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Advance Praise for FIRST AMONG EQUALS (listed in alphabetical order)

Whether you are a lawyer, accountant, engineer or consultant in private practice; or that individual charged with managing a seemingly autonomous group of professional IT, software, research or scientific wizards in a corporate setting; McKenna and Maister provide the critical thoughts and elements for a successful program geared to your professional environment.

AUGUST J. AQUILA, PH.D., Vice President, American Express Tax & Business Services, Inc.

First Among Equals delivers for newcomers and old pros alike. McKennaand Maister—polished professionals both—know how to work with enormously talented people, and they write with the kind of reassurance and calm confidence a professional group leader craves. The book’s hands-on checklists are flat-out superb.

NANCY K. AUSTIN, co-author, A Passion for Excellence

I believe that once you take a close look at First Among Equals you will, like me, find an inspiring and practical text that is likely to command attention.

JANE COONEY, President, Books For Business Inc.

The hallmarks of effective management in professional organizations are facilitation and leadership. First Among Equals provides a comprehensive, practical and authoritative account of the actions and behaviors of an effective leader of professionals.

FIONA CZERNIAWSKA, author of Management Consulting in the 21st Century

This book is invaluable. McKenna and Maister have honed in with laser precision on a desperately important yet vastly under addressed topic, to provide eminently practical advice and prescriptions for every leader of professional workers.

ROSS DAWSON, author of Developing Knowledge-Based Client Relationships: The Future of Professional Services

This book is desperately needed. Professionals are asked to run teams at very young ages with no training and often no managerial qualifications beyond intellect and/or an ability to attract clients. This is a detailed road map; which, if followed, will improve both leadership and ultimately the quality of work that clients receive.

ROBERT DUBOFF, former Director of Marketing, Ernst & Young

Effectively organizing and leading highly intelligent and opinionated professionals may not be the management equivalent of finding a cure for cancer, but it is close. McKenna and Maister clearly understand the extent of this challenge and First Among Equals is a major contribution to solving the puzzle.
 JOHN HAYWOOD-FARMER, Associate Professor, Richard Ivey School of Business, The University of Western Ontario

JAMES C. EMERSON, Publisher, Professional Services Review

In line with McKenna and Maister’s early work, this book focuses on professionals. However, it also has a lot of value for anyone who has to manage people working in groups. Follow this book’s lessons and your groups will work better.

JOHN HAYWOOD-FARMER, Associate Professor, Richard Ivey School of Business, The University of Western Ontario

If you’re leading, managing or coaching a professional group, you must read this book! Keep it within easy reach.

PETER FRIEDES, CEO (Retired), Hewitt Associates, author of The 2R Manager

This book thoroughly and with great wisdom deals with what, in my opinion, is the most important issue facing firms today. In this increasingly competitive environment, effective management is the key to survival, let alone success. For firm leaders who seek a comprehensive treatment of the subject, you are the only game in town.

ROBERT E. GILBERT, former CEO, Miller Canfield Paddock and Stone

Patrick McKenna and David Maister have delivered a real gem. First Among Equals provides the formula for successful group leadership in professional services firms.

DON H. GREENE, P.E., Director of Member Services, Polaris International

First Among Equals is a practical primer on firm leadership. McKenna and Maister depict leadership as a contact sport in which character counts and effective communications bond professionals together. The book’s mixture of practical advice and checklists for dealing with typical management challenges makes First Among Equals a valuable tool for both new and experienced group leaders.

BARRY D. HALPERN, Administrative Partner, Snell & Wilmer LLP

First Among Equals takes the analysis of the art of leadership within a professional organization to higher levels than previously attained. This ork provides a series of practical step-by-step guides to the most important challenges which face all leaders of professional groups.

MICHAEL HODGES, Jones Long LaSalle Global Real Estate (UK)

This book makes a unique and very useful contribution to the field of leadership and management of professionals. It captures both fundamental principles that are characteristic of the better firms as well as offering dozens of practical specifics.

JON R. KATZENBACH, coauthor of The Wisdom of Teams and The Discipline of Teams and author of Peak Performance

Practical reality! Approximately once a decade a great business book comes out that dares to go where no one else has ventured previously. First Among Equals is such a book. It provides those yearning for hands-on advice and knowledge the truths about how to be successful in professional services leadership. I plan to use the book during lectures internationally, as I think it provides the best source of reference ever published on professional services leadership. Outstanding job!

