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WEEK 1


Introducing Management In A Week




Introduction


Congratulations! You’ve made it! Your bosses have seen your potential. They have noticed your hard work and the skills you have and have promoted you to a manager.


How do you feel? Excited? Thrilled at the prospect of showing your abilities and skills even more? Exhilarated at the opportunities that will open up for you to shine even further? Perhaps a little overawed at some of the responsibilities that will come your way? Concerned, even anxious, about some of the burdens that the management role will bring?


Week 1 will guide you through what can feel like the maze of tasks of a manager. Principles are clearly explained with case studies giving examples of how – and sometimes how not – to manage.


Where do you start? How do you see your way more clearly? Week 1 breaks down the art of management into easy steps:


Sunday Becoming a manager: what the changes will mean to you in your new role


Monday Managing people: recruiting, developing and motivating your staff


Tuesday Managing a team: encouraging members of your team to work well together


Wednesday Managing your work: setting goals, managing systems and procedures, solving problems and making decisions


Thursday Communicating effectively: keeping lines of communication clear through good listening skills, effective use of email and telephone and holding better meetings


Friday Managing a project: working out – and keeping to – aims, outputs, costs and schedules


Saturday Managing yourself: being aware of yourself, becoming organized and making good use of your time


Each day of the week covers a different key area and the material is structured by beginning with an introduction that gives a ‘heads-up’ as to what the day is about. Then comes the main material, which explains the key lessons to be learnt by clarifying important principles that are backed up by case studies and quotations. Each day concludes with a summary, next steps and multiple-choice questions, to reinforce the key learning points.


There are many other books on management available that will explain theories of management, but Week 1 is written to guide you reliably through the basics.
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Today we’re going to look at:


•  what managing is


•  some challenges you will face


•  the differences between managing and leading


•  the qualities of a successful manager.


Dictionaries give different definitions of the verb ‘manage’. Our main concern is with organizing other workers and making decisions about how a business or department is run. In practice this will mean that you usually tell other people what to do rather than doing it yourself. The italic text shows the crucial differences between what you have done up to now and what you will do now you are a manager. You will:


•  organize other workers


•  make decisions about how a business or department is run


•  tell other people what to do rather than doing it yourself.


You are not uninformed, however. You will have had experience. In the past, you will have been organized by your boss who made decisions about how the business or department should be run. So you have thoughts about how well or badly that management was undertaken. Also, be assured that your bosses have identified potential in you that can be developed successfully.





What is managing?


We can usefully divide managing into separate tasks:


•  Plan: know your goals and work out how to achieve them.


•  Organize: do what is necessary to make the plan happen. Bring structure and make arrangements. Allocate the necessary resources to your team. Assign work to your team members; if necessary, recruit or train your team. Coordinate with others. Delegate work, responsibility and authority. Work efficiently, with minimal waste of time, money and other resources.


•  Lead: motivate, encourage and, above all, communicate with members of your team to show them they are valued and get the best out of them so they work effectively.


•  Control: not in the control-freak or manipulative sense, but being direct, making decisions about how to work most effectively to see that your goals are met. Monitor actual timings and costs against planned goals and take steps to ensure that the agreed outputs, standards and so on are met.
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Looking at the four points above, think which of these come naturally to you and which you will need to work harder at to cultivate. Think about your new role and analyse it in terms of each of these task points.


What goals will you need to plan? How will you organize the necessary resources to achieve that plan? How will you lead – motivate – your team members to get the best out of them, controlling and giving direction to make decisions to see that your goals are met?


Challenges you face


Challenges you face as a manager may include:


•  hiring the right staff


•  making the most of scarce financial resources


•  training your staff


•  managing difficult members of your team


•  motivating and encouraging your team


•  communicating well with your team


•  making better use of your time


•  managing budgets


•  managing projects


•  managing yourself better.


We will deal with these, and more, in this text.






	Becoming a manager





	When Karen first became a manager, she was in charge of people who had previously been on the same level as her. She was once one of them but was now senior to them.





	She had lots of ideas when she became team leader, such as introducing new daily briefings and performance targets. However, rather than implementing these changes gradually, she tried to introduce them all at once. Unfortunately, the team did not cope well with this and their attitude to her became negative. She decided to have one-to-one meetings with each colleague to find out their thoughts on the changes and hear their suggestions. These sessions proved to be opportunities for them to understand that the changes were for the good of the team, and gradually Karen was able to introduce all the changes successfully.






Managing and leading


What is the difference between managing and leading? Roughly speaking, managing is turning leadership into action.


Let’s consider this in more detail. Leaders set a particular course: ‘We’re going to expand into the Chinese market.’ Managers put that into action, for example: ‘We’re going to understand the culture, build a base, recruit staff there and implement a whole range of other activities to make the basic idea of “expanding into the Chinese market” a reality.’


