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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 80,000 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.
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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 services, too. The spotlight has also been on management, at an individual level, as the recession has 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


Who should read this book?


If you want to upgrade your management skills, then this series of books – a sub-strand of the Instant Manager series – is for you. The series covers a range of skills essential for today’s manager and deals with those set out in the employer-led set of standards (the National Occupational Standards) for leadership and management. These were drawn up to improve the productivity and profitability of organisations in the UK, as well as helping with career development, so are of benefit to employees and employers alike.


This book is for any manager – new or experienced – who needs help with achieving results in their working life. It is not jargon-filled or too complicated and theory-bound. It contains practical advice to help you in your working life. So, if you need to acquire the knowledge needed to get results, to understand the marketing element of your job and also to be able to deal with customer service in a competent and knowledgeable manner, then this book is for you.


A range of topics, linked by the common themes of improving performance in your organisation and enhancing your own skills set, is covered by each book in the series in the form of ten questions. In this book you will find the answers to questions that will show you how to manage the various aspects of customer service, including resolving customer complaints and improving customer service, and also how to deal with quality standards and some aspects of marketing.


At the end of each chapter, after a specific question has been answered, there will be a summary of what has been discussed, and a short action checklist, which gives you the series of practical steps you need to take to overcome the challenge of that topic at work.


The skills that you will learn in this book are vital to your success as a manager. Of course, the skills you need are many and varied, so in this book we will be concentrating on the ones that are vital to ensuring you meet customer needs and get results.


What skills do you need to get results?


Many of the skills necessary to get results in a customer-focused environment are those that all managers need. After all, all managers need to deal with customers of some kind or to improve performance. But there are also specific skills that will be vital if you are to arrive at a successful outcome and meet the targets that have been set for you in your job – or which you have set for yourself.


General management skills, such as delegation and communication, will be useful in ensuring your team know what is required of them, and more specific ones such as problem solving and planning will be vital in, for example, developing a customer service strategy.


Let’s look in a little more detail at the main areas we need to consider when we want to achieve results:











[image: images]  Marketing – when you become involved in marketing for your organisation it is important that you are able to think strategically. You will need to place customers at the centre of all of the things that you do in this area so you will need to understand just who your customers are and to think creatively about how you will satisfy their requirements. In marketing there is always a lot of data to deal with, so being able to manage information and to evaluate that data will be vital skills.


[image: images]  Customer service – this is a particularly important area to the competitiveness of any organisation and requires a variety of skills, not least of which are communication and negotiation. For example, you will need to identify customer service problems and for this you will have to communicate carefully with customers. To do this you will need well-developed listening skills as well as the ability to convey what you will do to help. Subsequently you will have to resolve the problem and, in order to avoid the repetition of similar problems, will need to monitor and analyse the issue, then put in place measures to improve your organisation’s customer service.


[image: images]  Quality – dealing with the legal and regulatory requirements imposed on organisations by formal quality management systems requires a variety of skills including an attention to detail and the ability to present information. Analytical skills will help when dealing with the corrective action that may be necessary after a quality audit.


[image: images]  Sales – in any sales environment the skills involved in communication (both written and spoken) will be of paramount importance. However, others such as analytical skills, and a thorough knowledge of the organisation’s capabilities, products and services, are also vital.











After that brief overview, let’s move on to the first of our questions. This looks at two areas – projects and processes – that you will need to be able to understand and manage to ensure you get results.
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How can you manage processes and projects to get results?


Managing processes and projects is something that all managers do as part of their responsibilities. There are also full-time project managers who will not only follow the principles of managing projects to deliver a project on budget and on time, as outlined in this chapter, but will also use one or more project management tools. This is a specialised subject area and, as such, is outside the scope of this book. However, in this book we hope to give you the basic tools to tackle a project as required in any manager’s role. If your work role involves a significant element of large project management, then more detailed information can be obtained from books and organisations listed in the ‘Further information and reading’ section at the end of this book.


Before we can manage either processes or projects to get results, we must first understand the difference between them. A process is an activity that takes place continuously in an organisation or in a familiar sequence repeated when necessary. Projects are separate from processes. Projects are set up to develop and improve processes and also to develop new products. Projects are a sequence of tasks that are performed in order to reach a unique goal. They are usually done just once, whereas processes are carried out frequently.


Defining business processes


The ability to define the processes at work in our own organisation is essential if we are to undertake projects to improve them. Let’s look at how processes and projects work together in an example situation.


