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Preface


The art of managing people is perhaps the most challenging task facing any manager. Many books have been written presenting theories, concepts, strategies, and techniques with the express purpose of helping managers “manage” others better. More books will be written in the future on this same topic. Why then should you spend your time reading this book on the art of managing people? How is it different? What makes it important for you? And what can you expect to get out of this book once you’ve finished it?


The art of managing others is a dynamic process that is always evolving to accommodate changes in the increasingly diverse and complex workplace. Some of the managerial concepts proposed in the past are no longer appropriate in today’s environment. People have changed. The business environment has changed. Government has changed. The world economy has changed. Resources are scarcer and more expensive. Attracting, training, motivating, and keeping employees have become much more difficult and much more expensive. Diversity issues in the new workforce regarding differences in gender, race, religion, regional differences, ethnic origin, personality traits, and generational values (e.g., Boomers, Gen Xers, Gen Yers, Gen Nexters) make the art of effectively managing people more crucial today than ever before.


The Art of Managing People explains how managers develop effective teams of satisfied and productive individuals by creating trusting interpersonal relationships with employees. The book is based on the philosophy that people perform effectively and productively when managers encourage optimum personality expression at work. When employees are empowered to independently decide how to perform their own jobs and to express their opinions about how to improve them, personal, professional, and organizational productivity are optimized.


The Art of Managing People introduces a number of ways to diagnose, understand, and relate to different types of people. After reading this book you will be aware of the different ways people prefer to learn, and you will know how to help employees with different learning styles learn more effectively. You will also learn to recognize and relate productively with people who have different behavioral and decision styles. Armed with these insights you will be equipped to develop productive interpersonal relationships and enhance employee problem solving and decision making.


Interactive communication skills, such as questioning, actively listening, reading nonverbal cues, and excelling at conflict resolution and feedback, are the foundation for effective management. The various questioning techniques and strategies will give you a greater ability to uncover your employees’ problems and needs. Active listening skills will help you to be more sensitive, attentive, and responsive to your employees during the communication process. Your increased awareness of the nonverbal messages others send you will make you more sensitive to feelings and hidden agendas. Feedback skills will close the communication loop and help you verify that you understand exactly what others are telling you, and that they understand exactly what you are telling them. Additional chapters on planning and goal setting, valuing diversity, developing ethical guideposts, evaluating and controlling performance, motivating others, creating high-performance teams, and promoting change will not only make you a better manager of people but a better leader that others will want to follow.


By reading, assimilating, and applying the skills, guidelines, and techniques that are presented in this book, you will be better able to interact with your employees and solve problems in an open, honest atmosphere of trust and helpfulness. Employee problems will get genuinely solved, and the increased support you will gain will lead to greater fulfillment of personal, professional, and organizational goals for both you and your employees. The bottom line benefit will be increased productivity for everyone involved in this approach to the art of managing people.


Many of the ideas and concepts in this book have been “field-tested” over the last thirty–plus years in the authors’ classrooms, consulting, seminars, and speeches. The input and comments from the thousands of managers, supervisors, and salespeople helped shape and refine the material into a practical, success-oriented book.
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“Oh, wad some power the giftie gie us to see oursels as others see us.”


—Robert Burns, 1786


Building Productive Managerial Relationships


Have you ever wished that you could magically know what other people are really thinking about you when you are interacting with them? There are plenty of reasons why this information could be very valuable to you as a manager. There may also be plenty of reasons why you would rather not know:


“That incompetent SOB. He’s trying to get me to do his job again.”


“Another phony smile. She doesn’t really care about me.”


“He makes me feel so stupid and helpless.”


“She’s treating me like a child. When I get the chance, I’ll slip it to her good.”


“He asks questions as if doubting everything I say.”


“She does all the talking. Obviously, my opinion doesn’t count.”


“His poker face keeps me guessing whether he understands me or is even listening to me.”


“She argues with everything I say. I’m always wrong. She’s always right.”


Thousands of managers have such things said about them every day. But because they can’t get inside the heads of their employees, peers, and superiors, they are unaware of why they are having such problems. In fact, many of them are unaware of any problems existing at all. And we’re talking about some of the brightest managers with the best technical track records in industry today. In most of these cases the problem is not lack of experience, energy, intelligence, or dedication but neglect in building and maintaining productive relationships with others. In attempting to determine what managers need most to be effective, countless surveys have produced a very consistent answer: More than anything else, a manager needs to be able to get along with other people. You probably aren’t too surprised with this answer. Then why is it still such a monumental problem for so many managers?


One reason is that managers typically are not well trained in relating productively with others. Many managers today have advanced degrees in business administration, engineering, or the like, but such technical expertise does not magically confer equivalent expertise in managing relationships. And neither do years of successful experience in a technical area. Consequently, most managers simply are not as well equipped to deal with people problems as they are with technical ones. Even if they were, chances are that most managers would not think in terms applicable to people problems.


In the business world, management is almost always viewed in terms of productivity. Why? Because productivity is the key to the success of the organization and to your future as a manager. You evaluate your employees on how much they produce, because you are evaluated on how much they produce. Under this one-dimensional system of evaluation, it is easy to slip into the point of view that people are similar to such other resources as material and money, which are to be exploited as much as possible for the company’s good. Today’s employees will not tolerate this type of treatment without severe negative consequences for both their own well-being and their contribution to the company’s goals. Successful managers realize that for employees to be most productive, they must have opportunities for satisfying their own needs built into the work environment. Consequently, managers need a thorough awareness of employees’ values, needs, and reasons for behaving, as well as personal skills in communicating with and motivating employees to accomplish organizational goals in ways that will be accepted and not resented.


Getting the work out is only one side of the productivity coin. For long-term effectiveness, you must accomplish this work by being sensitive to the needs of those who work for and with you. In fact, management by definition is getting the work done through the efforts of other people. You may be able to get short-term results by exploiting and dominating people, but your effectiveness—and maybe your career—will no doubt be jeopardized in the long term. The resulting hostility and resentment that will have built up eventually will be released, either openly or secretly, and cause your failure as a manager.