So leaders set the overall direction and give vision; managers work out the detail in terms of organizing people, planning and budgeting. You will probably have agreed with this last sentence, but notice that it includes a crucial aspect: that of emotions. Leaders appeal to the emotions to set a course of change, wanting to inspire people to follow a vision. Managers, in contrast it seems, have the less exciting task of ensuring that the work, in all its detail, is completed.


In practice, however, the distinction between ‘leader’ and ‘manager’ may not be so clear-cut. Your role may be ‘team leader’ and your responsibilities will concentrate on the detailed tasks, systems and processes to ensure that the work is completed. You will also, however, need leadership skills to motivate the members of your team to achieve these goals.






	Proving your capabilities





	Louise first joined the help desk at the hospital’s IT department via an agency. She’d always been interested in computers and was good at explaining things to other people in a pleasant and clear manner. She was quickly taken on to the permanent staff at the hospital.





	Colleagues gradually noticed that she was quick to pick up knowledge and that she had good organizational skills – from arranging rotas to organizing the staff ’s Christmas meal. She also often deputized for the team leader when he was unavailable. She was promoted to acting team leader when the team leader was on sick leave. Louise proved her capabilities so well that when the team leader’s job became vacant she applied and was offered this role. Her work skills, linked with her dedication, hard work and commitment to the role over a period of years meant that she was an ideal person to manage the team.
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Qualities of a successful manager


What kind of a person makes a successful manager?


•  Someone who is self-motivated – a good manager will have initiative and determination; he or she will not need external persuasion in order to work.


•  Someone with good directional and organizational skills to organize people, processes and resources.


•  Someone who is able to plan ahead and set clear goals.


•  Someone who is focused on the important aims of achieving goals and increasing performance.


•  Someone who has vision and is able to inspire others by their words and their example.


•  Someone who is proactive in looking ahead, rather than reacting to changes as they happen.


•  An effective communicator, able to communicate clearly in spoken and written forms (e.g. emails, reports).


•  Someone who is able to think strategically, taking a view above the detailed.


•  Someone who is good with finances, setting budgets and establishing systems that monitor and control expenditure.


•  Someone who is good at analysing information, both in words and numbers, text and financial data, at home with both text documents and spreadsheets.


•  Someone who is decisive, with the ability to take the initiative and make decisions. Sometimes even making the wrong decision can be better than making no decision at all!


•  Someone with good interpersonal skills: open and approachable, trustworthy. Someone who respects others.


•  Someone who is able to motivate others, coaching, supporting and facilitating their staff.


•  Someone who is good at networking with others to develop trusted relationships.


•  Someone who is able to delegate to members of their team.


•  Someone who is able to work well under pressure.


•  A good team player – one who works well, establishing clear roles and encouraging personal responsibility.


•  Someone who is able to recruit (and retain!) good staff.


•  Someone who is able to take control, building on previous successes to make things happen.


•  Someone who is confident and optimistic – able to boost staff morale and encourage them to see challenges in a positive light.


[image: image]


•  Someone who is effective at using time well, especially doing things right the first time.


•  Someone who is committed and persistent in completing tasks reliably.


•  Someone who is adaptable, able to deal with people well and solve problems creatively.


•  Someone who is good at managing themselves, being aware of their own strengths and areas that need development.


•  Someone with honesty and integrity, who deals with all staff fairly.






	Tip





	A few years ago I went to a day’s course on leadership at which various skills (e.g. giving vision and direction, having courage, being able to inspire others) were stressed. The final comment of the day has stuck with me, however: ‘Most importantly, if you had to choose between skills and integrity, choose integrity.’






The function which distinguishes the manager above all others is his educational one. The one contribution he is uniquely expected to make is to give others vision and ability to perform. It is vision and moral responsibility that, in the last analysis, define the manager.


Peter F. Drucker (1909–2005), US management expert






	Back to the shop floor





	As Managing Director, Joe felt he needed to ‘get back to the shop floor’ and find out what his staff really thought of his organization. So he sat alongside members of staff for several days, listening to their concerns. They didn’t feel their work was valued, and communications from ‘them’ (senior management) were thought to be very poor. At the end of the week, Joe was able to take these valuable lessons back to his role as MD and begin to change the company’s ethos and practices.












	Summary





	Today, we’ve begun to consider:





	
•  what a manager is and does


•  key aspects of being a manager


- directing, planning and organizing work


- giving instructions to workers


- making decisions about aims and work


- supervising and motivating staff


•  the differences between being a manager and a leader


- leaders set the overall direction and vision; managers turn that vision into action


- in practice, the distinction between manager and leader may not be clear-cut


•  the qualities that make a successful manager.






