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Introduction

Like everything else in the workplace today, the concept of what it means to be a manager is changing. And it’s not getting any easier. The workplace has become a complex environment that includes faster and faster communication, swiftly changing economic circumstances, remote workers (sometimes on another continent), and data spitting in all directions. The workforce has changed: It’s younger, more technologically savvy, and more diverse in every way. Under these circumstances it’s easy for managers to feel overwhelmed. How can anyone “manage” all of this?

Management 101 breaks it down for you in a series of simple, clear entries. Whether you’re a new manager or an old hand with plenty of experience, here you’ll find useful tips for getting the most out of your employees and yourself.

A manager is responsible for directing a group of employees or a project. This sounds pretty simple, but it’s really not. The Wall Street Journal cites management guru, the late Peter Drucker, to this effect: A manager sets objectives; organizes; motivates and communicates; measures; and develops people. “While other management experts may use different words and focus on different aspects of these responsibilities,” says the Journal’s writer, “Mr. Drucker’s basic description of the manager’s job still holds.”

At its heart, good management is all about teamwork. As a manager, your role is to lead other people to accomplish goals that will further the larger goals the company has set. You’ll be judged as a manager, to a great extent, by how your team functions and the outcome of your project.

This book will show you how to communicate clearly and effectively, plan for success, execute those plans with precision, and more. Above all, it will help you learn how to manage people and projects to achieve desired results. Great managers know how to inspire their employees, mentor the best of them, and help them move up their career ladders. They know how to tell when a system isn’t functioning properly and distinguish that from problems with the people who comprise the system. They know how to resolve conflicts and find the right places for the right team members.

Great management skills are not something you are born with; you have to learn them. Management 101 will teach you the basics of management—offering examples, both good and bad. These lessons will range from how to recruit and retain great people for your team to turning around counterproductive behavior and conducting effective performance reviews.

It’s all here in Management 101. So let’s get going.





What Is Management?

The Flavors of Organization

Look up the word manager on the Internet or in any reference book and you will find many different definitions. They range from the coach of a sporting team to an individual hired to manage a celebrity’s business or personal affairs to a computer server that provides the communication link between the systems administrator and affiliated devices on a network. But the most common definition is of someone responsible for directing or organizing a group of employees or a project. In other words, someone like you.

Managers of various organizations and companies come in many “flavors”—they can be directors, group or section leaders, various vice presidents, chief operating officers, even heads of boards of directors. In the truest sense, even the president of the United States is a manager.

According to management expert Bill Warner, despite their varying responsibilities all managers have several things in common: They are leaders, project managers, and coaches who use department resources—both people and equipment—to get the job done. They develop strategies, organize the department, set priorities and make decisions, place and ensure the training of their workers, delegate responsibilities, find solutions, make sure employees have adequate resources to do the job, communicate with department and outside sources, and represent (both internally and externally) and help determine company policy.

Managers also have a number of “soft” duties: establishing and solidifying relationships within and outside of the company; creating and nurturing a positive work environment so people can support each other within the team; and coaching—working with individuals such that they have a clear idea of how they can contribute and thus improve their performance so that they may put forward their best efforts. Managers also serve as mentors, encouraging new talent and advising their employees on their career paths. In addition, they act as a conduit to higher-level management as they report on the progress of their department and other issues that can affect corporate decision-making.

When it comes down to it, managers are responsible for everything in their arena. No matter what you manage or how many people you manage, when it comes to your area of responsibility, the buck stops with you.

The Function of Management: The 80:20 Rule

Vast amounts of information exist outlining what a manager should and should not do. In fact, there is so much information that it is very difficult to know where to start. And even when you know where to look, no one can learn everything. The principal objective must therefore be to identify those ideas that will produce the bulk of the results—and that is an application of the 80:20 rule.

The 80:20 rule states that you will often find an (approximately) 80:20 ratio between related factors. For example:


	80 percent of the sales revenue derives from 20 percent of the customers.

	80 percent of the problems are caused by 20 percent of the people.

