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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?



I’ve written this short book to guide you through what can feel like the maze of tasks of a manager. I have tried to keep it simple by explaining principles, 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? I’ve broken down the subject 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 I’ve written this book to guide you reliably through the basics. I’m writing from a background of managing people, teams and projects over 30 years, including over ten years’ experience of writing about and training colleagues in such subjects. During my working life, I’ve made quite a few mistakes but also seen many successes.


Managing is hard work but an exciting experience and I wish you well in this adventure.


Martin Manser
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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. Co-ordinate 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.
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	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:
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	– directing, planning and organizing work









	– giving instructions to workers









	– making decisions about aims and work









	– supervising and motivating staff









	
[image: image] 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









	
[image: image] 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.












Questions  (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.
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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.
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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


	[image: image]







	
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
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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
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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?
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