ALLAN D. KOLTIN, CPA, President & CEO, Practice Development Institute (PDI) and co-founder, The Advisory Board—Think Tank to the Professions

First Among Equals is a treasure chest of extraordinary value. Open it up and between its covers you’ll find an unparalleled source of wisdom from two highly seasoned and extraordinarily credible professionals. McKenna and Maister turn the often elusive and obscure concept of leadership into something tangible and accessible. With rich detail and straight talk they offer practical lessons, usable tools, and case examples from the real world. This is advice and counsel you can trust, and every manager of professionals (no, every manager in any setting) should take it to heart.

JIM KOUZES, co-author, The Leadership Challenge and Encouraging the Heart; Chairman emeritus, tompeters!company

In First Among Equals, Patrick McKenna and David Maister rehabilitate the human side of practice management. They help us realize that even in the Internet and knowledge economy era, people make the difference, provided we care for them and understand all the subtleties of encouraging, supporting and inspiring them as individuals and as teams. Even the busiest practice leader will waste no time by reading this highly practical guide.

MILAN KUBR, editor of Management Consulting: A Guide to the Profession

Journeying deep into the heart of the service firm, you return with a personalized agenda to help shape your own group. Ripe with “what tos” and rife with “how tos” this book is a valuable contribution for leaders and shapers of culture.

MAX LANDSBERG, author of The Tao of Coaching

McKenna and Maister have created a practical and valuable guide for leaders of professional service organizations. First Among Equals is a must read for leaders seeking maximum performance from their professional service teams.

KENNETH J. LESTRANGE, Chairman & CEO, Aon Risk Services

First Among Equals is the most powerful tool available to guide sound practice group management. It is thoughtful, insightful, innovative, comprehensive, and absolutely on target.

BRUCE W. MARCUS, author of Competing for Clients and editor of Marcusletter.com

Being an effective group leader is an extremely difficult challenge. Melding the talents of a diverse group of people to attain common goals requires foresight, thoughtfulness, motivational skills, and patience. First Among Equals provides realistic guidance and first-hand examples on how to coach a group of professionals as a team player, whether in a business setting or elsewhere. It is a must read for all current and future leaders.

DOUGLAS M. MCCRACKEN, CEO, Deloitte Consulting

Very readable and useful. It addresses problems and issues which we confront every day.

PETER L. MCKELVEY, L.E.K. Consulting

This book is a unique combination of good business, understanding of people and applied wisdom.

REGIS MCKENNA, author of Total Access, Real Time, and Relationship Marketing

If you want to really compete in this competitive market you have to look at practice groups. To jump-start a practice group in your firm, or for that matter, jump-start your firm, read and heed the findings and concepts put forth in McKenna and Maister’s new book, First Among Equals.

JOE MURPHY, Managing Director, Keane Inc.

Patrick McKenna and David Maister are world leaders in practice management and professional group leadership—they have no equals. They have the practical experience, the knowledge and the insights to coach any professional group. Learn from them, do as they say and you’ll realize why they coach the coaches.

ROB NIXON, consultant to the accounting profession, Australia

This is the immensely practical book we have needed. While much has been said extolling the benefits of managing professionals through practice groups, descriptions of how to actually implement the program are either nonexistent or vague and mysterious. This book lays it out from A to Z. Other professionals will find this book to be as revelatory as I did.

BOBBY RUBARTS, Hughes & Luce

In a world being crowded with management how-to books, this text is FIRST, period. It has no equals on the topic of leadership of professionals. I wish I had had this book when I started out leading a law firm practice group. Even after twenty years’ experience, I learned things that will provide invaluable assistance for the next ten.

STEWART SAXE, (former) global practice group co-chair, Baker & McKenzie

Patrick McKenna and David Maister give a roadmap on how it should be done to achieve success within a CPA firm.

ABRAM J. SEROTTA, Serotta Maddocks Evans & Co., CPAs

This book is truly a fire hose of practical, proven, workable advice and counsel that is intimately sensitive to the very special demands of professionals. It may well become the most dog-eared book in every firm—and with good reason.

JIM SHAFFER, author of The Leadership Solution

Fabulous, delightful to read, and very helpful to me as managing partner of our accounting firm.

DONALD SHAPPS, Managing Partner, Rosen Seymour Shapps Martin & Co.

Any professional who has been asked to manage will recognize the soundness of the principles espoused in this book. McKenna and Maister discuss in a systematic manner how to successfully change role from an individual contributor to a coach and group leader. Full of tips, examples and lists, this book will be a resourceful companion in any number of difficult situations.