An analogy often used to illustrate the two sides of the productivity coin is that of a bicycle. Technical knowledge and “people knowledge” can be thought of as the two wheels. Technical knowledge is the back wheel, which makes the bicycle go. It supplies the drive that you have to have to go anywhere. Obviously, technical management is important. The front wheel is the people knowledge. It steers, directs, and takes the back-wheel power where you want to go. You can have all the back-wheel expertise in the world; but if people won’t cooperate or don’t know where to go with it, you won’t go anywhere. This is what Interactive Management is all about!


No matter how ambitious or capable you are, you cannot be an effective manager without knowing how to establish and maintain productive relationships with others. You must know how to relate so that others want to work with you and accept you rather than reject you.


Does this mean that you become mushy and other-directed, primarily concerned with servicing the needs and desires of others? Or that you should develop a master strategy that will give you repeated breaks at the expense of others, or enable you to play up to those who can do you the most good while paying little attention to others? The answer to these questions is, of course, a resounding no!


It does mean, however, that you should sincerely do everything you can to develop strong, friendly, honest, and trusting relationships with all of the people you work with, including your bosses, employees, and fellow managers. In your position as a manager, you automatically assume two responsibilities: (1) to do the best technical job you can with the work assigned to you; and (2) to interact with all people to the best of your ability. It is with the second of these responsibilities that this book is designed to help you. The goal of this book is to develop your skills of managing transactions with others in ways that spell success for yourself, others, and the organization as a whole.



THE INTERACTIVE APPROACH TO MANAGING PEOPLE


Research on human behavior suggests that healthy individuals need to be treated with respect and to have opportunities to feel competent and independent as they actively pursue goals to which they are committed. Unfortunately, research on technical management indicates that its directive, production-oriented characteristics tend to create situations where employees feel dependent, submissive, and passive, and where they hold back from using their important abilities, let alone developing them. Their activities are aimed at fulfilling the organization’s and manager’s needs rather than their own; and they often end up frustrated, resentful, and underproductive. Under these conditions, employees will tend to adapt by leaving, manifesting defense mechanisms (such as daydreaming, aggression, or ambivalence), or rebelling openly against the manager and the system.


If employees leave or use defense mechanisms to suppress their frustrations, management may not even be aware of the problems being created. In the case of open rebellion, however, the technical manager’s responses are usually in the form of “corrective actions” such as increased controls, stiffer penalties, or other actions that tend to compound the employees’ frustrations. The result is an increasing distance, mistrust, and resentment on both sides. Nobody wins.


The interactive management philosophy was developed to overcome some of these manager-employee relationship problems. Although the ideas are not radically new, how they are combined in establishing the supervisor-employee relationship makes this approach unique. It is based on the philosophy that it is neither healthy nor profitable to manipulate or exploit other people. This philosophy incorporates the belief that people perform effectively because they understand and feel understood by the supervisor, not because they are forced to comply by a mandate from above. It revolves around helping people understand procedures rather than forcing them to comply. The entire process is built around trust-bond relationships that require openness and honesty. Figure 1.1 points out some major differences between interactive- and technically-oriented management.


Figure 1.1. Differences between Technical and Interactive Management
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Company-Oriented versus Employee-Oriented


In technical management, the manager is predominantly interested in the task instead of the employee. Getting the job done, regardless of the human costs, is the primary motivator. Verbal and nonverbal behaviors suggest urgency, impatience, and dominance.


On the other hand, the interactive manager fills the role of a counselor, consultant, and problem solver. Helping the subordinate determine the best course of action and how to implement it takes top priority. All verbal and nonverbal behaviors project trust, confidence, patience, empathy, and helpfulness. The result in this new form of management is a close, open, trusting manager-employee relationship—a win-win relationship.


Tells versus Explains and Listens


The technical manager dominates the conversation, asking for little verbal input from employees except to indicate compliance at appropriate points. Conversely, in interactive management, the emphasis is on problem solving that incorporates two-way discussion and feedback. The manager is knowledgeable, competent, and confident in the verbal communication skills of questioning, listening, and feedback.


Forces Compliance versus Develops Commitment


Power and authority are key buzzwords for the technical manager. “Do it my way or else!” “Managers are the thinkers. Employees are the doers.” “Management makes the decisions around here!” These are familiar phrases in technical management. Thus, the manager controls, persuades, and figuratively “browbeats” employees to do as requested now, whether or not they are ready. Although this technique may work in the short run, it generates dissatisfied workers who are apt to rebel subtly or quit when they get the chance.


An effective blending of short-term and long-term objectives is the trademark of interactive managers. They allow employees “breathing room” to solve their own problems in a reasonable period of time. Immediate compliance is not as important today as building an efficient and effective work team. Although this orientation may take a little longer in getting positive results from the employees, it leads to less resentment, more manager-employee trust and goodwill, better long-term morale, and greater team effectiveness.


Task-Oriented versus People-Oriented


Meeting production deadlines is more important to the technical manager than developing people. This orientation very often leads to frustrated employees who only give the minimum required effort.


Interactive management is people oriented. The employee’s problems and/or needs are as important as the task. The interactive manager’s ultimate objective is to develop relationships with employees so that they are motivated to accomplish organizational goals of their own volition.


Inflexible versus Adaptable


Technical managers typically approach and interact with different employees in the same way all the time. They are not sensitive to variations in the styles, needs, and problems of their different employees. Technical managers often are insensitive and oblivious to cues that an individual employee has unique and pressing needs at this particular time or under the present circumstances.


Flexibility is a key skill used by interactive managers. They are flexible in communicating with all different kinds of employees. Their management style is adapted to each individual employee and situation. They are simultaneously perceptive about the verbal and nonverbal cues that a subordinate sends and willing and able to change their approach and objective if necessary.


Thwarts Needs versus Satisfies Needs


When you tell someone that you know what the person’s problem is and proceed to present the solution to it without getting much feedback, the person tends to become defensive, secretive, and resentful. The interaction becomes more like a battle—a win-lose situation. An employee will not freely share important information with a manager under these conditions and often will create “smoke screens” (false fronts) to throw the manager off balance. Obviously, this is not a productive relationship.