	Next steps





	
1  Summarize your role in 10 to 15 words.


2  List the three main functions of your role.


3  Which of these three comes most easily to you?


4  Which of these three do you consider most difficult? Why? What will you do about it?


5  To what extent are you also a leader in your role as manager?


6  Consider which qualities of a successful manager you need to cultivate.









Fact-check  (answers at the back)


 1.   A manager is:






	a)   a successful person
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	b)   someone who works hard
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	c)   someone who organizes work and gives instructions to colleagues
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	d)   someone who bosses others around.


	[image: image]








 2.   Managing is:






	a)   turning action into leadership
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	b)   setting a vision
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	c)   just about coping with difficulties
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	d)   turning leadership into action.


	[image: image]








 3.   As team leader, your role is:






	a)   to give orders to the team
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	b)   to manage the team
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	c)   to allow the team to do what they want
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	d)   to give days off to the team.
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 4.   A manager needs to be:






	a)   poorly motivated
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	b)   self-motivated and good at motivating others
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	c)   self-motivated
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	d)   good at motivating others.
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 5.   A manager needs to:






	a)   be good at organizing
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	b)   be poor at organizing
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	c)   not care about organizing.
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	d)   Sorry, what is organizing?
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 6.   A manager needs to:






	a)   be confused about the goals they want to achieve
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	b)   not care about the goals they want to achieve
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	c)   be clear about the goals they want to achieve
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	d)   change their mind about the goals they want to achieve.
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 7.   A manager needs to:






	a)   be totally absorbed by basic financial information
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	b)   be uninterested in basic financial information
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	c)   not care about basic financial information
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	d)   be able to understand basic financial information.
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 8.   A good manager should:






	a)   be proactive not reactive
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	b)   be reactive not proactive
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	c)   know the difference between proactive and reactive


	[image: image]







	d)   not understand the difference between proactive and reactive.
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 9.   A good manager should:






	a)   make decisions, but change the decision later
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	b)   never make any decisions at all
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	c)   be decisive, making clear decisions
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	d)   be hesitant, afraid to make decisions.
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 10. In the final analysis, which is more important in a manager: skills or integrity?






	a)   both
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	b)   neither
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	c)   skills


	[image: image]







	d)   integrity.
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So you’re a new manager. Who will you manage? People are not things like machines, computers or processes – they are individuals, with different personalities. Some colleagues are keen to work, others lack motivation. Some colleagues are quick, others are slow; each has their own approach and style of working. How will you cope? How will you get the best out of them?


Today we look at:


•  recruiting the right staff: the different steps you need to take


•  motivating your staff: some useful hints, tips and techniques


•  performance management, to evaluate colleagues’ work


•  developing your staff so that they gain new skills and abilities.


Each of these is vital: you want the best staff and you want them to reach their full potential. You need to build good relationships with them. This is about believing in your colleagues, having confidence in them.





Recruiting the right staff


It is difficult to find the colleagues you want. We joke, ‘You can’t get the staff these days’, but it may be true. How do you find the best staff? Here’s part of the secret: you need to know the kind of people you want.


Work out a timetable for the various different elements of the task, beginning at the end – in other words, the ideal date when you want the person to start. Working from where you are now, include time for: agreeing job description, person specification and method of application; advertising the post; receiving applications; dealing with references; shortlisting; interviewing; offering the job; applicant accepting offer; signing of contract.


Defining the job and the person


You need to start with a job description, which will state:


•  what the purpose of the job is


•  what the main responsibilities of the job are


•  who the person will be responsible to.


Don’t just use the standard job description that may be on your computer or filed in the Human Resources (HR) Department; now is a good time to review it and to refine the tasks and requirements of that position.


You will also need to define the skills, qualifications and experience the person will need. You will do this in a person specification. Some of these will be essential, others desirable. For example, to be a team leader at a Customer Services help desk, it is essential to have previous experience of working in Customer Services. Are you looking for a good team player or a lone ranger who is better at working by themselves? Are you looking for someone who can plan ahead? Someone who works well with spreadsheets?


Advertising the job


So, you’ve agreed and written up the job description and a person specification, now you need to move the recruitment process forward. Your Human Resources Department will help you with this. Advertise the post internally (e.g. on your organization’s website) and externally. Advertise on the internet and intranet, in internal news bulletins and newspapers. If appropriate, go to an agency.


You will need to decide how to handle applications: whether candidates should fill in an application form (physically or online) or send a covering letter explaining why they think they are suitable for the job, accompanied by their CV.


You will also need to decide whether to ask for references and, if so, when (before or after the interview).


When you receive applications, you will then, with colleagues, shortlist possible candidates according to the objective criteria you decided in the job description and person specification. Note why you are not pursuing certain people and their applications in case this is queried later. Consider how many people you want to interview. Is ten too many?


Interviewing staff


The key point of interviews lies in the preparation. Be clear on the time and place of the interview, and give candidates sufficient advance notice (e.g. allow a week between shortlisting and the actual interview). On the day, allow enough time for the interviews themselves and time between interviews for the interviewers to make notes and confer before the next interview.