BENOIT STROWEL, Managing Partner, NautaDutilh—Brussels

First Among Equals is pulsating with wisdom and practical advice. All leaders everywhere should be chained to their desks and compelled to read this lively volume.

PROFESSOR RICHARD SUSSKIND, OBE, Strathclyde University and author of Transforming the Law

This is one of those books which I feel I have to immediately share with my peers. It is practical; it is applicable; and it is interesting. It is an affirmation of the ideas and concepts which can make the workplace a rewarding and fulfilling environment.

DAVID D. SWANSON, Vice President Business Development, Assante Asset Management Ltd.

This is a fast-moving, practical book, full of proven strategies and techniques that you can use immediately to manage a professional group more effectively. These methods will help you get better results, faster, with your colleagues than you ever imagined.

BRIAN TRACY, author of Focal Point, Success Is a Journey and Maximum Achievement

Managers of professionals now have a resource to help them lead a group of smart, independent and demanding people. This book contains the perfect outline and content for a firm-wide program for group heads in any professional environment, including investment banking. It will help group leaders inspire their teams to greater client service and success.

ALICIA WHITAKER, Managing Director, Global Human Resources Programs, Credit Suisse First Boston
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IF YOU LEAD A GROUP OF PROFESSIONALS, this book is for you. We mean the term “group” to be generic, and not refer to any particular type of organization or structure. Your group might be a geographic unit, or one based around a specific project, client, industry, or discipline. You don’t manage the whole firm, but head up, coordinate, manage, lead, or facilitate a part of the firm. You’re not people’s boss, and even if you are, you don’t want to act that way. You have limited, if any, powers to issue instructions, commands or orders, and if you have such authority, you rarely use it. To be effective, you must act as primus inter pares, the first among equals.

Since you are managing a group, and not your whole firm, you probably still have client work to do. You must be (simultaneously) a player and a coach. This might be your first experience in managing (or whatever you call it). Prior to becoming a group leader, you were probably expected to focus on your own performance alone. Now it is also your responsibility to worry about (and influence) the performance of others, many of whom were, until recently, your peers (and certainly still consider themselves so). You must also forge a cohesive team out of a group of autonomous individuals.

Group types span a wide spectrum, from the tightly focused mission-oriented team who recognizes a joint purpose and mutual responsibility for that purpose to a group of people who each work on their own projects, owing little to each other, and exist as a group merely for administrative or organizational convenience.

We do not wish to debate when a group becomes a team, since many types of group probably fall between these two categories. What is important is that you come to an explicit agreement on how your group will be defined. We believe that what defines a group (or team) is the set of rules that it is prepared to operate by. In tightly integrated teams, everyone knows the rules and adheres to them with rigor. In loose groups, there are few rules, and even those are often negotiable. Throughout the book, we return to the theme of agreeing on how your group will operate. As Jon Katzenbach, the world expert on teaming, put it: “Team performance is more a matter of discipline than togetherness.”

This view affirms the finding in David’s book Practice What You Preach, that success in professional businesses can be shown (statistically) to come from stricter adherence (“discipline”) to a set of standards that other groups may also advocate but do not enforce. It was also found that the key to enforcement was the skilled manager, coach, or team leader. If you ask, as you read on, whether “this stuff” can be shown to be profitable, we refer you to that book for the evidence. Here we are concerned with the “how.”

Simply labeling a collection of people a group does not make it one. As consultants, we have spent many years trying to convince others that initiatives in business rarely get implemented well unless each group has a leader, a head, a coordinator, or coach whose job it is to manage the team and coach the individual players.

This is not as trivial a point as it may seem. Professional people, inside service firms or within corporations, are notoriously averse to being managed. They are cynical, savvy, and selective. According to Philip Greenspun, an MIT professor and the founder and chairman of ArsDigita Corporation, programmers have huge and fragile egos. He writes:

Software engineering is different because people at all levels of the organization perceive themselves to be equally intelligent…. One of the paradoxes of software engineering is that people with bad ideas and low productivity often think of themselves as supremely capable.They are the last people whom one can expect to fall in line with a good strategy developed by someone else. As for the good programmers who are in fact supremely capable, there is no reason to expect consensus to form among them. Each programmer thinks his or her idea about what to build and how to build it is the best.