	80 percent of the results come from 20 percent of the activities.



With this in mind, you can begin to understand the importance of focusing on the 20 percent that needs to be attended to at any given moment. Focusing on the 20 percent allows managers to prioritize how they spend their time. Because new managers often lack experience, they typically find that their schedule fills up quickly because they try to do everything. Prioritizing enables the manager to have an impact without spending sixty hours a week in the office.

The 80:20 rule enables you to weed out the problems and concentrate on the areas that need improvement. It will also help you identify strengths within your organization, as well as benchmark high achievers.

From “Being Managed” to Manager

In a sense, becoming a manager is like having a child. Before your promotion, you were only responsible for one person: yourself. Now you’ve got other people to look out for: your employees and team members. The decisions you make will affect them—and their careers.

So how do you make the transition from a good worker who produced solid results—resulting in your promotion—to managing others and achieving the same (or greater) level of success?

The first step is managing yourself. This includes obvious areas like staying in shape, eating and sleeping well; being accountable for your actions; doing your best; being a good listener; and other concepts discussed in this book. As a manager, you’ll be leading by example, and you will set the tone for your entire department. Your responsibilities include motivating your team members to do the best work possible and shaping the team into a cohesive unit that gets the job done.

So you’ll want to set a standard for personal excellence, whether it be through taking additional training (and encouraging your team to do so); learning new skills, such as public speaking (even if you have stage fright); and being positive. The latter is especially important in obtaining cooperation from employees, who must feel that you are loyal and that they can trust you. They also need to be comfortable coming to you with their ideas and sense that you will act upon their feedback and suggestions.

“In most cases being a good boss means hiring talented people and then getting out of their way.”

―Tina Fey, Bossypants

Employees will do their best when working for someone who they believe in and can turn to. They also expect you to be more than competent in, if not on the cutting edge of, your area of expertise. That said, you also need to recognize your weaknesses and theirs, as well as to define areas of improvement and growth.





Understanding the Corporate Culture

How Things Are Done

Corporate culture is often defined as “how we do things around here,” and it reflects the organization’s personality, attitudes, experiences, beliefs, and values. A company is like a living, breathing organism, as individual as a snowflake. If you’re going to be a successful manager, it’s essential that you understand the culture of your workplace and act according to it rather than against it.

Simple things can often trip up a new manager who is not “schooled” in the cultural norms of the organization. Hazards include who to copy or not to copy on e-mail, when and if to skip links in the chain of command, how to act when you are directly engaged by your boss’s boss, the tone to take in written communications and meetings (direct versus political), and how to act at social functions (to drink or not to drink, who to sit with, etc.). These are just a few areas a new manager must understand.

Theories abound that explain corporate culture. Among the most insightful and commonly used is a model from MIT professor Ed Schein, who describes it as existing on three cognitive levels. At the first or “surface” level are the attributes that can be seen by the outside observer—physical layout, dress code, how employees interact with each other, the company’s policies and procedures, and organizational structure. The next “middle” level consists of the professed culture of the company: its mission statements, slogans, and stated values. At the third and deepest level are the organization’s tacit assumptions, the “unspoken rules” that are rarely consciously acknowledged even by the employees. Here you’ll find taboo and sometimes contradictory elements of company culture.

Not only must managers understand all three levels of a culture, but they must also know how to navigate the complex and often-conflicting third level, a task that requires the utmost tact and sensitivity. It is in this third level that managers face their greatest challenge. To ignore or bypass the company’s unspoken rules and taboos is to invite trouble and resistance among the ranks and from other managers. The best way to prevent inadvertent slip-ups is to find a peer or manager who can help you understand the more subtle nuances of accepted practices. It also helps to be observant and, especially at first, to become an active listener when offering opinions.


The Four Cultures

It’s useful to understand which type of corporate culture you’re dealing with. Terrence Deal and Allan Kennedy, in their book Corporate Cultures, describe four different kinds of culture:


	Work-hard, play-hard culture (rapid feedback/reward and low risk—restaurants and software companies).