Think through what you want. Will candidates be required to give a presentation or take a test? If you want them to give a presentation, will a projector and laptop be available? And will they be required to bring some proof of identity or examination certificates?


Decide who will carry out the interviews. Do you require another person or possibly another two? Depending on how many candidates you are interviewing, is it better to do the interviews in a block, say over two days, so candidates are fresh in your mind. This may not always be possible, which is why it is vital to make notes.


Prepare the interview room, making sure it is clean and that water is available for candidates and pens and paper for interviewers.


Work hard at phrasing your questions. Apply the agreed criteria in the job description and the person specification in the interview process. It is important that each candidate is treated equally in the interviews: they should all be asked the same questions in the same order. Avoid closed questions that can be answered by a simple yes or no. Instead ask open questions. You could start with a general question such as, ‘Tell us why you think you can fulfil this role’. Your aim is to enable the candidates to talk about themselves, their previous experience and how they could fill the job you are interviewing for. Check that you are clear on basic matters such as pay scales.


There are certain questions that you cannot ask, by law, such as a person’s sexual orientation or their marital status. Your HR department will advise you on this.


Make sure you have discussed with the other interviewers when you will be able to let candidates know whether you are offering them the job.






	A model interview





	Harry welcomed the candidates to the day’s interviews and tried to help them relax by making small talk. At the beginning of each interview, Harry started by explaining to each candidate the role and purpose of the job, the type of person the company was looking for and how the interview would proceed.





	There were three interviewers on the panel and each asked the candidate the questions they had agreed in advance, with one or two supplementary questions to clarify their answers. They discussed the candidate’s previous experience, what challenges they had faced in their previous job, their strengths and where they felt they could develop their performance. They allowed time for the candidate to ask questions and provide any other information they thought would be relevant. During the interview, each interviewer wrote many notes, which later formed the basis of their evaluation, discussion and decision on the best person for the job.
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Evaluation


You will have all the information before you and you need to be as objective as possible in deciding to whom you should offer the job. Consider the facts as you have them from the candidates’ applications, interviews and any references. Don’t let yourself be persuaded by a person’s attractive appearance or warm personality; you are interested in their ability to perform the job.


Offering the job and induction


Your HR department will guide you on your organization’s practice regarding job offers/letters of appointment and contracts. You should also inform other candidates that they were not successful.


If the new colleague has come from outside the organization, then make sure you have a good induction programme to show them how your organization works, and to make them feel at home and integrated into their new workplace. It’s not only about big ideas such as the ethos of your organization and its health and safety policy, but also about the small details of how to apply for holidays and who to contact if they are ill.






	Staff Handbook





	A typical Employees’ Handbook (also called Employee Handbook, Employee Manual, Staff Handbook) contains sections on:





	absence





	appeal procedure





	bullying





	confidentiality





	contract of employment





	data protection





	disciplinary procedure





	equal opportunity and non-discrimination policies





	expenses guidelines





	flexible working procedures and conditions





	grievance procedures





	health, safety and fire





	holiday entitlement





	hours of work





	maternity and paternity leave





	notice to terminate employment





	payments, including annual review





	pension scheme arrangements





	personal development





	probationary period





	redundancy policy





	retirement age





	sickness and sick pay procedures.






Motivating your staff


It’s Thursday afternoon and members of your team have, it seems, stopped working and are discussing tonight’s football match. You try to get them back to work, but fail. And it’s like that all too often. How can you motivate your staff? Or you may be coming to the end of a long project. As Team Leader, you should be aware of the motivations and emotions of members of your team. Colleagues are probably tired and their levels of energy and enthusiasm may be beginning to wane. How do you encourage them?


Someone who is well motivated is positive, does their job well and enthusiastically and wants more responsibility. Such a person can boost the morale of colleagues and help them work well. On the other hand, someone who is poorly motivated will not seem to care about their work. They may turn up late and complain about small details. Such a person can have a negative effect on other colleagues.


Here are some tips to motivate staff:


•  Show that you value them. Listen to them. Be available for them to bring their concerns to you. Understand them. Try to find out ‘what makes them tick’. Talk to them, not at them. Find out what interests them outside work.


•  Show that you value their work. Imagine a worker who produces a small part in a large machine without knowing what the large machine is for. He would feel more fulfilled if he knew the broader picture – and it will be the same with your team.


•  Ensure their work is interesting and challenging. No one likes boring, repetitive tasks. Make sure your colleagues’ work contains at least some interesting tasks that will stretch them.


•  Communicate with them, both formally in meetings but also informally as you walk down the corridor for a coffee break. By ‘communicating’ I mean speaking, not emailing or texting! (See Thursday for more on communicating.)


•  In group meetings, encourage team members, constantly affirming the team’s commitment to reach the goal.