In interactive management, the supervisor is skilled in information gathering in order to help the employee openly and honestly discover personal needs and problems. With this approach, the employee perceives the relationship as a “helping” one. Trust, confidence, and openness are free flowing in this “win-win” association. In addition, the employee is totally involved in the solution process with the manager. This allows the employee to be more personally committed to the implementation of the plan.


Creates Fear and Tension versus Establishes Trust and Understanding


The six previously discussed behaviors culminate in a supervisor–subordinate relationship based either on fear and tension or on trust and understanding. In technical management, fear and defense levels are high. Both the manager and the employee play games with each other. Management becomes more of a process of persuasion and control rather than problem solving and facilitation. The supervisor-employee relationship deteriorates as defensiveness and distrust continue to increase.


Conversely, in interactive management, trust, acceptance, and understanding are the norm. The supervisor-employee communication process is open, honest, and straightforward. Information is openly shared, and problems are genuinely resolved. Whether or not a decision is made, both supervisor and employee feel good about each other and about their interaction. Both sides win.



PRINCIPLES OF INTERACTIVE MANAGEMENT


There are four basic principles behind the interactive management philosophy. They are aimed at developing a trusting relationship between two adults. This is in contrast to technical management, which typically develops as a suspicious relationship between a naughty child and a critical parent.


1. The entire management process is built around trust-bond relationships that require openness and honesty on the part of both the supervisor and the employee.


2. Employees comply, not because they are made to, but because they feel understood by the manager and understand the problem.


3. People strive for the right to make their own decisions. They resent being manipulated, controlled, or persuaded into making a decision even if that was the decision they ultimately would have made.


4. Employers should not solve employees’ problems. They will resent the solution, and if you as the manager inflict the solution, they will resent you, too. Point out problems; don’t solve them. Let employees solve their own problems with your help.


By following these principles, the interactive manager allows employees to obtain optimum personality expression while at work. Employees are permitted to be more active than passive, more independent than dependent, and to have more control over their world, to feel accepted and respected, and to exercise many of their more important abilities. As employees experience these things with their supervisor, a trust bond is formed that facilitates the development of an effective team made up of satisfied, productive individuals held together through healthy interpersonal transactions.



INCREASING EMPLOYEES’ ON-THE-JOB EFFECTIVENESS


We realize that it will be difficult for managers who are held responsible for results and who have been used to “keeping on top” of what employees are doing to drop old habits suddenly and trust that employees will automatically and immediately take the ball. In fact, they probably won’t. Their experience has taught them that you are in charge and that their roles are to implement what you direct. So we’re talking about a gradual process with an initial risk of mistakes and failures. These must be seen as opportunities for learning and not as dangers to be avoided for fear of reprisal.


In communicating this atmosphere of growth and learning to employees, keep in mind that your actions speak louder than words. Don’t attempt interactive management unless you are willing to trust your employees and give them the opportunities to adjust to your changed style and expectations.


There is a five-step process we recommend to ease the transition and aid in the establishment of effective relationships for joint problem solving. These five steps, presented in Figure 1.2, enable the interactive management philosophy to be translated into action. Can you see the probable differences in employees’ reactions to the two management procedures?


Trust Bond


Mutual respect and understanding are prerequisites for joint problem solving. The development of a firm trust-bond relationship with your employee is the foundation of interactive management. Employees prefer a supervisor on whom they can rely, someone who cares about them and will help fulfill their personal needs. Under these conditions, employees can let their guard down and not worry about being exploited. They can dare to experiment and take risks conducive to personal and professional development.


The interactive manager must acquire an understanding of the employees and of communication skills to facilitate a mutual trust relationship. This provides both an opportunity and a threat for many managers, because it requires them to be more open and complete as people in their own role as managers.


Figure 1.2. Technical versus Interactive Management Procedures
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Define the Problem


Once a strong trust bond has been established with employees (or even while building the trust bond), the interactive manager deepens the relationship by becoming totally involved in the problem-solving process with the employees. It should be mutually determined exactly what the current situation is like for the employees. What are their personal and task goals? What are employees currently doing to solve their problems or satisfy their needs? This diagnostic activity relies very heavily on effective information sharing and information gathering skills, as well as a keen understanding on the part of the manager of the “style” differences among employees.


The interactive manager determines whether subordinates are fully satisfied with their relationship and working procedures. Each employee is urged to crystallize personal goals and objectives and to match them with the company’s objectives to determine if the current relationship is the most efficient and effective method of achieving the desired results for both. This situational analysis leads to the conclusive question: Can another plan of action be more productive in helping the employee and the company achieve mutual goals and objectives?


Develop New Action Plans


Together, both the interactive manager and the employee begin planning new courses of action. The major role of the supervisor is to ask the proper questions in order to help the subordinate solve his or her own problems. The supervisor “actively” listens to the employee and helps direct the process toward the realization of both personal and professional goals and company objectives. Hopefully, the newly derived action plan will be mutually beneficial. However, it is important to remember that the interactive manager acts as a guide, not as a controller, manipulator, or persuader. If employees are allowed to “discover” the solution for themselves, it will have more personal meaning and value. That solution also is more likely to be implemented enthusiastically.


Commitment and Implementation


The commitment process in interactive management centers on “when,” not “if.” If employees are allowed to have a major role in determining goals and objectives and to design a workable plan to optimize those desired results, they become personally committed to the implementation of the plan. The manager’s role is to ask the employee to commit to his or her own plan at some specific point in time.


Follow-Through


In Step 4 of interactive management, “Commitment and Implementation,” the supervisor asked the subordinate to make a commitment to the new action plan. In Step 5, the supervisor makes a commitment to the employee. The supervisor must assume the responsibility and the challenge to maintain the relationship after the agreement has formally been made. The supervisor must constantly seek feedback from the subordinate to monitor the situation and the results. The supervisor must react to situations before they become problems, rather than waiting for something to happen that requires “fixing.” In the final analysis, it is follow-through that determines the future relationship with an employee. The interactive manager develops a thorough follow-through strategy for each employee that firmly cements their long-term professional and personal relationship. The follow-through is a sensitive, constructive process as opposed to the traditional suspicious “overseer’s” approach.