A truly great programmer may generate 10 times as much business value as a merely good programmer. Can the organization afford to take someone who can do the work of 10 average programmers and push him or her into a pure management role? … Can the organization afford to put people with weak technical skills into management roles? … Since they are still expected to produce designs, software, documentation, and journal articles, the danger is that the new manager will become glued to his or her screen and never look up to see how the project team is doing.

We think Greenspun could have been referring to any of a large number of professional environments. Consider what James Emerson, the distinguished publisher of the Professional Services Review, noted:

Based on nearly 30 years of involvement with the professional services industry, I am convinced that effectively leading a group of professionals is a much tougher challenge than most people realize. Certain characteristics of professionals that allow them to do their jobs effectively create barriers to them being successful in the group setting.

Most professionals are trained to be skeptical and will almost always critically challenge any new idea, bringing to bear their analytical gifts. Getting agreement on even the smallest issues can be tough.

Because of this, it can be very hard to get technically oriented professionals to think beyond their core competency in order to focus on the big picture. Professionals often want to over-study any problem;first, it satisfies their need to eliminate every last ounce of risk before they make a decision, and second, it gives some professionals an excuse to have endless conversations so they will never be required to act.

Professionals often resist accountability, fearing that it ill limit their creativity and ability to find the best solution.

Most professionals like working alone. Keeping a group of professionals in a room is very difficult. They can always leave by saying they have a client commitment when in fact they are not comfortable in the group.

David Swanson of Assante Asset Management observed:

Working within groups is a good philosophy but I wonder how such an approach can manage the insecurity of the individual’s contribution. Individual members contribute to the team but risk losing their own differentiation and possibly their own maximum economic value to themselves and their family. The financial services industry, which I am part of, has never been managed from the top down. It has been entrepreneurial, competitive and transaction oriented. As it moves away from transactions toward fee-for-service planning, it continues to be very competitive but is becoming more collaborative.There is a willingness to nurture a group and its members, yet there is still a fear of not being compensated for the effort.

Unfortunately, the challenge of managing professionals has led many firms and companies to believe that professionals are unmanageable, and as a result, they often give up trying. Group leadership is frequently nonexistent, with group leaders (where they exist) focusing almost exclusively on administrative matters and doing no managing.

We recommend precisely the opposite conclusion. The potential power of having well-coordinated groups is too great to abandon the task. Because managing professionals is complex, it requires more attention to management, not less. Given professionals’ quirks, more managerial skill is needed than in some other environments, not less. What managers of professionals must do might be similar in other environments (hold meetings, inspire people, listen well, provide counseling). How it is done can be quite different, requiring different approaches or an extra degree or two of finesse and style. And the right attitude!

We will try to show that, to succeed in your role, you will need a willingness to get most of your fulfillment from the success of others. You will also need a special set of skills: the ability to influence other people’s emotions, feelings, attitudes, and their determination. Unfortunately, in many firms, these are not the criteria usually applied in selecting group leaders. All too often the most senior, the best business-getter, intellectual luminary, or financially savvy person is chosen. As a result of this historical (and sometimes political) reality, some firms have found it necessary to appoint two people to lead a practice. One (called something like the practice chair) is the “titular head, ” the luminary, often well known in the marketplace, whose primary focus is representing the group to the marketplace. This person bears no coaching responsibilities, but is backed up by the real group leader, who does the coordinating, counseling, and effectively runs the practice. This is a perfectly acceptable solution. In this book we are assuming that you are the person really doing the day-to-day managing and coaching.

If you recognize any of the issues highlighted in the sidebar, and want to address them, this book is for you. We will try to help you eliminate the barriers and provide you with the knowledge you will need to perform your leadership role effectively.

In our respective previous writings, we have both tried to make the case for management, and for group leaders. Apart from some comments in chapters 1 and 2, this book does not repeat those arguments. Instead, it addresses a question we often receive when the case for management is accepted: “OK, we have agreed to have managed teams with group heads focusing on coaching their teams. How do we help them learn how to do it?” We describe here what group leaders must do and, in as much detail as we can provide, precisely how to do it.

While there are many excellent books available on how to be a manager or a coach, the overwhelming majority of them are written with a corporate setting in mind, where the group head has a significant amount of “position power” or recognized authority. This is not the case in many firms, particularly professional firms, where managing (as opposed to administering) is a relatively new concept. Such leaders often don’t have subordinates or employees, or don’t think of them that way. They have peers, collaborators, colleagues, co-workers, and perhaps, partners.

