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Introduction


I was really lucky – very early in my career, even before I was actually given management responsibility, I was formally trained in management. It wasn’t a week-long course; I spent six months at a residential centre. It wasn’t all pure management; I also learned a lot of technical information and worked a lot on my stamina and physical fitness. Since then my stamina has increased with age, and my physical fitness has decreased for the same reason! But the foundation of management knowledge and skill remains with me and I have built on it over the years. It is this knowledge and experience that this book aims to distil into seven straightforward chapters.


Management, however, isn’t a ‘seven-day wonder’. There is no idiot-proof guide that will give you the answer for every situation. Good management is a blend of knowledge, skills and habits that you need to practise on a daily basis.


As you settle into your role of managing people, you will learn a great deal about human psychology, about communication, about yourself. You will learn that the best-laid plans will often not work and that sometimes you and your people will succeed owing to pure chance and good luck. Management is as much about giving luck a helping hand as it is about having all the answers.


When you manage people, you take on many different responsibilities:



•  You take on responsibility from your boss – he or she is now entrusting you, and delegating to you, the authority and the accountability for achieving.



•  You take on responsibility to your customers, be they internal or real, paying clients – they now trust you to make sure that they get what they want or are paying for.



•  You take on responsibility from your staff, team or people – they now look to you to be the person with the answers, the person who will provide them with work and the person who will protect them.



•  You take on responsibility from your former boss – you are now in the metaphorical driving seat; things that used to be done for you, you now have to do for yourself.


When you become a manager, you simply cannot continue to be the exact same person that you were when you didn’t have all these extra responsibilities. You have to change. You have to think ahead – to the consequences of actions and the implications of decisions.


Stephen Covey wrote a book back in the 1980s (republished several times) entitled The Seven Habits of Highly Effective People. It has sold more than 25 million copies and is available in virtually every language. Covey defines ‘effective’ as including a high level of ‘interdependence’. In this definition he explains that humans living in a society travel along a ‘maturity continuum’:



•  As children, we are dependent. We depend on our parents, our guardians and our teachers. These people not only take responsibility for clothing, feeding and protecting us, but also for making our decisions for us.



•  As we grow up, we develop independence. We take responsibility for ourselves; we look after ourselves and make our own decisions.



•  When we are ‘effective’, we have developed interdependence. This means that we make decisions and take responsibility for being independent within a civil society, ensuring that our independence doesn’t damage others. We work with people; we take mutually beneficial decisions.


To be a better manager you must develop your own interdependence.
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It is possible that you have bought this book in anticipation of a management role in the near future. You may be aiming to try to get appointed to a management position or you may currently be on a ‘trial’, with an ‘acting rank’. If this is the case, then you will want to find ways of getting noticed and proving your ability to the people who make the decision and the people who influence the decision makers.


To reach your goal, you will have to understand your paradigm – or set of attitudes – regarding management:



•  Do you see your management position as the reward for your previous technical competence? Or is it a totally new challenge that consists of a new set of tasks that you have yet to master?



•  Does your appointment as a manager bring you kudos, power and the right to have others at your beck and call? Or does it bring responsibility, authority and a need to be more considerate of other people?



•  Do you want to be loved as a manager? Or respected? Or do you want to be feared?


Today, then, we will look at two elements:



1  understanding what you want to be as a manager



2  getting the job, if you haven’t actually been appointed yet.


Understand your paradigm…


In most careers, the only way to pay a person more money and give them higher status is to give them a ‘higher’ role and title. A person may become a ‘senior’ surveyor or a ‘Leading’ Seaman. Sometimes this can be done solely by giving them greater technical responsibility; they just manage process or machines, or they are simply given the responsibility to manage themselves with less supervision. For someone in this position they have no increased need to manage people; they have become more independent but no one is now dependent on them as a manager. However, in many industries, a person who is promoted becomes a team leader, a supervisor or a ‘manager’ of people immediately. This opens up a whole series of questions for the newly promoted person. Let’s look at each of these in turn.


‘Do I now have to leave all my old friends behind as I am now their boss and have to tell them what to do?’


To make the move from staff member to manager isn’t a seismic shift; you are still part of the team. It is a small change of mental attitude; you are now a different part of the team. Now you have responsibilities and accountabilities that are different from your previous role, and different from those of your teammates.


If you remain too friendly with specific members of the team, you will create subgroups of favourites. This is detrimental to team spirit and you will soon find that your former workmates are fragmenting into little cliques who work in spite of each other rather than with each other. You must now treat all your people with the same fairness, regardless of how close you may have been to some of them before you were promoted.


