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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.










For Bim – for everything.




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 21st 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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Introduction


Management is a relatively recent phenomenon. A definition might be: ‘managing is getting things done through people’. Bosses get things done, often without consulting people at all. But management implies that people matter. People work better, produce more and cause less trouble if they are treated with consideration of their humanity. Today we are involved in a highly organised, sophisticated system that expends a vast amount of time, energy and other resources in ‘getting things done through people’. Nowadays people count; they are the most important resource in any enterprise. People matter – which is what this book is about: working with people.


Objectives and methodology for working effectively with people


The process of getting things done is arranged in a similar way, whatever the field of endeavour: from the armed forces to scientific research. Someone is chief; someone reports (i.e. is commanded by) to them; a further someone reports to the second in command and so on, right down to the tea lady. Somewhere in this organisation you fit – a manager, albeit with less responsibility or authority than the boss, but nonetheless charged with getting things done. These ‘things’ may be defined, closely or loosely or perhaps not at all. It is a very good idea to have what you do defined by an organisation chart and job description. The big boss has ultimate responsibility for everything in the organisation; your responsibility is for a specified small area. This is why it is so important to have a clear statement of responsibilities and authority; without this you may not be able to perform effectively. Sadly this clear statement is often missing.


So you are part of the chain of management, and it is a difficult part. Above is the boss, who may not have, or may not have been able to, exactly specify the job. Below are the workers, your people who expect guidance and direction. Have you had any training for this?


Managing other people is a technique (art? wizardry? science?) that can be taught and learned. In this book we deal with the essential things of everyday working life at the sharp end. The things you need to know concern the technical aspects of getting the job done and how best to get people to do it. The first things to understand are where you fit, what your role is, and how your own personal leadership can be developed. Without an understanding of these elements any manager will be on shaky ground. Knowing what your work responsibilities are helps you deal with the job effectively. Having a good idea of what leadership is about will enable you to put some of the principles into practice and self develop – and also develop your people.


Then there is what this book is about: the nuts and bolts of everyday management, planning, controlling and problem solving. These things are a structural part of any manager’s daily work. Everybody plans to some extent, but you have to plan not just for your own activity, but for the team as well and also to meet the objectives of the organisation. This can be complex; integrating all the interests that are involved needs skill and determination. Then, it is essential to ensure that the plans are carried out; that the results planned for have actually happened. This again requires skill because, in working with people, the idea of control can often be distasteful to some.


Solving problems is what the manager is most concerned with. It takes time, which often is not a good expenditure of this valuable resource. You need to be available to help with problem solving, whether it is a technical problem or a personal one. But your attitude should be ‘don’t bring me problems, bring me answers’. In other words, don’t ask me to solve a problem that you can really solve yourself; think about it a bit before running to me. In working with people one of your main jobs is to encourage people to learn to think for themselves, to develop initiative and solve their own problems as far as possible.


We have a job to do, in a specific amount of time; we need to plan and control what we are doing, so that excessive problem solving does not hold us up.


The thinking manager will adapt their management style to the circumstances and call up their leadership, planning and control skills. Also, good communication is vital. One important aspect of management style is the extent to which you are able/willing to delegate. Effective delegation opens the greatest possibilities for collaboration and extends your capabilities, as well as developing people. If they are accustomed to extended delegation, they will be much more attuned to the difficulties of making changes than those who simply accept orders.


The art of management is intricately tied up with the techniques of getting things done and using people to do things. Management is a structure of many parts; leave out one, or ignore, or miss, a piece and the thing goes lopsided. It may work, but not efficiently. Instead of a well-oiled machine that performs to specification, one may have a creaky ill-tempered beast that needs constant attention and adjustment to make it go at all. The thinking manager will do well to acquire and practise good management skills, including effective ways of working with people.


The ability to communicate effectively is one of the most potent skills that any individual can have in life. In your job you need to communicate both up to senior management and down to your people; having such skill is a great asset. Communication skills can be learned, but they need a lot of determination and persistent practice. We talk mostly about spoken communication because this is the most used in your work: giving instructions; discussing plans or activity; making a presentation to explain, or to convince people about change. Most of this is the spoken word. But you must also be skilled in the written word: for reports to be made, or plans to be drawn up and so on. This needs clarity of expression in writing, whether this be on paper, via an email, fax or any other electronic method, or even as a text message! And there are other skills that you would do well to acquire: how to read body language; how to conduct a meeting effectively; questioning techniques to get the information that one needs; and learning to listen. This skill is almost more important than speaking, or writing in a management context (or in life – apparently it is difficult for men to listen, less so for women!).


