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Introduction


This book is primarily for new or aspiring managers. It is also a useful reference tool for junior and middle managers who are looking to develop their skills and are, possibly, seeking progression in their careers. The book aims to give you a sound understanding of the concept of people management; the role of people managers; people motivational theories; the various people management styles and their appropriateness; the tools available to people managers to help them do their jobs effectively; techniques for managing performance; and an insight into how people managers can develop their teams.


I have always been particularly interested in people management, primarily because during my career I experienced poor and ineffective management. However, I learned from these sometimes painful experiences, which strengthened my resolve to continually learn about the practice of management through on-the-job experiences and reflection, supplemented by study and other development opportunities.


Each of the following chapters provides concise accounts of various aspects of people management for every day of the week. You are advised to spend between one and two hours each day studying the daily topic and checking your understanding against the specified learning goal. At the end of the week, you should have gained a full appreciation of:


•  the meaning of people management


•  the functions of a people manager at various levels in an organization


•  how to apply motivational theories to people management


•  the managerial tools that are available and the situations in which they can be used


•  the various people management styles and their benefits and drawbacks


•  advice and tools for the development of teams.


Management, along with leadership, is one of the most studied topics in organizations. There is a wealth of literature covering the subject and there are many views on what makes a good manager and what their role is, together with how effective teams are managed and developed. Many hold the view that management is best learned through doing. Nevertheless, this book provides practising, junior and aspiring managers with a fundamental understanding of the principles and challenges of managing people, together with guidance on how to be an effective people manager. It should help you underpin your practice with sound, simply presented summaries of various theories and techniques.


I have been a practising manager, primarily within the public sector, for a number of years, having worked my way up from junior management posts to director-level positions. I have also studied the topic at both master’s and doctorate levels. I have distilled my knowledge, skills and experience into this book to provide aspiring and developing people managers with a sound, basic understanding of and guidance on the challenges of managing people within organizations.


People managers have considerable power to make a difference to to others and the business of organizations. I hope this book will help you become a good and respected people manager.


Norma Barry
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Managers get things done through people, whether they are concerned with developing and selling services, or making and selling manufactured products. People managers work in all functions of a business and, apart from manufacturing products or providing services for customers, they can be involved with delivering services internally for other parts of the business. For example, the human resources and finance functions often provide services for other parts of the business or organization, and sometimes charge for these services. Finance, HR, communications, IT, sales, marketing and operational managers all use people to develop, make and sell services or products.


Managers in various functions have to manage people in order to deliver and meet work objectives. These people may work in the unit or team for which the people manager is responsible or be others within or outside the organization, such as contractors.


Effective people management is vital to the success of any business and the efficient functioning of organizations. There are many views on what makes a good people manager, so we will be summarizing these and looking at what makes a poor people manager.


Today we will develop an understanding of:


•  the concept of people management


•  how people management relates to leadership


•  the debate around whether management is an art, a science or a profession


•  what makes a good people manager.





The concept of people management


There are numerous views on what constitutes people management. It is difficult to define because there is no general agreement as to what people managers do. Fundamentally, people management is about organizing human and other resources to achieve efficient performance in meeting an organization’s objectives. It is about making sure that employees are able to deliver the services or products of a company or organization within required timescales and to a satisfactorily high standard. It has been defined as the process of controlling and monitoring people through leading, motivating and inspiring individuals within teams, which may vary in size. In addition, people management is about ensuring that staff have the necessary knowledge, skills, experience, aptitudes and attitudes to perform in their allocated jobs. People managers also have a responsibility to look after the health and welfare of those they manage, and to provide developmental support.


It is accepted that people are the biggest asset of any enterprise and that success is very much dependent on the quality of employees. People management is not an easy task. Those in the role are expected to lead, motivate, inspire and encourage people who will in all probability have differing abilities, attitudes and behaviours. The people manager needs to know and understand individual members of his or her team in order to get the best out of them. He or she is also likely to be involved in recruiting, appraising, disciplining and dismissing staff.


The role of a people manager


The role of a people manager can vary considerably according to the size and the nature of the business. For example, those working in small businesses may need to be more adaptable and flexible in their roles due to the limited staff resources available, while those in larger organizations will have more clearly defined roles and may be expected to work in hierarchical structures and according to bureaucratic processes, as in public sector organizations. We will be covering the work of people managers in more detail on Monday.


Service-related business-to-customer businesses demand people managers who are highly skilled in client relationships and who have excellent negotiation and conflict resolution skills. Business-to-business manufacturing and service delivery companies require people managers who are able to understand the clients’ business challenges, are good at negotiation and able to manage the relationships effectively. In creative and new media companies, there are normally less formal organizational structures, so people managers need to know how to ensure that the culture and climate of the enterprise enables innovation and inspiration to flourish. This means creating the space and the right environment to allow creative ideas to emerge for commercial exploitation.


A well-known writer on organizations, Henry Mintzberg, identified ten distinct roles for managers and categorized these into decision-making, interpersonal and information processing. Each of these involves engaging with people in order to make the right decisions, maintaining effective working relationships and gaining the information necessary to carry out the job. However, people managers generally have more loosely defined jobs than those they manage and are in a position to make choices about the style and content of their jobs. They have more responsibility to make judgements, balance arguments and take decisions.
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Management vs leadership


There is an ongoing debate about the differences between the leadership and management of people. A number of people claim that there are distinctive differences between management and leadership.


Management tends to have the following features:


•  It is process-driven and about compliance.


•  It involves controlling people, their work and time.


•  It is about doing things properly and accomplishing things.


•  It involves information-processing for decision-making.


•  It is characterized by predictability and order.


•  Communication is key, particularly informal communication through meetings, telephone calls and email.