•  Delegate more of your own work (see also Tuesday). Delegate whole tasks where possible. I once delegated three different aspects of the same task to three different people, and all felt frustrated and unfulfilled at the thirds they were given.


•  Delegate work clearly (see also Tuesday). Do colleagues know exactly what is expected of them? Vague and unclear instructions not only demotivate colleagues but also waste time.


•  Encourage uncooperative colleagues to try a new system if they are reluctant to follow it. Or even ask them if they could suggest new ways of solving a problem.


•  Know colleagues’ strengths and weaknesses. Try as far as possible to make sure they are ‘round pegs in round holes’ rather than ‘square pegs in round holes’. This may be difficult, as there will always be aspects of work (perhaps unexciting administrative tasks) that it seems no one wants to do.


•  Encourage your colleagues to focus on the goal and recognize their progress on the way. When I go on a long-haul flight, I keep an eye on our progress. For example, I work out on a 13-hour flight what percentage of the journey I have covered after, say, 45 minutes (6 per cent), 1.5 hours (12 per cent) and so on. Focusing on the end goal, dividing up the overall journey time and measuring progress in a concrete way helps me feel I am on my way to reaching that goal.


•  Take one step at a time. Our proverbs tell us, ‘Rome wasn’t built in a day’, ‘The journey of 1,000 miles begins with a first step’. Sometimes the longest journey can be the first step.


•  Focus on specific, measurable and realistic goals (see SMART goals below), not on vague ideas.


•  Try to remain positive even when doing a structured task. That structured task is a significant part of a bigger picture.


•  Offer coaching and opportunities for development to all colleagues in areas where they need further help (see below).


•  Recognize colleagues’ achievements. Even saying, ‘Thank you, you did that well,’ is an acknowledgement of gratitude. Publicly affirm and recognize colleagues’ achievements; praise their work in front of others. Bring in food or buy each of them little treats, such as chocolate. Issue certificates for achievements: it’s amazing how competitive colleagues can be for a certificate.
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•  If you have come to the end of a project, celebrate that fact by all going out for a meal.


•  Involve colleagues in decision making and setting budgets. If your company or organization is undergoing a period of change, then involve your colleagues at an earlier, rather than a later, stage. They will then feel valued.


•  Encourage colleagues to make positive suggestions as to how to work more effectively.


•  Ask a trusted colleague to come with you to a meeting of other managers. Let them accompany you for a few meetings and then gradually delegate some of the responsibilities to them.


•  Recognize that on some days you will not feel motivated. You cannot feel fully inspired all the time. On days when I don’t feel at all motivated, I really have to push myself to make an effort and often – but not always! – a sense of fulfilment comes.


•  Overcome negative feelings – ‘feel the fear and do it anyway’.


Performance management


Most organizations have certain procedures in place to consider colleagues’ performance. Such procedures, usually included in your Employees’ Handbook are commonly known as ‘performance management’, but other terms such as ‘performance appraisal’ and ‘coaching development’ are also used.


Appraisals


In an appraisal, a manager meets regularly (e.g. yearly or twice yearly) with a member of their team to discuss that colleague’s work. In particular, the manager will consider the following:


•  The colleague’s performance since the last review. What has gone well? What evidence can you show to demonstrate this? Have the goals that were set then been fulfilled? If not, why not?


•  Possible future development needs. In what areas would they benefit from training, or do they need support? What skills do they need to develop to enable them to progress in their career? You may gather information about their work from other individuals they work with, such as fellow team members, co-workers, subordinates, customers. When feedback is given from a range of people at different levels in the hierarchy it is known as 360-degree appraisal, indicating the all-round picture this will give of an individual.


The general tone of an appraisal is important. I was taught to follow the ‘high-low-high’ method – begin and end with praise and commendation and sandwich in between discussion of an area that has not gone well. A key aim is to get the appraisee to do most of the talking. Listen to your colleague’s explanation of an area of their work where they are performing less well – there may be mitigating factors that have affected their work. Remain fair, positive and constructive and tackle weak performance by identifying causes and pursuing appropriate remedies. (Your company will have procedures in place for instances where required standards have not been met on a long-term basis.)


[image: image]


An appraisal should end by setting objectives. These objectives should be SMART:






	S:

	Specific – defining the desired results






	M:

	Measurable – quantifiable so that you know whether the objectives have been reached






	A:

	Agreed by both the manager and the person being appraised






	R:

	Realistic – objectives should be achievable but not too easy; should develop and challenge (‘stretch’) the colleague’s resources and skills






	T:

	Timed – giving a date for completion.











	Making appraisals less difficult





	Jack and his colleagues hated the yearly appraisal – the dreaded annual review – so they suggested that each member of staff should meet with their boss for an informal one-to-one chat every month.