These steps of Interactive Management, covered in detail in the last part of this book, are transformed into action through the use of specific skills that are covered in the next four major sections of this book. Let’s take a closer look at these next four crucial sections and see how their chapters unfold.



ESTABLISHING PERFORMANCE EXPECTATIONS


Planning and Goal Setting


Planning involves defining followers’ objectives, establishing strategies for achieving those goals, and developing the means to integrate and coordinate necessary activities. Planning is concerned with both ends (what needs to be done) and means (how it is to be done). One of the most basic skills in planning is goal setting. Goals are the foundation of all other planning activities. They provide the direction for task activities, management decisions, and criteria measuring accomplishments.


Evaluating and Controlling Performance


One of managers’ most important, yet most difficult, responsibilities is assessing the work of their employees through performance appraisals. Through performance appraisal, managers ensure that objectives are obtained and employees learn how to enhance their future. This chapter shows you how to apply a number of control processes to aid the attainment of objectives and provide effective feedback to enhance employee performance and development.


Developing Ethical Guideposts


Making the right choices in ethics-laden situations is an almost-everyday occurrence for most managers. A manager’s ethical decisions set the standard for employees and help create a tone for the organization as a whole. A manager’s reputation, as well as that of the organization, is also affected by how ethical the manager’s decisions are. In this chapter, you will learn how to develop a moral climate for your employees and an ethical decision-making process for yourself and others.



ADAPTING TO PERSONAL STYLE DIFFERENCES


Valuing Diversity


As the workplace becomes more diverse and business becomes more global, managers can no longer assume that all employees want the same thing, will act in the same manner, and can be managed the same way. Instead, managers must understand how cultural diversity affects the expectations and behavior of everyone in the organization. This chapter will teach you how to provide a workplace where differences are recognized and valued, resulting in increased satisfaction and productivity.


Learning How to Learn


Successful managers today can be distinguished not so much by their particular knowledge or skills but by their ability to adapt and master changing job and career demands. All of us have unique ways of learning, with both strong and weak points. It is important for managers to be aware of their own and employees’ learning styles and the alternatives made available. Personal and team development can then proceed in the most efficient and effective manner.


Practicing The Platinum Rule


People with different behavioral styles inherently create tension between themselves simply by being near each other. As this tension increases, the probability of their establishing a trust bond decreases. In order to increase the chances of establishing trust with others, you must be able to keep tension at a minimum level. This requires knowing how to identify different behavioral styles and how to relate to each style effectively and productively. In order to relate effectively and differentially, the interactive manager must: (1) learn about the behavioral characteristics of each behavioral style; (2) be able to identify the behavioral style of the person with whom he or she is dealing; and (3) acquire skills in behavioral flexibility, in order to treat people the way they want to be treated.


Deciding How to Decide


Different people perceive and process information in different ways. The interactive manager must be able to perceive these differences and adapt to them in order to utilize employees’ abilities most effectively. It is important to have methods for assessing your own and others’ decision styles and to know how to apply this knowledge in a fruitful information exchange for effective goal setting, decision making, and implementation.



INTERACTIVE COMMUNICATION SKILLS


Sending Understandable Messages


Managers must send understandable messages to followers in order to set goals, plan strategies, coordinate actions, agree on a division of labor, and conduct group meetings. In this chapter you will learn skills for increasing the clarity of your messages, developing credibility, and soliciting feedback from receivers to ensure they understand what you really meant to communicate.


Understanding Others: The Power of Listening, Questioning, and Providing Feedback


This chapter covers the various types of questions, when to use them, how to use them, and with whom to use them; the art of getting the other person to “open up”; and the best ways for asking questions that allow employees to discover things for themselves. It also covers active listening, which involves hearing your employee’s words, processing that information in your mind, and using that information to help structure your relationship. Active listening also involves verbally and nonverbally projecting to your subordinate that you are really listening. There are numerous learnable skills for “actively” listening to other people. This is one of the best ways to establish trust relationships with others. Finally, we cover feedback, as a way to verify that you understand exactly what others are communicating to you. Feedback is a subtle way of showing sensitivity to the nonverbal messages that your employees are communicating to you.


Nonverbal Communication: Body Language, Image, and Voice Tones


Body language is regarded by many experts as the most important element of nonverbal communication. You not only receive positive and negative feedback from others in the form of body language; you also send it. Therefore, an important communication aspect of interactive management is being aware of the silent messages you send to your employees through body language. How you “come across” to others very often determines how they will treat you. In addition, if you project a good image—professional, authoritative, knowledgeable, successful, enthusiastic, and so on—your employees are much more likely to trust you, believe you, and accept your leadership and guidance. If your image is inappropriate, the opposite will likely occur. We explore various ways for you to project appropriate images of yourself to others. Finally, when it comes to choosing between the meaning of what is said versus how it is said, people most often choose the latter. The same exact words said with a different vocal emphasis can have significantly different meanings. Effective communication requires awareness, not only of the way you yourself say things, but of your employee’s vocal intonations. Such awareness helps you gather more information, meaning, and feeling from the words spoken.


Communicating through Time and Space


The way we use time, space, and things “says” things to other people. When people are kept waiting or you don’t have enough time to spend with them, negative feelings are created. When you intrude too closely on your employees’ personal space or territory, you’ll notice that they become uncomfortable and uneasy. Space violations of this nature can block the trust-building and communication processes without your ever knowing why. The nature of your relationship also may be affected by your use of words and objects to communicate, consciously or unconsciously, relative status and images.



LEADERSHIP SKILLS


Motivating Others


Managers need to be concerned about two corresponding aspects of motivation: motivating workers to stay on the job and motivating them to do their best. This chapter explains what motivates workers to stay in an organization, what determines job performance, and what we know about the needs that motivate people to perform. You then will learn established methods you can apply to motivate employees to achieve organizational goals.


Creating High-Performance Teams


Successful managers are those who work with successful teams. In this chapter, you’ll learn about the characteristics of high-performing teams and how to design them. You will also learn about the five stages of team development and how a manager can facilitate team members’ functioning at each stage by adapting your leadership style to match the requirements of the situation. Finally you will learn how to spot team problems and methods for fixing them.