•  It is concerned with troubleshooting, solving ad hoc problems and resolving conflict.


•  It is people-orientated and requires an understanding of the unique abilities and characteristics of those with whom a manager interacts in order to manage relationships for the good of the business.


Leadership is considered different because it involves:


•  directing and guiding an organization or function


•  scanning the external environment


•  setting and articulating the organizational vision and strategy


•  mobilizing employees through tapping into their emotions


•  empowerment of the workforce


•  influencing staff and stakeholders


•  making sound judgements


•  driving change and organizational transformation.





There is evidence to show that people cannot be neatly categorized into the role of leader or manager. All management and leadership involve people, and most leaders manage and most managers lead. The extent to which people managers lead or manage is often dependent on how the individual concerned decides to carry out the role and the particular situation. Generally, less senior people managers are focused on operational issues, while those higher up in an organization tend to be more concerned with directing, influencing and guiding.


There has also been an ongoing debate about whether people management is an art, a science or a profession. However, what is clear is that management is about getting things done within businesses and organizations, even though it may apply science and use art to provide insights and vision. It cannot be properly defined as a profession because it cannot be learned formally in the same way as other professions such as the law, accountancy and engineering. Management involves people whose behaviours and actions cannot be predicted and situations which cannot be foreseen.


People management is, therefore, a practice that is learned and developed through experience within particular contexts or environments. It is an intuitive process that involves taking action, reflecting and continual learning. The ‘people manager’ often subconsciously absorbs various signals and experiences to inform his or her decision-making and future practice.


The features of people management


People management takes place at all levels of an organization and in all functions, as organizations cannot deliver without people.


First-line managers are mainly concerned with ensuring that a small team is delivering its tasks to time and to a satisfactory quality. These roles are often relatively well defined, but they nevertheless provide plenty of scope for deciding how to manage individual team members and the team as a whole. There is also scope for first-line managers to contribute to the wider aims of companies and organizations as they are closest to the customer and in a position to obtain first-hand information about customer needs and how services can be improved. Junior managers are often protected from the politics of organizations and wider business stresses. They are frequently expected just to ensure that workers deliver services or products efficiently and effectively.


Middle-line managers are generally those responsible for managing a few teams or, within a relatively small enterprise, a function. Their roles are more challenging as they are often expected to contribute to the wider objectives of the organization and are answerable to senior management and directors for the performance of their teams or the business function. They relate upwards to senior managers and directors and downwards to their teams within their operational or functional areas, as well as maintaining relationships with managers in other related areas of the business and clients and customers.


Senior managers or directors tend to be regarded as the leaders of enterprises. They are the ones that create the vision and strategy for the organization and carry out top-level communication with key stakeholders, including those that may have a financial interest in the business. Middle managers usually report to them on the performance of functional and service areas. Senior and director post holders are expected to take the key decisions for a business’s survival and growth.
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The qualities of a people manager


Successful people managers possess a range of qualities, many of which are vital to the role. For example, a people manager who does not possess excellent interpersonal skills and have empathy with people is unlikely to be effective in motivating staff to give of their best in delivering business objectives. Furthermore, a people manager whose behaviour is inconsistent and displays moodiness will inevitably fail to achieve first-rate performance from staff. Good personality, social skills, understanding and emotional stability are therefore fundamental to the role of a people manager.


Fairness and understanding


A people manager needs to be personable and accessible to staff at all times. He or she should take time to know the staff and be understanding and sympathetic to any personal issues that may have an impact on attendance and performance. However, clear boundaries need to be maintained between the people manager and team members, as people managers have the tough task of continually having to balance the needs of the work with those of individuals. There is no easy solution to this challenge as it is individual and situation dependent. However, the people manager needs to be fair, open and consistent in the way all staff are treated.


It is important not to try too hard to be popular by pleasing staff members. People managers should exercise tough love. While it is good to be liked, for a people manager it is more important to be respected. Respect does not come as a result of your position as a people manager, it has to be earned. Treating all staff with respect and fairness will help in establishing your reputation as a good people manager.


Honesty and sincerity


Continual communication is key to successful people management. Communication needs to be clear and concise, and delivered in an open and transparent way. People quickly pick up on insincerity and dishonesty, so any people manager who fails to be honest and sincere will quickly lose respect and it will be very difficult to regain this.


People need to be trusted to do their jobs and will react badly to being micro-managed. Successful people managers:


•  delegate effectively and stretch staff to perform to the best of their abilities and capabilities


•  give regular praise for a job well done and constructive feedback when improvements are needed


•  are open to receiving feedback on their own performance and acting on that feedback.
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People will respect you more if you are prepared to acknowledge your own mistakes and put them right.
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Intelligence and common sense


While a certain level of intelligence is important in any managerial role, this on its own does not make a good people manager. A people manager needs to know how to use intelligence and apply this with common sense. He or she needs to be knowledgeable about the business and the team’s work, and continually imparting this knowledge to the team in an open and transparent way. The only situation where this should not happen is when the people manager may be aware of sensitive or confidential information that would be harmful to the business or its people if leaked out. The people manager should protect the team by also managing upwards and protecting his or her team from problems that more senior managers may be grappling with.


Poor people managers are uncommunicative, vague, lack good social skills, are distrustful of staff and delegate work ineffectively. They frequently change their minds. People respond negatively to such behaviours and will therefore not perform to their maximum competence.


There are numerous features of successful and unsuccessful people management. Examples of such features are listed below.






	Successful people managers

	Unsuccessful people managers






	Energize and motivate teams

	Adopt a narrow interpretation of their role






	Encourage excellence and initiate change

	Focus on outputs at the expense of people






	Inspire trust

	Are excessively controlling






	Resolve conflicts amicably

	Avoid dealing with conflict






	Align values and behaviours to corporate goals
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