	The informal one-to-ones meant that difficult issues could be identified earlier and tackled more quickly, before they became serious. For example, Julie’s boss saw that she was really struggling not only with her own workload but also that of a colleague who was on long-term sick leave, so her boss was able to bring in help more quickly. And Peter had been on a really helpful report-writing course, the results of which his boss asked him to pass on to others at their staff meeting. The introduction of one-to-ones meant that relations between colleagues and managers were better, managers were better informed about their staff and annual appraisals became far less of an ordeal.






Developing your staff


Your appraisals will show the development needs of your staff, and your next task is to work on these. People may have both immediate development needs (such as learning how to use new software or improving their time-management skills) and longer term needs (such as developing their leadership skills). Your goal should be to enable each person to achieve their full potential.


It is hoped that you will have finances set aside in your budget for training.


Training courses


As a manager you should consider the best ways to develop your staff. For example:


•  on-the-job training: directly relevant to individuals – but you need to find an effective trainer


•  in-house training: useful if your whole organization needs to develop certain knowledge or skills but may not be relevant to particular individuals


•  external training led by a professional expert


•  personal coaching/mentoring: see below.






	On-the-job training





	Rose was seconded one afternoon a week for several weeks to help Sarah, a new team member, learn how to use the new software. First, Rose demonstrated how to operate an aspect of the software, explaining as she did so. Sarah then had a go herself while Rose talked her through it. Finally, Sarah did the task and explained what she was doing to Rose, who was delighted with the results. Using a step-by-step showing and telling method, Sarah quickly learnt how to use the software.






In looking for courses, consider:


•  the outcomes of the course: what will your colleagues be able to do as a result of attending a particular course?


•  the background and credentials of the trainers.


After a training course, it is important to have some form of evaluation to ensure that some of the principles ‘learnt’ on the course have been digested and integrated into your colleague’s work practices. Remember: ‘use it or lose it’ – apply what you have learnt or you will forget it.






	Benefits of an outside facilitator





	I was due to lead an in-house half-day training session on report-writing skills. I arrived early at the company’s offices, as I like to, and was offered a cup of coffee by one of the people who was to attend the course. Another member of staff’s immediate response to the offer was, ‘Well, you never make me a cup of coffee!’ I immediately sensed tension in the organization. The course went very well, and I was commended for having enabled two different groups who normally didn’t talk to each other to work together successfully. Sometimes inviting an outside facilitator into a company can achieve significantly more than a colleague within the company.






Coaching and mentoring


Coaching and mentoring are more personal and direct ways of developing a colleague and their skills. The differences could be summed up as follows:














	Coaching

	Mentoring






	More short term

	Often more long term






	More formal and structured

	More informal






	Is directed at specific issues or the development of specific skill areas

	Considers the person as a whole and provides guidance in career development






	Could be undertaken by your line manager or even a colleague on the same level as you but with more experience

	Undertaken by an individual higher up in your organization (but not your boss) or from a different organization







A good coach or mentor will:


•  be good at listening to what the person being coached is saying and not saying – they will be able to ‘read (and hear) between the lines’ and ask good questions


•  not always respond with answers but will encourage the person being coached to actively come up with solutions to difficulties – they are more likely to take action if they have worked through the issues for themselves than if a coach has simply provided an answer


•  bring a different way of thinking about an issue or a problem as they seek to understand it.






	Discussing aspirations





	Sarah met regularly with Janet, her mentor. Janet wasn’t Sarah’s line manager, so Sarah felt able to discuss her work freely and confidentially with Janet. In particular, Sarah was able to talk through her aspirations. The mentoring included discussion of Sarah’s short- and mid-term training needs and, after the mentoring sessions, Sarah was able to approach her line manager to discuss these with her.












	Summary





	Today, we’ve looked at:





	
•  recruiting the right staff


- defining jobs and people


- job descriptions and person specifications


- advertising jobs


- interviewing staff


•  a range of ways to motivate your staff equally so that they feel valued and appreciated






	
•  performance management


- appraisals (formal)


- one-to-ones (informal)


•  developing your staff


- training


- coaching and mentoring.






	Next steps





	
1  Look at your job description and the job descriptions and person specifications of members of your team. In what ways do they need refining to reflect what you all actually do?


2  Think of members of your team who are well motivated. What can you do to motivate them even more?


3  Think of members of your team who are poorly motivated. What can you do to motivate them more?


4  Read any sections of your Employees’ Handbook with which you are unfamiliar.


5  Check that the development needs identified in your appraisals link in with your organization’s training and development needs.


6  Consider whether you need a personal coach or mentor and, if so, what you will do next.









Fact-check  (answers at the back)


 1.   When drawing up a job description:






	a)   rush it through, knowing it will change quickly anyway


	[image: image]







	b)   spend so much time revising the existing one that you miss the deadline you have set yourself
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	c)   use the existing one, without checking whether it is still valid
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	d)   prepare it carefully so that it reflects the job’s main purpose and responsibilities.