	Tough-guy macho culture (rapid feedback/reward and high risk—police, surgical units, sports).

	Process culture (slow feedback/reward and low risk—banks, insurance companies).

	Bet-the-company culture (slow feedback/reward and high risk—aircraft manufacturers, Internet ventures).





As a manager, you should wholeheartedly support your company’s culture, even if you don’t agree with parts of it. Change is more easily effected if it’s perceived as friendly and coming from within the organization, rather than from an external, potentially hostile force, such as a corporate takeover or outside consultant.

Defining Your Role—Get Clear on What You Need to Do

Unlike its culture, a company’s mission statement is clear-cut. It conveys to the world what the company is about and what it hopes to accomplish. As a manager, you may want to create your own mission statement, even if it’s concerning a project or department that you’ve inherited from someone else. If it’s a new venture, then you’re faced with the challenge of coming up with something from scratch. First and foremost the mission statement for your organization should reflect and reinforce the mission of the company. Regardless, you might want to work in conjunction with your staff or team to develop the statement so that it reflects the group’s ideals.

An effective mission statement should cover the following:


	The department’s purpose and objectives

	Its basic philosophy

	How it plans to serve customers, and the community at large

	The department’s standards

	How the department will make a difference and fit into the overall scheme of things



Writing an effective mission statement is easier said than done. It should summarize principles and ideals in only a few sentences, as in the following example.


The  Ohio State University Wexner Medical Center’s Mission, Vision and Values

All areas of our organization are driven by our mission: to improve people’s lives through innovation in research, education, and patient care.

We also share a common vision: working as a team, we will shape the future of medicine by creating, disseminating and applying new knowledge, and by personalizing health care to meet the needs of each individual.

Central to how we carry out our mission and vision are our values: integrity, teamwork, innovation, excellence, and leadership.



Source: The Ohio State University Wexner Medical Center © 2007. Used with permission of The Ohio State University Wexner Medical Center.

A solid, well-crafted mission statement will help you clarify your goals as a manager, set forth the department’s reason for existence, and establish its objectives.

Setting Up Your Management Style

The $100,000 (adjusted for inflation) question facing many beginning managers is this: How should I lead? To begin to answer that question, it’s helpful to have a grasp of the most common management styles:


	An autocratic manager makes all the decisions, keeping the information and decision-making among the senior management.

	A paternalistic manager makes decisions in an authoritarian manner in what he or she perceives is in the best interests of the employees.

	A democratic manager allows the employees to participate in decision-making; everything is determined by the majority.

	A laissez-faire manager takes a peripheral role, allowing staff members to manage their own arenas of responsibility.



None of these styles is the “right” one. Managers can use any of them. You may be more comfortable with one style, or more commonly, a combination of styles. The right style depends upon the corporate culture or what the situation warrants.

It’s also important to understand what drives your employees. Decades ago, the role of management was almost punitive, in that they were to “make” employees do things because they were believed to be inherently lazy and only out for the paycheck. This “old school” of thought, known as Theory X management, was developed by the late Douglas McGregor, a management professor at MIT. According to Theory X, employees are like unruly children, needing close supervision. The manager assigns blame when things go wrong.

McGregor also developed Theory Y management to cover the other end of the spectrum. According to this theory, employees see work as a natural part of their lives. Not only will they accept responsibility, but they actually embrace their physical and mental duties. Therefore, employees should be given total freedom to perform at the best of their abilities without restrictions or punishment.

Taken at either extreme, both theories have their problems. With Theory X, you have management by fear and intimidation, which is ineffective in eliciting loyalty and long-term results. This style of management limits idea generation since the manager assumes he or she has all the answers and that those answers are always right and best. Theory Y may cause a breakdown in communication because managers hesitate to interfere or hurt employees’ feelings. Human nature being what it is, employees may take advantage of Theory Y managers.

Obviously the best management approach is somewhere in the middle, a combination of “tough” and “tender,” with an occasional need to go to either extreme. However these models remain useful in figuring out effective approaches to management and in addressing organizational development issues.