In addition, many managers inside corporations, such as engineers, human resource advisors, marketing departments, finance professionals, information technology officers, and many others face a similar challenge. They are asked to lead highly educated, autonomous, energetic people who may respond to being influenced or coached, but resist being “managed.”

Our goal in this book has been to provide an introduction to the basics of being a group leader in a professional setting (not just inside professional firms). This is a book about “doing.” It is not concerned primarily with theories, concepts, or insights. It’s the book we wish we had read when we were first given the challenge of leading a group!



Test your group’s effectiveness with this quick quiz:


	Do members of the groups shares in knowing why your group exists, where it is going, what it’s trying to accomplish, what its core priorities are?

	Or are they non-committed, grudging participants, perhaps because they feel that membership in the group is irrelevant to their individual performance and individual compensation?

	Do people believe that they can really depend upon and count on each other, and do they feel confident about each other’scapabilities and efforts?

	Or do they feel that relying on other’s goodwill and expertise is either naive or dangerous?

	Do people share their collective wins and losses with each other?

	Or do they only claim personal victories while rationalizing negative outcomes with excuses and finger-pointing?

	Do members of the group genuinely listen to other’s ideas and opinions?

	Or do they simply defend and promote their own positions?

	Do people publicly honor and recognized each other’s efforts and contributions?

	Or are accomplishments taken for granted?

	Do members of the group value each other’s time?

	Or do they behave in a way that suggests that other’s time doesn’t have much importance to them?

	Do group members hold agreements and promises made as sacred?

	Or are agreements and promises only made expediently, such as “maybe, if it’s convenient”?

	Do people help each other succeed and grow, and then share in the excitement of each other’s accomplishments?

	Or are such concerns deemed irrelevant?

	Do people hold each other to high standards of performance and provide each other with straight feedback, coaching, and campassion?

	Or do they fail to insist on high standards or to coach poor performance, and confuse caring for people with indulging them.

	Do group members behave as if their own success will be enhanced by the success of the group?

	Or do these people act as if their own needs and those of the team are contradictory concepts?

	Do people in the groups share client contacts, information, tools and other resources with each other?

	Or do they to hoard and protect turf?

	Are members of the group recognized for contributing to the team purpose?

	Or do group members feel that they are better off pursuing their own personal agendas, even though outwardly participating?

	Does the group get the authority, the resources and the support to do it what it was organized to do?

	Or is a lot of time wasted playing political games to overcome internal bureaucracy?

	Do the members define themselves as members of the team?

	
Or do they feel an affiliation only with the firm or their occupation?






WHAT WE DON’T DISCUSS

There are many fascinating and complex issues about how groups function within the context of the firm as a whole. Among the topics we have encountered are these:


	Should groups be organized by discipline, by industry, or by geography?

	What are the special challenges of multisite, international or global groups?

	How do you handle the complexities of matrix management when groups intersect or overlap?

	Should groups be treated as profit centers?

	How do you prevent balkanization of a firm if the groups are too strong?

	What role should group heads play in the executive committee of the whole firm?



These questions, while indeed important, are beyond the scope of this book. We have tried to write for individual group leaders about the execution of their role, and not write for firm leaders who are dealing with firm-level structural and process issues. That’s another book!

A NOTE ON TERMINOLOGY

In attempting to write for group leaders in a wide variety of professional settings, we found ourselves constantly struggling with terminology, both because some contexts are different, and because different professionals use different terms for the same thing.

For example, lawyers, consultants and accountants use the term “billable hours, ” while marketing communications firms refer to “utilization rates” or “chargeability.” Some in-house professionals use none of these terms, but the concept of time spent directly serving (in-house) clients should be readily understandable and apply easily.

A related problem arises with the concept of “non-billable time”—hours spent at work that is not directly related to a client project. We have sometimes used the term “non-production time” or “non-reimbursed time.” We can’t promise that we have always used the right language, but we hope the concept is clear.

We have also been fairly free with our use of the words “manager, ” “leader, ” and “coach.” Vast oceans of ink have been spilled trying to arrive at precise definitions of these terms, and we have no intention of joining in. We have been concerned with exploring appropriate behaviors, attitudes, skills, and actions, not with nomenclature.

Other words get in the way. Some professions rely heavily on making distinctions between “partners” and “associates.” Law firms use the word “staff” to mean non-lawyer employees, while accounting firms use that term for entry-level professionals. We have tried to avoid all such language and write about managing people. We occasionally differentiate between junior and senior people, but that’s the only distinction we make.