Managing Conflict


Conflict is natural to organizations and can never be completely eliminated. If not managed properly, however, conflict can be dysfunctional and lead to undesirable consequences such as hostility, lack of cooperation, violence, destroyed relationships, and even company failure. In this chapter, we cover the main sources of conflict, how to deal with emotions in conflicts, different methods of conflict resolution, and guidelines for effective negotiation.


Interactive Problem Solving


When managers are asked how they make decisions and solve problems, the typical response is usually: “I don’t know. I just do what has to be done.” Although they may not be able to specify what steps they take or what rules they apply, managers would probably agree that making “good” decisions and effectively solving problems are the essence of good management. Even though they may not be aware of it, most managers proceed through fairly common steps when making decisions and solving problems. In this chapter, we take you through the step-by-step approach of defining problems, developing action plans, implementing those action plans and tracking results. This knowledge provides you with the power to successfully implement the interactive management philosophy.


Promoting Change


Most people dislike and resist change because of the uncertainty about what the current situation might be like after the change. To successfully implement change, managers need the skills to convince others of the need for change, to identify gaps between the current situation and desired conditions, to create a vision of the desirable outcome, to design an appropriate intervention, and to implement change in a way that the desired outcome will be obtained.


Implementing What You’ve Learned


In this final chapter, we discuss how to take all the concepts discussed in this book and successfully make them a permanent, habitual part of your daily managerial behavior.



CONSTRUCTIVE MANIPULATION


Manipulation is a nasty word to most of us; yet if it is looked at in a constructive way, it is an integral part of interactive management. Actually, we all try to control the attitudes and behavior of others, and they are working just as hard to manipulate us. We start trying to manipulate others in infancy and continue on until death. Those of us who are managers, supervisors, or teachers are paid to be manipulators. Rather than try to deny reality, let’s take a closer look at the process. If we substitute the words lead, motivate, manage, or some other polite term, we may make the idea more palatable. Better yet, look at manipulation with respect to its outcome. If the outcome is destructive, manipulation will cause resentment, anger, and defensive reactions. On the other hand, if the outcome is constructive and helps others to obtain their objectives, it produces mutual respect and trust. For example, threatening someone is a manipulative technique that does not work. But positive reinforcement, another manipulative technique, does work, because it builds the other person’s self-esteem. It’s not necessarily what you do that counts; it’s how you do it!


Parenting, teaching, counseling, and managing are all manipulative roles in which we try to get others to do what they “ought” to do. Constructive manipulation is often essential to helping people overcome self-defeating behaviors that interfere with effective performance or their own personal growth. Some of us are better at constructive manipulation than others. Some ground rules that may help follow.


1. Modeling. Perhaps the most powerful method of manipulating is by personal example. If you obey rules and set high standards for yourself, your employees will take the lead from you.


2. Give feedback. Keep your door open. Encourage employees to talk to you about their problems. Listen. Then give employees as much information as you can. Also provide information about competition, productivity, costs, and other factors that affect their jobs. Most importantly, give feedback on good job performance. This can be as simple as a comment of “Good work” or a notice on the bulletin board.


3. Confront. Explain to employees why mistakes or poor performance are important and costly to the company. This kind of feedback, given in an understanding way, is essential if problems are to be solved and avoided in the future.


4. Value others. Although employees may have hang-ups and problems you don’t have, remember that they do have the same human needs you do—to be accepted and to feel valued and worthwhile, to themselves and others. Satisfying of these needs for recognition is the cornerstone of building productive relationships.


5. Set high expectations. People do better with praise, encouragement, and expressed confidence than they do with humiliation, impatience, and indifference. Many studies have demonstrated that if we communicate our expectations that a person will do well, the outcome will probably be high performance, and vice versa. This concept of self-fulfilling prophecies is a powerful management tool. If employees are perceived as “potentials” rather than “problems,” possessing strengths rather than weaknesses, they will be more productive and grow to their capabilities.


6. Positive stroking. Complimenting is perhaps the most direct way of acknowledging the value of others. Positive strokes are compliments relating to the other person’s behavior in a particular situation. Examples are: “You sure are a pleasure to work with” or “I really appreciate the tact you used in handling that angry customer.”



WHAT TO EXPECT


The finest stroke you can give anyone is your active attention and listening, without judging or criticizing what that person has to say. People are willing to listen and take action on suggestions only when they trust the person who gives those suggestions. Consequently, the primary theme of this book is the creation of trust bonds for constructive positive relationships as a means to personal, professional, and organizational effectiveness. To achieve those bonds, it is essential to understand ourselves and others, to be effective in communicating this understanding, and to be able to facilitate others’ achievement of mutually acceptable goals.


A major portion of this book focuses on helping you learn ways to build the trust bond. We explain tension-reducing communication techniques to foster mutual understanding and respect. Frameworks for diagnosing and understanding different personality styles also are presented, so that you will understand how to relate to different types of employees in the most effective ways. Finally, the interactive management process is explained as it applies to helping you achieve greater personal and organizational productivity through the effective management of others.


To sum up the philosophy of this book: we can be more effective managers by increasing both our understanding of others and our skills for communicating effectively in order to build more productive interpersonal relationships with employees. By becoming more interpersonally effective, we can make our employees and the organization more effective. Everybody can win!
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“Cheshire Puss,” she [Alice] began, “would you tell me, please, which way I ought to walk from here?”


“That depends a good deal on where you want to get to,” said the Cat.


“I don’t much care where,” said Alice.


“Then it doesn’t matter which way you walk,” said the Cat.


—Lewis Carroll, Alice’s Adventures in Wonderland


Planning and Goal Setting


Unlike Alice, most of us have goals that we want to achieve. As managers, we also have organizational goals that we are expected to accomplish through the efforts of those who work for us. Consequently, we first should make sure employees have a clear idea of what they’re supposed to accomplish in their jobs. Then we need to help employees determine how best to achieve their objectives. In this chapter we will learn how to determine effective goals, create comprehensive plans to achieve them, and develop implementation strategies to motivate people to achieve their goals.



