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Introduction

With rapid technological, economic and social progress, modern management is changing. This makes it both more exciting and more challenging. Management in Minutes takes tried and tested management concepts and makes them relevant and accessible for today.

The fundamental role of management – to make things happen through people – has not changed. But the boundaries that delineated management are eroding swiftly. What used to be a commercial, business discipline is now vital in the not-for-profit sector, too. This book is relevant to managers in all types of organizations: public, private and third sectors. Organizational boundaries are blurring with partnering, outsourcing and offshoring. Technology and the internet have created a global market, and the workplace is no longer an office; it can be home, a train, or wherever. And the work day is no longer bounded by time; people can work 24/7. These factors broaden a manager’s scope and make prioritization more important than ever before.

Managers today often have to navigate through ambiguity and change. Hierarchies and formal lines of command have dissolved to flatter structures, cross-functional teams and informal networks. Rather than just employees, the composition of a manager’s team can include interims, contractors and partners; and is likely to be multi-generational, diverse and virtual. ‘He’ and ‘she’ are used interchangeably in this book because a manager is just as likely to be a man or a woman.

No longer top-down, planning is dynamic and happening throughout the organization. A manager now involves people right from the outset to benefit from others’ ideas, create buy-in and build the team. And managers no longer command and control. In this book we explain how managers have to empower, engage and communicate to create and maintain team cohesion and momentum.

From picking the team to managing upwards, every concept is explained succinctly here so that the essence of successful management is easily understood. We hope this book will inspire great success for established managers, aspiring managers and management students alike.


Management essentials

What is the role of a manager? Managers are needed in all types of organizations – from a small local charity to a large multi-national corporation – to use their skills, knowledge and experience to ensure that resources are organized and used efficiently and effectively to create products or services and achieve the organization’s goals. All this activity happens through people, so one of the most important aspects of management is building and sustaining relationships. Getting the best from employees is vital, and exceptional managers are distinguished by the ability to coach and inspire individuals and build strong teams that deliver high performance and outstanding results. They identify and harness every employee’s unique potential to deliver benefits for the individual, organization and wider stakeholders.

All this takes a mix of practical skills such as planning, soft skills such as leadership, and personal values that match the organization. An important part of a manager’s role today is to model appropriate behaviours that mirror organizational culture.
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Art or science?

There has long been debate about whether management is an art or a science. It can be seen as a science because of its use of scientific methods to evaluate work, develop organizational models and understand psychology. Managers can reference theories to determine the correct course of action. But general rules do not apply in every situation; theory and appropriate practice are often quite different. Managers typically consider context, draw on their experience and use their judgement. Increasingly, they need to be aware of wider issues, such as changes in society and environmental concerns, and adapt accordingly. In addition, some of the ‘science’ on which management principles were based is now outmoded.

Such factors see management increasingly being viewed as an art. Indeed management guru Peter Drucker describes it as a ‘liberal art’ – liberal because it deals with the fundamentals of leadership, knowledge from many disciplines and self-knowledge; art because it is about practical application.
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Management as a discipline

The discipline of management developed out of the Industrial Revolution. New factory owners had the means of mass production, but needed to understand how to optimize output. Efforts focused on standardizing processes, utilizing labour and workflow planning. By the mid-20th century, theories abounded. Psychology was applied to workers, statistical analysis to manufacturing operations, and ergonomics to the workplace. Then came recognition that workers not only produced goods, but also created value through their use of information. The idea of the ‘knowledge worker’ became popular and new theories emphasized motivation and engagement.

Other ideas came from Japan, where firms ensured employees were engaged, empowered and highly productive. Concepts such as Kaizen (see here) became the vogue with an emphasis on lean production and worker involvement. Now we are in an era of accelerating change when management is less about lines of command and more about teams and networks.
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Management in different sectors

Management used to be considered merely in the context of business. But no matter what type of organization – public, private or third sector – effective management is essential. The essence is to make things happen, and the starting point is the purpose of the organization, which determines what those ‘things’ are. The common thread is that a manager can only make things happen through people – whether it is providing healthcare services, satisfying a need for luxury cars or offering a shelter for homeless people.

A public sector organization today may not be focused on maximizing profitability, but the management challenges are just as significant as in the private sector. Faced with budget cuts, efficiency drives and massive change, similar skills need to be applied. While there is not generally a need to compete with rivals, services may be outsourced or delivered in partnership with the private sector. Equally in the third sector, resources are scarce: charities need good managers in order to do good.
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Management roles

Across the public, private and third sectors there are vast numbers of different management roles. Digital manager, diversity manager, insight manager, knowledge manager, social media manager – these are just some of the job titles on the internet today. New roles are emerging in response to new opportunities, and it is likely that some traditional roles will disappear. As structures become flatter, some managers will have significant people management responsibility, while others manage a few people with new specialist skills and knowledge. What does this mean for aspiring managers? Individuals are less likely to move up the rungs of an organizational ladder; sideways moves will become increasingly common. Flatter organizations have fewer layers of management, but the layers will be broader. Aspiring managers must be proactive in gaining relevant experience and developing broad skills. What will not change is that the title ‘manager’ will still denote responsibility for getting things done through the performance of a group of people, and interpersonal skills will continue to be vital.
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Managers and directors

The type and size of organization will influence a manager’s role. A manager in a small family-owned biscuit factory could get involved in everything from sourcing raw materials to dealing with customers; while a manager in an international charity, such as UNICEF, might be a world specialist and deal only with a particular issue through a team across the globe.