Managing Expectations

What Do You and Your Employees Want?

People work for myriad reasons, but most of these reasons figure into three core factors: They want to be entertained, feel appreciated, and earn money. The job description that covers these needs might read, “Our company offers challenging work, opportunities for career growth, and a comprehensive compensation and benefits package.” The excited employee who applies for the position might think, “Finally—a job that will let me use my skills and knowledge in ways that make me happy, a company that will see how good I am and promote me, and a paycheck that will cover payments on a new car!”


The Importance of Social Interaction

Employees often expect their jobs to provide a certain level of social interaction. Going to work is a chance to reconnect with friends and acquaintances. Human beings need this interaction. In most situations, this need is not necessarily incompatible with productivity and efficiency. People work better when they’re happy, and interacting with other people is a way to be happy. The challenge for managers is to keep such interactions appropriate for the workplace.



On the surface, an employee’s expectations are often brief and clear. He or she wants a reasonable paycheck, reasonable work assignments, reasonable hours, and a reasonable level of respect. The definition of “reasonable,” however, is different for each employee and changes over the course of an employee’s career. A young, single person at the start of his or her working life might be eager for opportunities to travel and be willing to work long hours to complete complex projects. For a married person with a family, however, travel and overtime might be resented intrusions.

[image: 9781507200360 Millenials]

Today’s workforce is the most diverse it’s ever been, with Millenials and Gen Xers rubbing shoulders with soon-to-retire Baby Boomers. This presents new challenges to today’s managers.

Though expectations vary among individuals, three basic needs are common to most people:


	To engage in work that is interesting and provides a sense of accomplishment

	To feel that the job offers economic stability

	To grow toward personal potential



An employee’s expectations begin with the job position posting or advertisement. Someone—hopefully a person who intimately knows the job’s technical skill requirements and work environment—attempts to summarize the position’s needs in 100 words or less. This can be a considerable challenge, even for the entry-level jobs that individuals might apply for to gain experience. Most job descriptions include a certain amount of “planned ambiguity” to accommodate the rapidly shifting needs of the business world.

Usually, this benefits both the company and the employee. Employers need to be able to change a job to fit new needs. Workers generally appreciate the opportunity to learn new skills and have new experiences. Managers and employees alike who establish rigid expectations based on the job description in place at the time of hiring are likely to resist changes that arise. This can lead to angry confrontations and dissatisfaction on both sides of the management line.

Expectations, Clarity, Feedback, and Fairness

What do you think your employees expect from you as their manager? Put a check mark in front of the statements you believe are true for you.

My employees expect me to . . .


	know what they want, even if they don’t say anything.

	understand that they have lives away from work that sometimes interfere with work.

	pick up the slack for them or intercede in some way when they aren’t able to get their assigned job tasks completed on time.

	be available at any time of the day to answer questions and resolve problems.

	treat them fairly, which they define as considering any and all extenuating circumstances before passing judgment or taking action.

	help them acquire new skills, even if that means they will then become qualified for different jobs.

	advocate for them when they have needs that require upper management decisions.

	occasionally take them to lunch or bring in goodies as a show of appreciation for the good work they do.

	give them full credit for the department’s successes and take full blame for the department’s shortcomings.

	always remember that they are only human but to never reveal this about myself.



Most managers will check off seven or eight of these expectations, chuckling over some and groaning over others. Some are not very reasonable or realistic, while others are essential. Some seem selfish—and they are. But all, at some time or another, are valid.

Here’s another area of responsibility you may not have considered: While your employees will certainly expect you to advocate for them with regard to upper management decisions, they will also expect you to be attentive to problems that arise between employees. If one employee is causing trouble for the others, you must immerse yourself in the issue until an acceptable solution is reached. Consider the following scenario, for example:


Eve was a brilliant computer programmer. She had the ability to listen to a client’s needs, and then produce exactly what the client needed. But Eve wasn’t much of a team player. She preferred working alone; she wanted to go away to do her work and return with the finished product.