PLANNING


Planning involves defining the organization’s objectives, establishing an overall strategy for achieving those goals, and developing the means to integrate and coordinate necessary activities. Planning is concerned with both ends (what is to be done) and means (how it’s to be done). Depending on their level in the organization, managers are concerned with different types of planning.


Strategic plans apply to the entire organization. They establish the organization’s overall objectives and seek to position the organization in terms of its environment. Strategic planning is done by top-level managers to determine the long-term focus and direction of the entire organization. Wal-Mart’s original strategy, for example, was to build large stores in rural areas, offer an extensive selection of merchandise, provide the lowest prices, then draw consumers from the surrounding small towns. All shorter-term and specific plans for lower-level managers are linked and coordinated so that they contribute to the organization’s strategic plan.


Operational plans specify the details of how the overall objectives in the strategic plan are to be achieved. Operational plans are of a short-term nature, usually one year or less. They are formulated to achieve specific objectives assigned to lower-level managers regarding their contribution to the organization’s strategic plan. A Wal-Mart store manager in Fargo, North Dakota, for example, is doing operational planning when he or she makes out a quarterly expense budget or weekly employee work schedules.


The planning process is essentially the same for managers at all levels of the organization. It’s just that the breadth, time frames, specificity, and frequency vary, becoming smaller as the managerial level decreases. Top-level strategic planning is also unique because of the environmental scanning and analysis of overall organizational resources that are required. Since the majority of managers are at supervisory or mid-level positions, we will summarize the strategic aspects of planning but focus on the operational applications.


How the Planning Process Works


The nine-step planning process is illustrated in Figure 2.1. These steps include identifying the overall goal, analyzing the environment to identify for opportunities and threats, analyzing your own resources to identify for strengths and weaknesses, formulating specific objectives, formulating strategies, deciding how to implement the plan, and determining how to evaluate results.


STEP 1: Identify overall goals. In order to create a plan, managers must first identify what the organization is trying to achieve. Goals are the foundation of all other planning activities. They refer to the desired outcomes for the entire organization, groups, and individuals. Goals provide the direction for all management decisions and form the criteria against which actual accomplishments can be measured.


Figure 2.1. The Planning Process


[image: Images]


Goals differ in breadth, time frame, specificity, and frequency of change just as plans do. At the highest level, every organization should have a mission statement that defines its purpose and answers the questions: Why do we exist? What do we do? What business are we in?


Defining the organization’s mission forces management to identify the scope of its products or services carefully. For example, Rubbermaid’s mission statement gives direction to managers and employees alike when it states that the company seeks “to be the leading world-class creator and marketer of brand-name, primarily plastic products which are creatively responsive to global trends and capable of earning a leading market share position.”


The organization’s mission provides the overreaching goal that the objectives and strategies of all managers are formulated to contribute to. Every unit in an organization needs to have an overriding goal, or mission statement of its own that indicates its major contribution to the overall organization mission. Mission statements help managers focus on the strengths of their units that give the organization competitive advantage. Rubbermaid’s management, for instance, understands that its company’s strength lies in producing plastic products, marketed under their brand name, that make them the market leader. Even if management saw opportunities in steel products, or in selling to large retailers who in turn would sell Rubbermaid products under their house brand, Rubbermaid’s mission statement deters management from pursuing those opportunities. It’s not that some company couldn’t make money by following those strategies; it’s just that they don’t play to Rubbermaid’s mission and strengths.


Once managers know the purpose for their organization, they can perform a SWOT analysis to examine the fit between their organization’s Strengths and Weaknesses, and the environmental Opportunities and Threats. The first step is environmental scanning to determine what is taking place in the organization’s environment. Then managers can begin the essence of strategic planning, the SWOT analysis, to identify a niche that the organization can exploit to achieve its mission. Because an organization’s environment largely defines management’s options, a successful strategy will be one that aligns well with the environment.


STEP 2: Analyze the Environment. Once the mission has been identified, managers should look outside their organization to ensure that their goals align well with current and future environments. This environmental scanning can be very challenging for managers because of their numerous day-to-day responsibilities. Some companies, such as Southwest Airlines and Frito-Lay, have special departments with primary responsibility for helping managers keep track of environmental forces. Nevertheless, since all decisions about what plans and strategies to pursue in obtaining goals need to be grounded in a thorough assessment of the external situation, all managers must constantly evaluate environmental forces as they diagnose issues and weigh decisions.


The most general, or macro environment, includes those external factors that usually affect all or most organizations. General environmental forces include the condition of the economic system, political system events, ecosystem changes, demographic trends, technological developments, and the general business culture. Specific environmental factors that directly affect the organization are next. These organization-specific factors include changes in competitors (e.g., new entrants, substitute goods and services, etc.), customers, laws and regulations, and suppliers.


Understanding and being aware of developments in all these factors gives a manager a solid foundation for knowing where to look and for analyzing the data retrieved about the business environment. There are several behaviors that can facilitate the environmental scanning process.


Make scanning a priority. To combat the problem of being too busy to keep up with the latest developments, managers should shift the priority given to environmental scanning from something they do “if time permits,” to something that is a vital part of their job. This can be implemented by ongoing activities ranging from attending relevant seminars and college courses to learn the latest innovations in the field, to daily reading of trade publications and newspapers, to “surfing the Net” to stay current with political, economic, demographic, and competitor developments.


Anticipate change. Any environmental factor can change without warning. You can adapt more easily and more effectively if you have anticipated and planned for possible changes than if you are caught by surprise and have to catch up in a crisis mode. This means never taking the present environment for granted and always being proactive by continually scanning the environment for clues about potential developments. A classic example of what happens if you don’t occurred when IBM entered the computer industry. Apple Computer was so focused on its own success that it dismissed IBM as a serious competitor.


Flexible thinking. Forming strong opinions about the future and preparing for them to occur in the predicted manner is a risky means of dealing with the environment. The intent of environmental scanning is to keep one step ahead of changes and thus outperform the competition. Successful environmental scanning entails constantly thinking ahead and remaining open to all change possibilities. The key to successful anticipation and effective adaptation is flexibility of opinions about how to best prepare for environmental changes.


