell your differences. Authenticity is not just about knowing yourself but also how you communicate that to others. Bill Gates plays on his ‘geekiness’ and is viewed as a passionate and knowledgeable techie.

 




Remember your roots. Niall FitzGerald, former chairman at Unilever, speaks often and with insight about his Irish heritage and the influence of his mother on both his moral and political views. Share the experiences in your early life or career that have had the greatest impact on you.

 




Break the mould. Rather than following the ‘GE way’, the ‘Branson way’ or the ‘Harvard MBA way’, find your own way.

 




Go beyond your comfort zone. Practise adapting to your new surroundings while remaining yourself. Whether you take on a challenging project or secondment abroad, find out who you really are.

 




Walk the talk. You will never gain credibility if you fail to live by your own convictions. Eliot Spitzer, ex-governor of New York, spent his tenure trying to remove prostitution and other lawless activities from the city streets. Then he was caught out as a client of an up-market brothel. You must practise what you preach.




ARE YOU CONFIDENT ENOUGH? 

It takes courage to be authentic, and you won’t be able to pull it off unless you have a healthy level of self-confidence. Not too much, and not too little...


You’re under-confident if you...

1. Have been on the same salary for more than two years

2. Assume everyone else is more intelligent than you

3. Whisper rather than speak up

4. Avoid eye contact when talking

5. Have a handshake like a wet flounder

6. Try to take up as little space as possible

7. Believe your opinion doesn’t matter

8. Would rather have teeth pulled than make a presentation

9. Fail to recognise your growing competence

10. Allow your fear to prevent you from doing what you most want

...and what to do about it

1. Act confident and only you will know you’re not

2. Turn up the volume and reduce the speed at which you talk

3. Good eye contact and pausing when you’ve finished a sentence gives you gravitas

4. Banish fidgeting, hair-twiddling and other non-confident body language

5. Replace tentative words (maybe, perhaps, might) with positive, vigorous ones (will, definitely, absolutely)

6. Each time you tackle a scary situation, praise yourself for what you did well and chalk the rest up to experience

7. Write down a long list of what you’re good at and read it when you’re feeling wobbly

8. Recognise that even the most outwardly confident people sometimes get butterflies

9. Dress confident - it’ll boost your morale

10. Before a difficult conversation, think of a past situation that worked out well. The good memory will make you feel more positive

You’re over-confident if you...

1. Believe you are brighter than everyone else

2. Put your feet on the desk

3. Trust your own gut feelings at all times

4. Love the sound of your own voice

5. Assume everybody fancies you

6. Crush fingers when you’re shaking hands

7. Never listen to other people’s opinions

8. Never miss the chance to hog the limelight

9. Claim negative feedback is lying rivalry

10. Believe your own positive PR

...and what to do about it

1. Adjust the volume - downwards

2. Tone down the language

3. Sit back and listen. Don’t interrupt

4. Pause before you speak to allow brain to engage before mouth

5. Ensure you have data to back up your assertions

6. See how people with quiet power operate

7. Reduce the risk of bad decisions by consulting those with experience

8. Get frequent feedback to better understand the effect you have on others

9. Admit you might be wrong - it’s a sign of strength, not weakness

10. Smile. Help others to relax




ARE YOU SUFFERING FROM... HUBRIS SYNDROME? 

Hubris Syndrome is not necessarily something we’re born with but, like a fatty diet, it quickly makes us bloated. The theory is that the closer we get to power, the more our brain starts to feed on it. Pretty soon we’re like heroin addicts, needing more and more of it or we fall apart. Symptoms include the habit of seeing the world as an ersatz stage on which to exercise power; a messianic manner; excessive confidence in our own talent; and a belief that we are accountable only to God. Sufferers tend to be impulsive, restless, reckless and often isolated from friends. Hubris Syndrome is most dangerous where checks and balances are few. A sceptical spouse or even confident friends can curb tendencies, but the more severe the affliction, the less likely one is to seek other opinions. By making it a fully fledged medical disorder, psychiatrists hope to protect the world from power-crazy politicians. The problem is that hubris can double as charm. It’s not until we’re in power, ordering rose petals to be cast in front of us as we walk, that everyone else realises they screwed up.


ARE YOU EMOTIONALLY INTELLIGENT? 

Forget about IQ, these days it’s all about EQ - or Emotional Intelligence. It’s essentially about how good you are at reading others’ emotions, and how in control you are of your own. It’s not necessarily about being ‘soft’ or ‘nice’, it’s about using feelings to your best advantage.

[image: 001]

Masterclass in Emotional Intelligence: What is it?

Oh, don’t bother me now, stupid. Can’t you see I’m busy? Sorry, slight lapse there. Emotional Intelligence is a label to sum up the range of interpersonal skills and responses that form our public persona. It is often contrasted with existing notions of intelligence - not IQ, but EQ. Emotionally intelligent people show empathy and tact, are self-aware and in control of their feelings. They are the deft operators in our pressurised modern world, rising to the top while making as few enemies as possible.

Where did it come from?

In 1995, the US psychologist Daniel Goleman published his ground-breaking work, Emotional Intelligence, a book that, fifteen years later, is still winning converts. In a chapter entitled ‘Managing with Heart’, Goleman argued for a more considered, empathetic style of management. ‘Too many managers have poorly mastered the crucial art of feedback,’ he wrote. ‘Leadership is not domination, but the art of persuading people to work towards a common goal.’ The book coincided with the emergence of the ‘new economy’, where approachability and openness were in and hierarchy was out (as were, sadly, profits).


ARE YOU A GREAT COMMUNICATOR? 

Your purpose in life as a manager is to get other people to do things for you, and you can’t do this without communicating with them. Brilliant managers are excellent at getting their message across, be it through clear orders or subtle persuasion and appreciate that communication is a two-way process. Most people underestimate the importance of listening but the best managers are the ones with the biggest ears.


Ten Ways to Listen

1. Make time and take time

2. Clear your mind

3. Give your undivided attention

4. Don’t interrupt

5. Ask what they mean

6. Check body language

7. Keep your opinions to yourself

8. Check what they really feel

9. Hear what’s not being said

10. Play back what you’ve heard



The art of knowing how to hold a conversation with someone is coming under threat. We may be expert texters and tweeters but are we losing the ability to make face-to-face conversation?


DO IT RIGHT:

MAKE CONNECTIONS


Find your shared interests. You don’t have to limit conversation to work-chat; talking about the latest footie scores or The X Factor results doesn’t make you seem unprofessional -just friendly.
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