Eve’s department was organized into teams around a structure that encouraged and supported collaboration. When her colleagues confronted her about taking on projects and not telling anyone what she was doing or letting anyone else become involved, Eve swung to the opposite extreme and started delegating everything. She was either on top of her game or at the bottom of the heap—there seemed to be no middle ground.

Responding to complaints from other employees, Eve’s manager began documenting the problems. He sat down with her, identified the difficulties, and outlined a way to fix the problems. Eve agreed to the plan, and for a while everything went smoothly. Eve attended staff meetings, presented her projects to her work team, and even seemed eager to work in collaboration with her colleagues.

Unfortunately, the agreement soon broke down. Instead of discussing her ideas, Eve stormed out of meetings. Within weeks, Eve was again at one extreme or the other. Her manager had to make the critical decision of whether to keep her or fire her. The company would sorely suffer to lose her skills (especially if she were to take them to a competitor). But keeping Eve would likely mean losing other employees, and that wasn’t a particularly enticing option, either.

Finally, after consulting with the company’s executives, Eve’s manager offered Eve the opportunity to work from home. She received specific assignments and deadlines, and the manager and Eve’s colleagues worked out a foolproof system for staying in close communication. Eve came in to the office periodically, usually to meet with clients, and it turned out to be the perfect solution. Eve was happy, the company was happy, the work group was happy, and the clients were happy.

There had never been any issues around the quality of Eve’s work, just around her style of working. Innovative thinking and the willingness to try something different salvaged a highly productive and talented employee, giving the company a strong competitive edge in its market. At the same time, Eve’s manager paid attention to the concerns of the other employees. It was a win for everyone.



This incident shows the value of treating employees as individuals. People come in all shapes and sizes—especially in today’s diverse workforce. It’s important not to try to cram someone into a place in the organization where she just doesn’t fit. In Eve’s case, her manager found a solution that fitted her and benefited the company.

Start by determining what expectations your employees have of you. Don’t assume all these expectations will be the same; they’ll vary from person to person. Then review your own expectations—again, these may not be the same from person to person.





Coaching

Bringing Out the Best in Others

Odds are, you remember a coach from somewhere in your past. Perhaps it was a track coach who pushed you to run faster or jump farther than you thought was possible, or a swim coach who pushed you to the edge of your endurance. Good memories or bad, these are powerful reminders that a single person can have lasting influence in the lives of many others.

As a manager you must focus on the needs and capabilities of each individual on your team. Like a coach, you must bring people of diverse skill levels and backgrounds together to work as a unified team in such a way that the synergy among them generates a product or result that surpasses each individual’s abilities. Sounds like a tall order? It is! But it’s really nothing more than providing ongoing reinforcement of what employees are doing and learning.
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ACT AS A COACH, TEACHER, AND
INSPIRER TOWARD YOUR EMPLOYEES.
YOUR JOB IS TO HELP THEM MOVE
THEIR CAREERS FORWARD WHILE
AIDING THE COMPANY.

KEEP YOUR FINGER ON THE PULSE OF
YOUR TEAM TO DETECT ANY POSSIBLE
CONFLICTS. IT'S ALWAYS EASIER TO
RESOLVE THESE EARLY ON.

TODAY’S MANAGERS WORK
IN A FAST-PACED WORLD OF
E-MAIL, SOCIAL MEDIA, AND
DISTANCED EMPLOYEES.

CLEAR COMMUNICATION IS ESSENTIAL
TO MANAGERIAL SUCCESS—WHETHER
VERBAL OR WRITTEN.

MANAGEMENT

FROM
HIRING AND FIRING TO IMPARTING
NEW SKILLS, AN ESSENTIAL GUIDE

TO MANAGEMENT STRATEGIES

A
CRASH COURSE
IN

NANAGING
PEODLE

INTERVIEWING POTENTIAL EMPLOYEES IS A
KEY MANAGERIAL FUNCTION. LEARN THE RIGHT
QUESTIONS TO ASK.

STEPHEN SOUNDERING