Consult with colleagues. You need to get as many different takes on as many environmental factors as possible to be well informed and to develop a comprehensive analysis. You can get help by consulting colleagues who are specialists from different business functions, such as finance, marketing, and purchasing. Some managers even obtain data from their counterparts at competing companies when chatting at professional conventions or business club meetings. Students intuitively do this when they seek out others who have completed the final exam in earlier sections of an instructor’s course, to get guidance on what to expect and how to prepare.


Be patient with ambiguity. The causes of environmental change are often ambiguous and often a culmination of many uncertain events. When scanning the environment, expect to find a lot of ambiguous information that may not make sense at first. But keep at it and try to determine ways that certain environmental factors affect others. As you mull over potential alternative outcomes, trust your intuition to provide hunches that can be checked out and provide needed insights.


STEP 3: Identify Opportunities and Threats. After thoroughly analyzing the environment, managers can determine and evaluate opportunities that the organization can exploit and threats that the organization faces. Keep in mind, however, the same environment can present opportunities to one organization and pose threats to another in the same or a similar industry because of their different resources. For example, telecommuting technologies have enabled organizations that sell computer modems, fax machines, and the like to prosper. On the other hand, organizations such as the U.S. Post Office and even FedEx, whose business it is to get messages from one person to another, have been adversely affected by this environmental change.


STEP 4: Analyze the Organization’s Resources. Next we move from looking outside the organization to looking inside in order to evaluate the organization’s internal resources. What skills and abilities do the organization’s employees have? What is the organization’s cash flow? Has it been successful at developing new and innovative products? How do customers perceive the image of the organization and the quality of its products or services?


Every organization is constrained to some degree by the resources and skills it has available. A small, six-person computer software design firm with annual sales of less than $2 million might see a huge market for online services, but its minimal resources limit its ability to act. In contrast, Microsoft’s management was able to create the Microsoft Network because it had the access, people skills, name recognition, and financial resources to pursue this market.


STEP 5: Identify Strengths and Weaknesses. The analysis in Step 4 should lead to a clear assessment of the organization’s internal resources—such as capital, worker skills, patents, and the like. It should also indicate organizational abilities, such as training and development, marketing, accounting, human resources, research and development, and management information systems. An organization’s strengths refer to the internal resources that are available or tasks it does well. Weaknesses are tasks that the organization doesn’t do well, or resources it needs but does not possess. Strengths that represent unique skills or resources that can give the organization a competitive edge are called its distinctive competence. For example, Black & Decker bought General Electric’s small appliance division, which makes coffeemakers, toasters, irons, and the like, renamed them, and capitalized on the Black & Decker brand reputation for quality and durability. This action made these appliances far more profitable than they had been under the GE name.


STEP 6: Identify Operational Objectives. The results of the SWOT analysis provide a clear understanding of environmental opportunities and threats, and the organization’s internal strengths and weaknesses. This should lead to the identification of a unique set of opportunities, or niche, where the organization has a competitive advantage. Using this information, managers can formulate more specific operational objectives that will contribute to the company’s mission.


The purpose of setting operational objectives is to convert managerial statements of business mission and company direction into specific performance targets. This serves to create a standard that organization progress can be measured against. The objectives established should include both short-range and long-range performance targets. Short-range objectives should spell out the immediate improvements and outcomes that management desires. Long-range objectives should prompt managers to consider what to do to position the company to perform well over the long term.


To achieve Wal-Mart’s vision of maintaining consistent growth, founder Sam Walton gave employees their 1990s goal of doubling the number of stores by the year 2000 and increasing dollar volume per square foot by 60 percent. This was a very tangible and meaningful goal. Five years later, at the midpoint for realizing the goal, Wal-Mart’s 1995 Annual Report revealed that the company was two-thirds of the way toward doubling the number of stores, and it had increased dollar volume per square foot by 45 percent (three-quarters of the way toward the goal). At this rate, it was on the path to achieve the goal two to three years earlier than projected.


STEP 7: Create Strategies. According to Michael Porter, of the Harvard Business School, no firm can successfully perform at an above-average profitability level by trying to be all things to all people. Porter proposes that management select a competitive strategy that will give its unit a distinct advantage, by capitalizing on the strengths of the organization and the industry it is in.


Porter recommends that managers choose from among three generic competitive strategies: 1) cost-leadership, where the organization strives to be the low-cost producer in the industry. Examples are Costco and Southwest Airlines; 2) differentiation, where an organization seeks to be unique in its industry in ways that are widely valued by buyers. Examples are Porsche (high performance) and L.L. Bean (service); 3) focus where an organization seeks uniqueness in a narrow market segment. Examples are Stouffer’s Lean Cuisine for calorie-conscious consumers, and the University of Phoenix’s appeal to working adults.


Which strategies management chooses depend on the organization’s strengths and competing organizations’ weaknesses. Management should avoid a position in which it has to “slug it out” with everybody in the industry. Rather, the organization should put its strength where competition is lacking. Success depends on selecting the strategy that fits the complete picture of the organization and its industry, in order to gain the most favorable competitive advantage.


The selection of a grand strategy sets the stage for the entire organization. Subsequently, each unit within the organization has to translate this strategy into a set of operational plans that will give the organization a competitive advantage. That is, to fulfill the overall strategy, managers will seek to position their units so that they can gain a relative advantage over the company’s rivals. This positioning requires careful evaluation of the competitive forces that dictate the rules of competition within the organization’s industry.


STEP 8: Implement Strategies. No matter how effectively an organization has planned its strategies, it cannot succeed if the strategies aren’t properly implemented. Other chapters in this book address issues related to strategy implementation. For instance, in Chapter 3, we’ll discuss evaluating and controlling performance to achieve strategic goals. In Chapter 4 we will discuss the importance of ethical guideposts. In Chapter 9 we’ll show how sending understandable messages is an important part of implementing strategy. Chapter 13 discusses ways to motivate people; and Chapter 18 offers suggestions for implementing change.


STEP 9: Evaluating Results. The final step in the strategic management process is evaluating results. How effective have our strategies been? What adjustments, if any, are necessary?