We hope that even if our terminology is ambiguous (or not that which your business usually uses) it does not interfere with the clarity of our analysis and our advice.

Finally, we stress that this is a joint work. Where it is necessary to refer to things we have done separately, we refer to ourselves as Patrick or David. Otherwise, it’s “we.”

HOW TO USE THIS BOOK

We recommend reading this book straight through, since it is intended as an integrated work, not a “manual” of disconnected chapters. The book is divided into four sections, presented in the order in which you need to think about the issues.

Part One is all about clarifying and understanding your role. As we note, success in helping your group succeed is mostly about you. Not them.

Part Two deals with the activities you must engage in to coach, lead, inspire and guide individual members of your team. As we note in the text, you will only be able to deal with your group once you have developed strong working relationships with each of its members.

Part Three turns to team management; dealing with your colleagues collectively as a group.

Part Four addresses the issues of building for the future: managing juniors, dealing with the problems of size, and monitoring your group’s success.

Another way of viewing the book’s contents is to examine how frequently you will need to do the things we recommend. Some chapters (particularly those in Part One) you might need to sort out only once. They are your “setup” (getting your mandate, establishing the round rules on which your team will operate, etc.). Other chapters (on setting a compelling challenge, building support for change, or tackling prima donnas) cover things you might need to do periodically. Finally, there are those chapters (on such topics as coaching, running meetings, giving appreciation and recognition) that you will need to do continuously. We hope it is clear which category each activity falls into. (We will review these categories in the final chapter.)

Finally, the contents of the book cover a wide range of skills and activities, from the “mechanical” (how to run a meeting) to the deeply emotional (issues of trust, relationships, meaning, and inspiration). We think it important that a group leader develop abilities in all these areas.

Laura Holmes of Smythe Dorward Lambert, an international change management consultancy, commented to us:

An ongoing debate exists between what is the role of a manager versus the role of a leader.The real distinction lies not in the title, but in how you do your job and approach the people around you every day. The range of activities that group leaders face goes from basic requirements (setting goals and measures, running effective meetings, evaluating performance) to the challenging choices one must make (inspiring through times of change and uncertainty, advising people on career development, negotiating out of a group conflict). It is not an either/or situation. Group leaders need to be skilled at management basics and inspirational, motivational leadership to deliver successful business outcomes.

That’s our view too!





PART ONE
GETTING READY

THIS FIRST SECTION is about you and your role. It might be the most important part of the book, because if you don’t get this right, nothing else will work.


	Clarify Your Role

	How, exactly, do you add value as a group leader?

	Confirm Your Mandate

	Is there an explicit agreement about your rights and responsibilities?

	Build Relationships—One at a Time

	What are the key skills you must have?

	Dare to Be Inspiring

	
Do you know how to inspire people?








chapter 1
Clarify Your Role


How, exactly, do you add value as a group leader?

BENJAMIN HAAS is the managing partner in the Chicago office of the human resource consulting firm Towers Perrin, which has about 8, 500 employees in seventy offices worldwide. He articulated the core truth about being a group leader:

The reality is that: a leadership role is fundamentally different from the individual contributor role. A leader has fundamentally got to be somebody who is effective at making things happen for other people.

It’s a real different mind-set in terms of what you do and how you impact the business. A leader has to bring a certain energy and optimism to the business. Part of our job is to build energy and enthusiasm. A leader must create a sense of shared ownership. The kinds of people we’re managing want to feel like they are owners and not employees.

Another key ability is to assess people and determine what’s going to be the right role for each individual that meets their needs and also allows them to contribute effectively to the organization.

We could not agree more with these comments. Your job as a group leader is to help your people, and your team, win.

Prior to becoming a group head, many people will have been asked to spend their whole working lives focusing on their own individual performance. The transition to being responsible for the performance of others is a difficult one for many to make, particularly since, in all likelihood, they still carry some client-service or production responsibilities. There is an issue here both of attitude (willingness to focus on other people and their success) and of skill (the ability to win influence over other people without being domineering). Skills can be taught; attitudes are harder to change.

John Schoenewald, CEO of AFSM International, noted:

To be effective, a leader must show he truly cares about others—not only caring what the employee does but, as important, how he does it. I have seen leaders who are consumed with themselves and their personal goals. This is especially common in high-tech services. They don’t have time nor do they take the time for coaching, as they are goal-oriented and desire results through technical solutions. In the high-tech services industry, technicians as well as managers, for the most part, fall into the category of loners. They are individuals who would rather work independently. That’s why they choose a technical field and not the sales profession. This situation creates a challenge for effective teaming. Most technical teams I’ve managed have all the correct ingredients for success, but they try to achieve team results through individual efforts.