‘Can’t I simply continue doing the old job exactly as before but with a new title?’


For some people the thought of taking on the non-technical elements of the new role – of no longer being what they originally set out to be – creates something of a problem. If you were a shop assistant, for example, and you are now being promoted to shop manager then you are going to spend:



•  less time on the shop floor and more time in the back office



•  less time with customers and more time counting stock in the stockroom



•  less time operating the till and more time on doing spread sheets of sales and margins



•  less time solving customers’ problems and more time reporting monthly figures to head office.


This is a fundamental shift in your focus and a significant shift in your day-to-day activities, but you still connect to, and interact with, your former colleagues and your former role.


It is important to recognize these differences and to embrace them and make changes to your underlying attitude; if you don’t, you run the risk of being ineffective as a manager.


The Peter Principle


There is a concept in management that is called the ‘Peter Principle’. This suggests that most people are promoted to their level of incompetence. For instance:



•  A person became a nurse because she liked helping people.



•  She was good at it, and this was recognized by her bosses, so they promoted her to be a senior nurse. This worked well for her because it gave her more autonomy and responsibility with patients and she thrived in the role.



•  Her abilities were again noted and she was promoted to become a ward nurse. Now she looked after not just a few patients but an entire ward. Again she thrived in the role, revelling in the authority and initiative she was able to exercise.



•  Her abilities were again noted and she was promoted to become the matron of the entire department. Now she had several ward nurses reporting to her and she had no patients of her own to care for. She spent her time arranging work rosters and admissions, managing the drugs and dealing with the logistics of cleaning and feeding.



•  She had been excellent in the care and management of patients, but she was simply not motivated to leave that behind and manage staff and processes and procedures and policies. Bed-sheets? Yes! Spread sheets? No! Owing to her lack of motivation, she was simply not at all good at managing the staff who now reported to her… she had been promoted to her level of incompetence.


If you have been promoted then you must recognize the changes in your day-to-day role and your responsibilities.


‘Now that I’m the boss, is my life a bed of roses and easier than it used to be, or am I actually going to have to work harder now that I ever did before?’


Many people see promotion to a management role as the indicator that they have now achieved the status and reward they deserve. This leads them to take the view that RHIP – ‘rank has its privileges’. Their promotion brings them a higher salary, better benefits and the deference that comes with the extra power they have over the people who report to them.


Up to a point, this is entirely understandable: if there are no tangible benefits of promotion, what is there to motivate anyone to seek it? This paradigm becomes potentially destructive, however, if the power corrupts and the new manager simply expects the people who report to them to do all the work, while they simply enjoy the benefits of the rank.


However, there is an alternative way of looking at the issue. Now that you have been promoted to a management role, you may take the view of noblesse oblige, which means that with rank comes responsibility. You have obligations to the people who report to you; these obligations are yours alone and cannot be delegated.


There are eight responsibilities that a person takes on as a manager that they didn’t necessarily have as a staff member:



1  to state the overall aims and norms of the team



2  to create meaningful targets for individuals and the team as a whole



3  to formulate the plans for the team



4  to communicate within, and on behalf of, the team



5  to motivate the team, as a team, and on an individual basis



6  to evaluate the levels of success that the team, and individual team members, achieve



7  to facilitate improvements within the team’s sphere of interest; these may be in the working conditions, processes and procedures or people’s skills and abilities



8  to berate/congratulate the team and its members on their failures and successes.


You will notice that none of them is directly related to the role that you used to fulfil as a staff member – they are all in addition to the technical role that you may still be expected to fulfil!
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‘Now that I’m the boss do I have to instinctively know what to do all the time?’


You shouldn’t expect yourself to have become infallible overnight. You may have been promoted because you are brighter and better than any of the people who work for you, but you are not omnipotent. Better managers have the confidence to know when they don’t know, or when it is better to ask other people so they can make the best decision. Let us take a look at the different decision-making styles you can adopt and the advantages and disadvantages of each.


Autocratic decision making


There is a huge temptation for you to make decisions alone and in an apparently ‘decisive’ manner. This is the ‘loneliness of command’ and ‘the buck stops here’ approach. You don’t seek advice or opinions from others. You make decisions personally.














	Pros of an autocratic approach

	Cons of an autocratic approach






	

•  It looks decisive



•  It looks as if you are in control



•  It is generally quicker



•  It avoids an uncontrolled ‘talking shop’



•  People know where they stand; you make the decisions




	

•  You may not personally have all the information available



•  It doesn’t allow for other people’s opinions



•  You carry the sole responsibility if it turns out to be the wrong decision



•  Some people will disagree solely because they weren’t consulted



•  If you don’t make a decision, then nothing will get done, because people won’t take the initiative










An autocratic approach may work well with people who are used to simply doing as they are told. It is also sometimes the best tool when time is very tight and a response is needed quickly.