Without good communication skills the quality of the manager’s job will inevitably be less than optimum. Effectiveness will be measurably enhanced with improvement in communication skill. You have to deal with other people; it is thus important to understand what motivates people and how and why they form relationships. It is also helpful in the work situation to be able to perceive what people expect of us and, even more, what we expect of them – and how we show or express this. A level of sensitivity is called for to appreciate what motivates ourselves and those with whom we work. Well-motivated people perform well; it is our job to ensure that the level of motivation is high and that relationships within the work environment are smooth. Ruffled feathers spell trouble; low morale and poor motivation means poor results in your work area. The figures do not lie: if there is a downturn in productivity look for the causes, not in machine or materials failure, but in people failures.


This is where the manager’s role as coach can have such a significant impact. Any person in a supervisory capacity accumulates a store of knowledge, wisdom and people skills. To make a difference all these can be brought to bear in the process of coaching and helping: ‘Let me help you do it’ but not ‘Let me do it for you’. The coach combines the functions of demonstrator, observer, commentator, evaluator and praiser. In all these areas you as coach have the experience to guide individuals to satisfactory performance.


The chapters of this book deal with various aspects of management. But important though these subjects are, there are many more areas that you should know about, but which will have little impact on the work, and which you will not be able to influence directly.


You should have some understanding of: finance, a vast and terrifying area for some; marketing, an arcane jungle; production; procurement; industrial relations and law, and much more. All this buzzes around the concept of ‘management’. And to supplement this are the latest fads, gimmicks and techniques dreamed up by consultants and academics in business schools, which often have no relevance or reality: ‘Total Quality Management’; ‘Corporate Re-engineering’, to name but a couple of the most recent. The fads come and go; they flourish, then wither, then the next one arrives. You may be involved in the upheavals (change or chaos?) and that is part of the job. But the fundamentals remain; they may get called by fancy names for some time but they nevertheless remain the basics of the manager’s job.


Before you read any further it might be a good idea to take stock: of what you know about, how you fit in, and your job. Obviously whatever you put into the following questionnaire remains private. However, the most interesting thing is what you don’t put in, i.e. what you don’t know. It could really be worthwhile to fill in those gaps.


It is NOT an exam! There are no right or wrong answers – only what you know. If you don’t know anything about a particular point, just leave it blank. This could be an incentive for you to find out.


Self organisation – some ideas


To work with people effectively, you really need to be organised, and organisation means self-discipline. This is hard! The following ideas may be helpful and they rely very much on practising the Pareto principle firmly. (We will explain this principle later on, but essentially it means dealing first with the important things and then looking after the trivia.)




[image: images]  Make a ‘To Do’ list daily. Do this last thing before leaving in the evening or first thing in the morning. It will pay off! Categorise tasks into:


–  Urgent


–  Important


–  Then prioritise.


[image: images]  Be realistic – you can only do so much in one day. If you have tasks left over, carry them forward, re-prioritise. If you have carried them forward more than three times, chuck them out – they don’t need doing!


[image: images]  Do not fill every minute with activities – allow for the unexpected (which will happen!). Review your list frequently and reorganise as needed. Try to calculate the amount of time each task will take.


[image: images]  Before doing each task ask yourself:


–  ‘Why me?’


–  Can someone else do this? An excellent opportunity for some delegation.


[image: images]  Group related activities together so as to concentrate your own and your team’s efforts.


[image: images]  Work on key tasks every day: focus on outcomes, grade the urgency.


[image: images]  Think ahead constantly. Don’t neglect tasks you don’t like so they eventually become urgent (and therefore a crisis).


Questionnaire – what do you know?


[image: image]
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Think about what you have put in the questionnaire. Do you feel you know enough about your job? If you have left spaces unanswered then, as you read through this book, maybe they will be filled in. Or maybe you will feel the need to go and find some answers. Good hunting!




SUMMARY


This chapter has introduced the overall theme of the book. Managers work with people to fulfil the objectives of the organisation, whatever they may be. They are the key links in the chain from intentions to results. Some of the things that managers need to do are outlined very briefly in this chapter. For example: problem solving, delegation, leadership and, above all, communication in all its forms.


No matter what your title is, or how exalted or lowly in the organisation, your job is to get things done through people. Absorbing the wisdom contained in this book will help you get that job done – well!
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How do we communicate?


Good communication is at the heart of working with people effectively. To do your job you need to ensure that you – and your people – know what needs to be done. This means good understanding of what is happening from both sides. You all need information; the best way to get this is to communicate well. If you, as the leader, show good communication by example, then you will be exhibiting leadership skills; by really listening you will be empathising with your people, showing you understand. You will be taking them into your confidence, consulting with them and getting the sort of feedback that will enable all of you to do an excellent job.
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11 Suggesting improved methods of working.

12 Keeping a check on costs and wastage.

13 Checking work.

14 Upgrading performance.

15 Keeping an eye on adequacy and effectiveness
of fumiture and equipment.

16 Supervising maintenance, cleaning and
storage of items.

17 Keeping up to date with new ideas and
new equipment and recommending their
use where advisable.

18 Controlling the flow of work through your
section.

19 Maintaining an effective working team.

20 Planning for the future.
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