The best group leaders see themselves as catalysts. They expect to achieve a great deal, but know that they can do little without the efforts of others. It is challenging to manage a group of people with different skills, diverse experiences, a variety of work styles, and sometimes, conflicting priorities. Casey Stengel, the renowned former manager of the New York Yankees,  once said, “Getting good players is one thing. The harder part is getting them to play together.” As we shall see, it requires commitment, curiosity, and courage.

In order to help other people succeed, you will need a willingness to get most of your fulfillment from the success of others and a special set of skills: the ability to influence other people’s emotions, feelings, attitudes, and their determination.

Jack Newman, now retired from managing a substantial and well-integrated group at global law mega-firm, Morgan, Lewis & Bockius, clearly understood his role:

It’s significant that I have two business cards. One is mine.The other is the group’s. There are twenty lawyers on that group card, and it fits into the client’s pocket just as easily as mine does. On that card, the client can find the right lawyer for the right question. Subliminally, the very existence of the card sends a message about the importance of the group as a group.

So, how do you help other people succeed (and play as a team)? Part of the answer may be about substance or content (they don’t know what to do or how to do it), but this is rarely the biggest issue. Most often, you will be working with highly talented people who do know what to do and how to do it, but just aren’t doing it. The causes may be numerous (fear, suspicion, lack of drive, attitudes, problems at home, or structural firm impediments) and you will find that most of the barriers have to do with feelings, attitudes, and emotions.

Your role, therefore, and your essential skill, will be to help people fulfill their potential by influencing these feelings, attitudes, and emotions. If you accomplish this, the raised performance level will result (among other things) in greater financial success for your people, you and your firm.

Note, however, that while money (or profitability) may be your goal, it is not what you must manage. What you must manage in order to get money is the energy, drive, enthusiasm, excitement, passion, and ambition of your people. Your primary skill (and the test of all your activities) must be whether or not you are able to raise the level of commitment and drive of those you influence.

Among the contributions you can make are the following:

Create energy and excitement

Be a source of creative ideas, and stimulate creativity in others

Forge teamwork

Help develop a common purpose that everyone can buy into

Help to solve problems and break down barriers for team members—make it easier for them to succeed

Act as a sounding board—help people think through their issues

Enforce standards (deal gently, promptly, but firmly with noncompliance)

Be a conscience (“gentle pressure”) when self-discipline fails

Be a constant source of encouragement to improve effectiveness, quality, and efficiency

How would you rate yourself at each of these? How would those you lead rate you?

WHAT A LEADER SPENDS TIME ON

So, you are the leader of your group! Your goal is to help, but what do you actually do to accomplish this? Which of the following possible activities are you expected to do? Do your team members expect you to do these things? Do those you report to agree that you should be doing them?


	Spend unscheduled, informal time with individual people (senior and/ or junior), serving as coach, to help them develop themselves and their practice.

	Be knowledgeable about the development of junior people and be ready to suggest reassignments between projects in order to build skills and advance their careers.

	Be in touch with other group members’ clients to help them grow relationships, and to monitor client satisfaction and act as a conscience for everyone to excel at client satisfaction.

	Help members of the team differentiate themselves from other competitors in a meaningful way that clients recognize and value.


	Help people to stay current with the trends affecting the client industries they serve, the changes that will affect these clients, and their demand for the group’s services.

	Monitor the profitability of assignments conducted by group members and discuss results with them.

	Devise methodologies to capture and share knowledge acquired while serving clients both within the group and across the firm.

	Help the group explore new and innovative ways of using technology to better deliver services and reduce costs to clients.

	Spend time recruiting, interviewing, and attracting potential recruits (junior and senior).

	Spend time following up and actively helping members of the group execute their planned activities.

	Initiate and run regular meetings to collectively plan the group’s activities and initiatives for the coming quarter.

	Conduct formal performance appraisals of other (senior) people in the team for purposes of compensation.

	Conduct counseling sessions with people on the basis of these performance appraisals.

	Celebrate individual and group achievements—the minor wins, not just the home runs; the good tries, not just the successes.