A call centre worker taking a telephone call will follow a sequence of actions for every phone call – this is a process. There might be minor variations in how he or she handles the call – the caller may be irate or confused for example – but this will have happened often enough for the operative to have established a sequence of actions appropriate for such occasions. However, there may be some changes that are more serious and need additional actions working out so that the operative can deal with them. The call centre could, for example, take on the work of fielding calls for a large multinational company and occasionally receive calls from non-English speakers. In this instance, a small project may be necessary to establish a new set of actions. The project may well decide that a team of translators or interpreters should be put in place and a new set of actions set up so that the operative who is faced with a non-English speaking caller knows exactly how to transfer the call to the appropriate translator. So, in essence, a process is a set of actions whereas a project is used to solve a problem by changing a sequence of actions or setting up a new sequence of actions.


A more comprehensive definition of a business process is that it is a sequence of linked procedures that are interdependent and that consume resources (time, money, labour) in order to convert inputs into outputs. This definition shows how managing processes must be an integral part of any manager’s role. A manager must manage these processes, continually reviewing and improving them. Business Process Management (BPM) is, like project management in its more complicated form, worthy of far greater detail than is possible in this book. For more information see the ‘Further information and reading’ section. However, we will set out the basics here with a more general approach.


Managing business processes


Process improvement can be carried out in three main stages:









1. First by defining an organisation’s purpose and objectives. Here questions such as, ‘Who are we?’, ‘What do we do?’ and, ‘Where are we going?’ should be asked and answered.


2. Describing the organisation’s customers – there is more detail on this in Chapter 3 – and finding out how the organisation’s processes affect these customers.


3. Aligning the organisation’s business processes so that they achieve its goals. This should answer the question, ‘How can we do it better?’









In order to be able to improve business processes it is important to define the ones in operation in your department and evaluate their performance. A useful way of evaluating a process is to conduct a cost–benefit analysis. This compares how well or how badly a process is going by quantifying all the negative aspects (the costs) and deducting them from the total of the positive aspects (the benefits). If the benefits outweigh the costs then the process is working. If this exercise is carried out regularly on the major processes in your area of responsibility, it will show whether or not improvements are being made. It should also be used to see if a change to current processes is worth making. It is important that all costs and benefits are included in this analysis. Frequently, managers concentrate on the benefits possible from a proposed action and gloss over the costs, missing out some less obvious, but still significant, costs.


There are many tools that can be used to facilitate Business Process Improvement, many of them software-based. Simple measures, such as the use of flowcharts to illustrate processes, can be useful. Also, as it is closely aligned to quality management, systems and standards such as Total Quality Management (TQM) and ISO 9000 can be used. Similarly, in manufacturing, techniques such as Just in Time (JIT) or Lean Manufacturing will be used.


It is possible to start Business Process Improvement on a small scale by choosing a small process that can easily be defined and that will result in a short exercise in its improvement within well-defined time frames. A small process will attract less opposition internally and will be easier to manage. However, like all projects, Business Process Improvements require the usual inputs to ensure success:









[image: images]  excellent leadership and support


[image: images]  planning


[image: images]  an acknowledgement of the need to change


[image: images]  adequate resources


[image: images]  all-encompassing communication


[image: images]  careful implementation


[image: images]  thorough evaluation.









An important aspect of managing a project is preparing a comprehensive description of the processes involved in the project. Unless all the processes are fully understood, the project will not succeed, so we will look next at managing projects.


Key management challenges in managing a project


Projects have to be seen to show results. They have to produce recognisable and measurable business benefits. Delivering those results – on time, on budget and to an acceptable quality threshold – is always the main challenge for anyone who has to manage a project. Project management is a huge topic but one which many managers have to get to grips with early on in their careers. Even if you are not called upon to manage a project, your job will undoubtedly be affected by them at some point.


So, what is a project?









[image: images]  A project will produce a change in one or more processes carried out in an organisation.


[image: images]  It has a defined beginning and end, so a specific project should not be an indefinite part of your work role.


[image: images]  It is planned and controlled.


[image: images]  It has defined objectives.


[image: images]  It must produce measurable benefits.


[image: images]  It has allocated resources.









There are a number of well-documented approaches to project management and it is not possible to detail all, or even a few, of these methods in this book. What we will give here is an overview of project stages and how to cope with the challenges that managing a project will bring.


Projects come in all shapes and sizes – they can be small and straightforward or they can be wide-ranging and complex. They all need managing, but the management of larger projects will inevitably be more complex than that of small ones. If you have a complex project to manage you will probably use a standard project management method such as PRINCE2™ and extensive training will be necessary, but again this type of method is outside the scope of this book.


First you will need to pick your team. This may need very little input from you on small projects, but extensive involvement of the project manager is essential in the case of large, wide-ranging projects that will have a long life. It is essential that you ensure that the team includes a wide variety of skills and disciplines. As we said previously, projects are results driven so you will need to ensure that all members of your team have a good understanding of the objectives of the project and how they are going to achieve them.


Having chosen your team, it is a good idea to involve them in the planning stage itself as this will not only ensure that the planning is carried out by people with a variety of skills and viewpoints, but also you will be able to gain the support, agreement and commitment of your team during this early stage in the project.