Democratic decision making


If you want to get other people’s input, whether it is their intellectual knowledge or their opinion, you can open decisions out to a democratic vote. You can do this formally, by actually getting everyone together and getting a ‘show of hands’, or you can do it informally by speaking to people one at a time and asking their response.














	Pros of a democratic approach

	Cons of a democratic approach






	

•  It tends to create ‘buy in’ – in other words, support for your ideas



•  It gives people a sense of worth and self-respect to have their opinions taken into account



•  It spreads the responsibility for success or failure




	

•  It can take a lot of time



•  It can look as if you are not in control



•  It is open to ‘horse trading’ – people give their support in return for a ‘favour’



•  You cannot please all the people all the time










A democratic approach is useful when the matter in hand is not urgent. It is also appropriate for decisions that are more social than business oriented; for instance, if you were making a decision about a team dinner or an interdepartmental sports league.


Consultative decision making


This is a combination of autocratic and democratic; you consult people to get their input but then you alone make the decision. You can consult on a one-to-one basis or in a group.














	Pros of a consultative approach

	Cons of a consultative approach






	

•  You get all the information



•  It gives people a sense of worth and self-respect to have their opinions sought



•  It gets you people’s subjective opinions



•  It gets people’s creative input



•  It focuses the responsibility for success or failure on you




	

•  It can take a lot of time



•  It can look as if you are not in possession of information that you perhaps should have



•  It can give people the impression that they are part of the decision when in fact the decision is yours



•  It focuses the responsibility for success or failure on you










A consultative approach is useful for matters that are important but not terribly urgent. In order to avoid some of the cons, it is critical to make people aware that you are asking their opinions, not giving them voting rights.


Whichever approach you use the most important thing is to ensure that decisions get made. On Thursday, you will see that most unnecessary delays in processes are due to poor decision making.


‘Now that I’m the boss do I have to have all the answers all the time?’


As the boss, people will bring you questions all the time. Many managers feel a self-generated pressure to have the answers… every time. Again, it is not likely that, simply because you have been promoted, you suddenly become omniscient. If you try to answer every question immediately, you will undoubtedly get some spectacularly wrong. However, you have to ensure that you don’t start to show impatience with people bringing you questions:


 


‘The day soldiers stop bringing you their problems is the day you have stopped leading them. They have either lost confidence that you can help them or concluded that you do not care.’


Colin Powell, A Leadership Primer, Lesson 2 (http://nets.ucar.edu/nets/intro/staff/jcustard/ jc-la2004/powell-leadership.pdf)


This is potentially dangerous for several reasons:



•  If you don’t actually know the answer, you may give the wrong one; this could make you look clueless in fairly short order or it could have wider-reaching consequences later on.



•  You may not be the right person to answer the question, so if you answer it you may be stepping outside your area of authority or expertise.



•  By giving an answer you satisfy the questioner’s short-term need. This conditions them to come back for more. Soon you will find that they are dependent on you for quick answers to all their questions. This puts a greater strain on you and reduces their ability to think for themselves. We will look again at this on Wednesday.



	

Use the ‘4 Ds’ approach to people’s questions



1  Delay it.



‘That is a good question; I’m glad you asked. Could you come back at x o’clock and then we can take 10 minutes for me to explain the answer?’


This is a good strategy for several reasons:




	


–  If the answer is one that you should have at your fingertips, but you have forgotten, it allows you to remind yourself without losing face.



–  By putting in the short delay you increase the likelihood that the team member will work out the answer themselves and you will shortly get a call to say, ‘Don’t worry about the x o’clock meeting; I’ve sorted it out.’ This is good for your people’s development.



–  Your team learns that, although you welcome and will answer all their questions, you are not available to them at their convenience. This allows you to better manage your time and workflow.




	


2  Defer it.



‘That is a good question; I’m glad you asked but I need to think about that/look up the answer. Could you come back at x o’clock?’


This is a good strategy for several reasons:




	


–  It openly shows that you think about things.



–  It allows you time to schedule thinking or research time.



–  By telling the team member that you will give their question intellectual effort, you assure them of their worth.




	


3  Deflect it.




–  ‘That is a good question, I’m glad you asked. What do you think?’ Deflecting it back to the asker shows that you value their opinion and believe that they have the ability to find their own answers. It also encourages them to think and to see that you want them to think.
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