You will immediately see that most of these are time-intensive activities. In fact, we suggest that, as an exercise, you estimate how many hours in a year each activity would take, given the size of your group and the nature of its activities. You may find that there’s not enough time to do them all, and you will have to choose: Will you try to do them all to a middling level, or will you try to do a selected few superbly? (We recommend the latter!)

As you review this list of activities, we invite you to ask yourself a few questions:

Which of these activities are most likely to raise enthusiasm, excitement and, hence, performance?

Which of these activities do those you counsel (or coach or lead) accept as valid (i.e., agree that you should perform them)?

Which of these activities do your superiors expect you to perform?

Have we left activities off our list that you think should be part of your leadership role? What else could you be doing that would raise the performance of your group and the individuals within it?

A group leader does not have to do all of the items we have discussed here. There are many versions of group leadership. However, if the group and the leader are to succeed, it is necessary to agree upon (and write down) the leader’s role, responsibilities, accountabilities, and performance measures. You need to come to agreement both with those you supervise and those you report to. It is remarkable how infrequently this is done. (We discuss in the next chapter additional things that you need to negotiate with your firm leadership to fulfill your role properly.) The single biggest (and most certain) source of failure for a group leader is not having agreement in advance about what he or she should do!

Since many professional firms (and professional groups within corporations) do not have a history of activist group leaders, it is essential that to arrive at precise answers to these questions. You may think that everyone understands your role, but we have learned that it is safe to assume that while each person may be absolutely clear on what you should be doing, there as many different views as there are people you must deal with.

Group leaders cannot and must not attempt to impose their own view of their role on others: this will be doomed to fail. In a professional environment, people must cede permission to be coached, and this can only be done if the role, and its limits, are agreed upon and well communicated in advance.

THE “VISION THING”

Many management texts, and many of our clients, suggest that one key contribution of a leader is to provide or create a “vision.” We are skeptics here, not on any theoretical grounds, but simply because as longtime consultants we have seen many professional environments, and have rarely met managers or leaders who have pulled this approach off. To us, a leader talking about his or her vision sounds too much like “Follow Me!”—an appeal that is unlikely to work in professional environments.

We concede that there may be those individuals who, through personal charisma or the painting of an irresistible future, can get large numbers of professionals to follow them. We just don’t think many people can pull it off. We call it “The Moses Strategy”—going up into the mountain, receiving the word of God, and bringing it back to the children of Israel, saying “Here is the word of God. Get excited!” If you remember your Bible, you may recall that even Moses had to do it twice before he could get the attention of his audience!

Our point of view, based upon the most effective managers we have seen, is that they don’t say “Follow me!” Instead, they say “Let me help you!” The management writers call this “servant leadership.”

The key point is that the central goal of either approach is to get your people enthused, excited, and energized. Unless you have a very special skill, then we suggest you focus on what excites each of your people, not (just) on what excites you.



Here’s how Davie described the leader’s role in Managing the Professional Service Firm:

A business group is like a sports team, filled with talented atletes who will only win if they truly their potential. People in business, like athletes, left to their own devices, don’t accomplish as much as they do when they are supported by a coach.

The best managers really do a very value. First, through actions, individual people accomplish more, and focus on more important things, than they would if left to own devices. Second, the talents of the powerful individuals are sped in to even more powerful teams, learning from and supporting each other.

How do good coaches achieve results? Effective practice leaders recognize that you rarely “turn on” people (or get them to change) through speeches, vision statements, or inspirational group meetings. They know the only truly effective way to influence people is one-on-one, i.e., highly individualized, closed-door counseling. Above all else, they pay attention to the individual. They are close enough to what the individual is to be able to offer substantive suggestions. They are always “dropping by” to discuss “how’s it going?”

Effective coaches go out of their way to celebrate successes and triumphs. They make constant use of approval, visibility, recognition, and appreciation. However, to be effective, good coaches must also be demanding. When a good athlete successfully jumps over the high bar, a coach celebrates the accomplishment, and then—the (“Come on, you can do it.)” Coaches must be simultaneously chief cheerleader and chief critic—without the other is insufficient. Part of the skill of coaching is knowing how high to raise the bar, judging for each individual, separately, what next challenge will be stretching but achievable.

Good coaches build teams. Since most players will probably be more focused on their own personal performance, it is up to the coach to look out for the overall best interests of the group. The coach identify opportunities for joint activities. This inevitably involves the coach in favors. (“Help us out on this one, and I’ll do my best to look you time.”) Good coaches pay attention to how the group’s resources are deployed, whether or not all the are being covered.
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