	[image: image]








 2.   Preparation for an interview is:






	a)   a nice-to-have if you have the time
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	b)   a luxury
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	c)   essential


	[image: image]







	d)   unimportant.
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 3.   When motivating staff you should show them:






	a)   that you don’t care about them
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	b)   that they are valued
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	c)   that you are the boss
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	d)   the door.
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 4.   Appraisals should always be:






	a)   only positive
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	b)   constructive


	[image: image]







	c)   negative
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	d)   unfair.
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 5.   In an appraisal it is important to:






	a)   let the person being appraised talk
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	b)   keep the person being appraised silent
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	c)   not tackle difficult issues
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	d)   talk only about difficult issues.
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 6.   When setting objectives, they should be SMART. S stands for:






	a)   strange
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	b)   slippery
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	c)   specific
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	d)   silly.
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 7.   Regular, informal one-to-ones are a good way of:






	a)   replacing yearly appraisals
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	b)   allowing difficulties to be discussed openly at an early stage, before they become serious
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	c)   avoiding difficult issues
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	d)   getting to know your boss.
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 8.   After a training course, evaluation is:






	a)   a waste of time
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	b)   essential
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	c)   a nice-to-have
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	d)   a luxury.
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 9.   In a business sense, a coach is:






	a)   an experienced person from outside your organization who will guide you informally in the long term
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	b)   a colleague who will deal with a short-term issue that you have


	[image: image]







	c)   a long-distance bus
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	d)   your manager.
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 10. A good coach or mentor will:






	a)   only listen and nod wisely
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	b)   be no help at all to you
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	c)   talk and advise you a lot
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	d)   listen and encourage you to work out answers.


	[image: image]










[image: image]





We’re used to thinking about sports teams such as football teams, with forwards whose main responsibility is to score goals, midfielders who set up attacks, and defence and the goalkeeper to stop their opponents from scoring.


I once played the clarinet (fairly badly, and I’m not being modest) in a youth band. We gave a series of public concerts. There was nothing like it – my huffing and puffing as a second clarinettist somehow contributed to a gloriously energetic whole ensemble.


So what is a team? It’s a group of different people working together towards a common goal. Let’s break this definition down into its parts:


•  ‘A group of different people’. You will have a diverse range of people in your team with different skill sets, personalities and styles of working. This is the team’s strength, not a weakness. What would life be like if we were all exactly the same?


•  ‘Working together towards a common goal’. It is hoped that your team is not just sitting round talking about nothing in particular but is focused on achieving a definite goal or goals.


Today we will look at:


•  the diversity of your team members


•  developing strong teamwork


•  delegating work to your team.





The diversity of team members


The key factor here is that team members bring a valuable and wide range of different roles that complement one another: one person’s weakness is balanced out by another person’s strengths.


So what are the different roles?


A widely known set of different roles was developed by Dr Meredith Belbin as he looked at how members of teams behaved. He distinguishes nine different team roles:


•  Plant: creative, good at coming up with fresh ideas and solving difficult problems in unconventional ways.


•  Resource investigator: outgoing, good at communicating with outside agencies


•  Coordinator: good as chairperson, focusing team members on the goals; a good delegator.


•  Shaper: dynamic action person who can drive a project forward through difficulties.


•  Monitor/evaluator: able to stand back and bring objective discernment.


•  Team worker: bringing harmony and diplomacy for good team spirit.


•  Implementer: dependable, efficient, practical organizer.


•  Completer/finisher: able meticulously to follow through on details to complete a project.


•  Specialist: giving expert technical knowledge.


For further details and information on how to identify colleagues’ different roles, see www.belbin.com.


I led an away day for a group I’m connected with. As we began to work together as a team, I ended up (re-)discovering that I had skills in coordinating and chairing, so I was formally asked to chair meetings. Of course, some people offer more than one role. For example, our resource instigator, who is good at communicating with many outside contacts, is also an excellent team worker who brings tact and good spirit to team meetings.


This analysis is useful since it can reveal that there may be gaps; your team may be lacking certain skills, which you can then seek to cover. For example, the discussion above revealed that we had no monitor/evaluator who could stand back and objectively assess ideas. Identifying someone with those skills was therefore one of our aims.


As well as the different roles that people play, team members should be just that: team members, willing to work alongside others. The word ‘synergy’ has come to the fore in recent years. It is often defined as 2 + 2 = 5, i.e. when two groups of two people work together, the result is greater than the sum of their individual skills. Something extra happens: the combined effect is greater.


[image: image]






	Settling into a new role





	Andrew had worked in a remote part of the country. He was used to facilitating the development of projects by email and in a few face-to-face meetings. When he later got a job working as a member of a team, he found it difficult to settle into the role. He was not flexible enough and was used to getting his own way, and would tend only to work with others if he was leading a project rather than working on projects led by others. He had to learn to work with others.