As we’ve already said, the main challenge in managing a project is in delivering the required results on time and on budget. Along the way there will undoubtedly be many other challenges. One of these will probably be for the people involved to keep a sense of proportion about the project. It can be difficult for someone managing or closely involved with a project to keep a work–life balance. The project and its aims can become all-consuming. Good planning and a clear vision of what you are trying to achieve – and why – will help with this. Being able to adapt to circumstances will also be an invaluable skill when working on projects as barriers, changes and unexpected developments are an inevitable feature of all projects. Being able to recognise changes, deal with the unexpected and to overcome barriers is vital. Comprehensive planning and continually reviewing the progress of the project will ensure that problems are recognised and dealt with before too much harm is done to either the project or the organisation as a whole. Keeping the project on track is the main thing to focus on, so continual reference to the plan is needed.


Regardless of the approach to project management that is used, a project will go through several recognised stages:









[image: images]  initiation


[image: images]  planning


[image: images]  implementation


[image: images]  monitoring


[image: images]  closing.









The next few sections will look at these stages one by one.


Sorting out your priorities – setting key objectives


When an organisation detects problems, a project will often be put in place to solve a perceived problem, but it is vital that a project is not undertaken lightly and without due consideration and planning. Change is a risk and it would be unwise to go into a business-changing project without analysing the business and being satisfied that the project is worthwhile and will solve the problem.


It is at this initiation stage that the scope of the project is decided. A lot of research and decision making goes on at this point and it is vital to the success of the project that this is done thoroughly and with all the necessary information to hand. The first priority must be to establish an understanding of the business needs and the environment in which it is working. All the business processes involved in the area of the project should be analysed. At this point the goals of the project will be set and all the other project parameters, such as the projected costs and the resources that will be available, must be decided upon. The project’s viability and the returns expected from the project must be clear to enable the project’s sponsors and the financial managers to decide whether or not the project should go ahead.


In view of the possible amount of time and other resources that could be wasted by continuing with a project that is unlikely to succeed, a number of checks should be carried out before going on to the next stage:









1. Are the objectives of the project completely clear?


2. Are the necessary resources available? This includes time on the part of the person managing the project and the staff to ensure it can be carried out effectively.


3. Have you got a sufficiently detailed description of the project in writing? This should preferably be done by the project’s sponsor so that you are fully aware of his or her vision of what the outcomes will be.


4. Are the outcomes agreed by all – including you as project manager, the financial management of the organisation and all stakeholders in the project?


5. Do you understand how the proposed project fits into the organisation’s vision and objectives?


6. Do you have all the relevant facts to hand?









At the end of the Initiation Stage the terms of reference of the project can be set out in a statement. This should include:









[image: images]  the exact scope of the project


[image: images]  why the project is being undertaken


[image: images]  the roles and responsibilities of all the main players


[image: images]  the outcomes, along with a detailed timescale for achieving them.









These terms of reference provide a document that is useful in a variety of ways including:









[image: images]  as a sales document for the project so that stakeholders can decide whether or not to give the go-ahead based on the returns expected and the scope of the project


[image: images]  as a guide for the project – a useful reference point throughout the project’s life to remind everyone concerned what has been agreed


[image: images]  as authorisation for the project.









When you are satisfied that you have all the necessary authorisations, information and resources in place then you can proceed to the next stage – Planning.


Make a plan


Having decided where you are going – the objectives for the project – you will now need to decide how you are going to get there – the plan. You must be clear about the project’s objectives, its context and constraints, and the resources that will be available for you to achieve it. It is also helpful to clarify just how the project will be judged. You should be clear about how you will prove that you have satisfied any user requirements that you have identified at this stage.




INSTANT TIP


Remember, successful project management is not simply about delivering results – it is about delivering the right results and also showing that you have done so.





When you have reached this level of understanding, you can then begin to prepare a work breakdown structure. To prepare this you will need to include the following:









[image: images]  a list all the activities of the project in manageable parts


[image: images]  how long each activity is expected to take


[image: images]  estimate of costs


[image: images]  control of costs


[image: images]  agreed outcomes


[image: images]  linked activities.









Care must be taken when considering the level of detail to include in a work breakdown schedule. This schedule is not intended to be used as a set of instructions on how to carry out the work as this would limit the project severely. It is a list of the work elements of a project showing the links between each element. Each element should be a distinct package of work that could be outsourced if required, or allocated to a member (or members) of the project team. So long as it is clear what the package of work is meant to achieve, it is not necessary to go into greater detail about the tasks included in the package. In effect this stage of the planning procedure is the design stage – the exact timings of each of the work elements must come later. The main priority at this stage is to get all the work that has to be accomplished down on paper in the right level of detail.
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