Progress towards goals needs to be constantly evaluated and strategies adjusted to ensure that the desired results are being achieved. Environmental scanning should be an ongoing process: competitors introduce new products; techonological innovations make production process obsolete; and societal trends reduce demands for some products or services, while boosting demand for others. As a result, planning is an evolutionary process requiring alertness to opportunities and threats that might demand modifying or in some cases totally abandoning the original goals and/or plans to achieve them.


Nevertheless, at any point in time, employees need to know what they’re supposed to do, otherwise they become like Alice and don’t know “which way to walk from here.” If managers don’t know specific employee goals they become like the Cheshire Cat, unable to provide appropriate guidance because it “depends a good deal on where you want to get to.” If employees don’t know and managers don’t help, it is easy to see why employees may feel that “it doesn’t matter which way you walk.” With clearly understood plans, however, managers and employees can get on with the goal-setting process so that energy can be directed toward achieving organizational objectives.



GOAL SETTING


One of the most basic skills in planning is goal-setting. Goals are the foundation of all other planning activities. They provide the direction for all management decisions as well as the criteria against which actual accomplishments can be measured. Consequently, we have devoted the following section to help you learn how to effectively set goals for yourself and your subordinates.


Goal setting serves four main purposes. First, it provides a clear, documented statement of what you intend to accomplish. When written down, objectives are a form of acknowledgment and a reminder of commitment. Second, setting objectives establishes a basis for measuring performance. Third, knowing what is expected and desired provides positive motivation to achieve goals. And, fourth, knowing exactly where you’re going will more likely get you there than trying many different solutions in a haphazard way.


Characteristics of Effective Goals?


There are five basic characteristics that can guide you in defining and setting goals. Goals should be: (1) specific, (2) challenging, (3) set with a time limit for accomplishment, (4) established with the participants, and (5) designed to provide feedback to the employee. Let’s elaborate on each of these points.


1. Specific. Goals are only meaningful when they’re specific enough to be verified and measured. The more specific the goals, the more explicitly performance is regulated. If the goal is vague, (e.g., “do the best you can”), people interpret it in many different ways, depending on their own personal experience, ability, and ambition. In contrast, if a goal is specific (e.g., “increase sales by 20 percent”), this helps eliminate ambiguity and reduce the leeway for idiosyncratic interpretations. When there is no confusion over the desired result, the likelihood of it being achieved is increased.


2. Challenging. Goals should be set so as to require the employee to stretch to reach them. If they’re too easy, they offer no challenge. If set unrealistically high, they create frustration and are likely to be abandoned. So the employee should view goals as challenging yet reachable. Examples reported by Anderson and Finkelstein in the Harvard Business Review are Hewlett-Packard’s 50 percent performance improvement per year and Intel’s “double the number of chip components” each year.


Keep in mind that one person’s “challenging” is another person’s “impossible,” and may be a third person’s “easy.” It’s a question of perception. “Stretch” goals are more likely to be perceived as challenging rather than impossible if the person has a high degree of self-confidence, ability, and ambition, and has previously had more success than failures in goal attainment. For people without these qualities, the same goal might be broken down into less challenging steps, or sub goals, which add up to the same outcome over time.


3. Time limits. Open-ended goals are likely to be neglected because there is no sense of urgency associated with them. Whenever possible, goals should include a specific time limit for accomplishment. So instead of stating, “I’m going to complete the bank management training program, with at least a score of eighty-five,” a time-specific goal would state, “I’m going to complete the bank management training program, with at least a score of eighty-five, by February 1st of next year.”


4. Employee participation. Goals can typically be set two ways: they can be assigned to the employee by the boss or they can be determined in collaboration between the boss and employee. Most people seem willing to accept managers’ requests, providing that what they ask makes sense. However, participation does increase a person’s goal aspiration level and leads to the setting of more difficult goals. Also, participation makes the whole goal-setting process more acceptable than when it is imposed from above; accepted goals are more likely to be achieved.


One method of obtaining employee participation will be described in the Management by Objectives section, which follows. Requesting employees to obtain inputs from external and internal customers about what goals should include, can enhance their quality and variety.


5. Feedback. Feedback shows you how you are progressing in relation to your desired outcome. It lets people know if they are on track and if their level of effort is sufficient or needs to be increased. It can also induce employees to raise their goal level after attaining a previous goal, and informs them of ways in which to improve their performance. Because of these factors, higher performance is more likely if individuals are given feedback while they are striving to achieve goals.


There are many ways to provide feedback. It can be in the form of memos, charts, printouts, reports, computer displays, or personal interaction. The ideal frequency depends on how frequently feedback is required to keep organizational processes on target. For example, productivity and on-time delivery goals need to be tracked daily, since immediate corrective action is called for. Cost management, however, might only require monthly information to be most useful. Ideally, feedback on goal progress should be self-generated rather than provided externally. Encouraging employees to solicit frequent feedback from internal and external customers on their own, and drop by the manager’s office when they have questions, are examples. When an employee is able to monitor his or her own progress, the feedback is less threatening and less likely to be perceived as part of a management control system.



THE GOAL-SETTING PROCESS


Every organization and department within an organization is unique. Consequently, the goal-setting process has to be applied with a particular context in mind. At a business organization, for example, goals might include seeking a fair return on investment, complete customer satisfaction, the pursuit of quality, and employee development. The objectives of a local church, on the other hand, might include providing a “road to heaven through absolution,” assisting the underprivileged through community service, and providing a place for church members to congregate socially. Regardless of the context, there are seven steps that need to be followed to obtain the optimum results from goal setting. Let’s look at these requirements and discuss how differences in circumstances can be addressed.


1. Specify the general objective and specific tasks to be done. Goal setting begins by defining what it is you want your employees to accomplish. The best source for this information is job descriptions. They describe what tasks employees are expected to perform, how these tasks are to be done, and what outcomes employees are responsible for achieving.


Naturally goals should differ depending on an employee’s organizational level and type of work. The key question to ask is “what are the most important outcomes for this specific employee to accomplish?” Since outcomes for which goals are not set will usually not be pursued, goals need to be set for every important outcome. However, do not set too many goals for a given person because goal overload causes confusion about what to do and when to do it.
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