Developing strong teamwork


As team leader, you are responsible for encouraging your team. What we discuss here builds on motivating your staff, which we considered on Monday. Here we are concerned with encouraging members of your team to work together successfully. To do that, you need to:


•  Communicate a vision. Where is the team going? What is its purpose? You need to present a strong and inspiring vision of your goals.


•  Set your team goals clearly. There is nothing like an abstract statement that is not earthed in reality to turn people off. It is hardly surprising that colleagues come out of a team meeting feeling cynical when a vision has been outlined but no practical implications have been drawn from that vision. A vision must be turned into practical steps.


•  Ensure that your values as a team are agreed. Do team members trust and respect one another? Do individuals feel important and part of something bigger than themselves? Encourage team members to remain positive, to believe in the strength and unity of the team.


•  Clarify the responsibilities of each member of the team so that each individual knows their own responsibilities and those of the other members of the team. Different members of the team will bring different skills – so play to colleagues’ strengths. Don’t give the responsibility of chairing a meeting to someone who is unclear or indecisive.


•  Ensure that lines of authority and responsibility are clear. Be clear about whether individual team members have authority to spend sums of money up to a certain amount, or whether they should direct all requests for purchases through you, as team leader.


•  Be flexible about what is negotiable and try to accommodate different styles of working. Listen to suggestions from colleagues. Be prepared to ‘think outside the box’ to creatively challenge existing patterns of thinking and working and find solutions to difficulties.


•  Be fair and treat all your colleagues equally, even though you may like some more than others.


•  Make sure that team members all work as hard as each other and ‘pull their weight’. You cannot afford to carry ‘passengers’ – those team members who work significantly less than others.


•  Show enthusiasm in your work. Enthusiasm is infectious, and so is the lack of it. If you are half-hearted it will show in your tone of voice and body language, and colleagues will be aware that you may be saying all the right words but not believing them yourself.


•  Encourage openness. As far as you can, involve members of the team in making decisions. Bring out those who are shy and use your skills of diplomacy to quieten those who talk too much.


•  Encourage team members to use their initiative. They do not always need to come back to you to solve small difficulties but can be enterprising and resolve issues themselves.






	The four stages of team building





	A project team was appointed to develop a change-management strategy for a project. When the project team first met, everyone was friendly and there was a sense of excitement as the leader explained the project’s aims and they began to get to know one another and work out their roles (known as ‘forming’). Fairly quickly, however, issues began to surface as different colleagues had diverging ideas and conflicts began to emerge (‘storming’). Fortunately, the team leader stepped in and acted as mediator.





	Gradually, team members worked through these challenges and, although discussions still became heated at times, they began to trust one another and were able to reach broad agreement on the way ahead (‘norming’). They realized that getting the project completed was more important than protecting their own positions. They were then able to work well together to formulate and eventually implement the strategy (‘performing’).





	The names of the four stages were first proposed by American psychologist Bruce Tuckman in 1965.






•  Encourage colleagues to look out for one another so that, for example, when one colleague is struggling, a fellow team member can step in and help.


•  Challenge the team to work even more effectively. Don’t encourage them to sit back but be constantly on the lookout for better ways of doing things that save time or money. For example, are team members entering the same data into two different spreadsheets? Combine them into one, so that the task is not duplicated.


•  Set in place effective monitoring controls to track what you are doing (see also Wednesday) and then evaluate your progress regularly. For example, if you find that staff expenses claims are not being properly checked, then you must act on this promptly.


•  Celebrate success. Recognize the success of individuals. In some cultures colleagues are shy or embarrassed about doing this, but it is an important part of valuing and appreciating people. Celebrate team success. If you have completed a project, go out and mark the occasion by doing something different, such as having a special lunch or an evening meal. Such times help develop a sense of belonging to a team.


•  Give feedback. As team leader you should give informal feedback to team members on whether they are doing well … or not so well. Be specific (e.g. ‘I thought the tone of your email in response to the complaint was excellent.’); encourage accountability and deal with difficulties sooner rather than later so they do not become serious.


•  Provide opportunities for members of your team to approach you if they need help. You should not be aloof.


•  Encourage fun. Hold team-building days where you deliberately mix people up into different groups from those they are normally in. Set tasks in which the groups compete against one another. The resulting banter will produce laughter and relax people, and you will see sides of people that you have not seen before.






	Good team meetings





	Nabila was a good team leader. The meetings she led were particularly good. She kept close to the agenda, which had been circulated in advance, and she followed up the action points from the previous meeting. She gave out general information about how the company was performing and led fruitful discussions on how her unit could improve their efficiency even further. She was particularly good at encouraging everyone to participate and express themselves. She always summarized the discussions and came to a clear decision about the next step. She made sure minutes were circulated promptly after meetings so that colleagues were all clear about what they should do. The result was that colleagues in her team all felt inspired and well motivated.
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