Businesses can operate as sole traders, partnerships or limited companies. Every limited company has directors. A manager may also be a director and shareholder in a privately owned company. In a public company, members of the senior management team may also be executive directors, but there will also be non-executive directors who are not part of the management team, not company employees and not involved in the day-to-day running of the business. The board of directors is answerable to investor shareholders, and non-executives ensure governance, monitor executive activity and contribute to the development of strategy.
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Manager vs leader

‘You manage things; you lead people’, according to Grace Hopper, retired US Navy admiral. At one time, management and leadership were seen as separate. The traditional view was: a manager’s role is to plan, organize and coordinate what has to be done, which is an essentially skills-based job; a leader’s role is to inspire and motivate, a task that requires deeper understanding of peoples’ behaviour.

This may have been true in the past, but increasingly the two roles overlap. This is because people are no longer seen just as workers, but are valued for their knowledge and skills. A manager now has to organize a team of individuals not only to maximize output but also to inspire results, nurture talent and develop each person’s strengths. Consider the person at the top of an organization – she cannot just do strategy and think big thoughts, she has to know what to do and how to do it. To be successful, she has to be able to balance being both a leader and a manager, using both IQ and EQ (see here).
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Keep it simple

‘If you can’t explain it simply, you don’t understand it well enough.’ Albert Einstein knew the importance of simplicity. Too often, people in organizations overcomplicate things, thinking it makes them seem more intelligent and powerful. Business leader Jack Welch saw that managers at GE used to ‘control rather than facilitate, complicate rather than simplify’.

Now genius is seen in simplicity; from clean, modern design, such as the Apple iPhone, to the move for plain language in written documents. Across organizations, people are focused on taking out complexity, but it is not just organizational structures that are being simplified: sales people now explain the benefits of products rather than their features, annual reports use diagrams rather than rows of figures, and short YouTube videos are increasingly replacing wordy instruction booklets. The manager who can solve difficult problems with simple solutions and cut through jargon and acronyms to convey a clear message is the one most likely to succeed.
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New challenges

The role of managers continues to evolve as organizations face fresh challenges in the 21st century. Many issues are around scarce resources, particularly skilled people. Managers today must compete for talent, engage and motivate individuals and teams, and work hard to retain people in the organization. Teams are becoming more diverse and multi-generational, and may include interims, contract workers or individuals working at home or overseas. Successful managers harness the strengths, knowledge and experience of every person in a team. Many are being asked to do more with less, and this can create stress – often the pressure is to satisfy key business metrics, some of which may even be contradictory. Savvy managers harness technology to achieve better management information.

The biggest overall challenge is managing through uncertainty – change can be relentless. Exceptional managers are able to lead through ambiguity and see opportunities. The following pages show common characteristics of today’s outstanding managers.
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Outcome oriented

Successful managers focus on outcomes: in effect, they start at the end and work backwards. Their role is to further an organization’s goal, so starting at the intended result and working out how best to utilize resources to achieve it makes good sense. The principle can be applied to any situation.

A manager might ask ‘What would be a good outcome?’ or ‘What would success look like?’ Asking such questions creates clarity around what is important – it encourages action rather than analysis. With constant change, competing agendas and complexity in many organizations, it can be easy to slide into ‘analysis paralysis’. Thinking about the outcome allows a manager to be proactive rather than reactive. It helps to find a way forward and to highlight both obstacles, and ways to avoid them. Shortcuts may become apparent, too. The 80:20 rule (see here) may come into play. Typically other people, customers or colleagues, are also involved, so a manager might also consider what outcome they expect from a situation.
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Generalist

Being a functional specialist used to be essential for taking a top management position. Now the pendulum has swung. While having a specialism is important for some organizations, many look for generalists. No matter the type of organization, managers who have broad commercial skills and knowledge are more likely to be able to make a more significant contribution. Suppose a manager with wide-ranging skills has spotted a competition threat and so needs to understand a narrow technical area of the business. He can find and employ someone with that specific technical expertise. His colleague, who has a narrow deep knowledge of a particular area, cannot simply buy in the required generalist skills and, lacking the broad perspective, may even miss the issue in the first place.

Generalists are often more adept at dealing with change because their wide knowledge makes them more adaptable. Also, evidence shows that a team of generalists performs better on a task than a team of mixed functional experts.
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IQ and EQ

A high degree of intelligence, measured by the intelligence quotient (IQ) is a prerequisite for a manager because of the large scale and scope of issues and information. But organizations are concerned not only with what managers do, but also with how they do it, so they also want managers with a high degree of emotional intelligence (EQ). American psychologist Daniel Goleman, who popularized the concept, states that EQ involves several distinct competencies:

•   Self-awareness: emotional awareness, knowing one’s internal states, preferences, resources and intuitions

•   Self-regulation: self-control, trustworthiness, adaptability; managing one’s internal states, impulses and resources

•   Motivation: commitment, initiative, optimism; emotional tendencies that guide or facilitate the reaching of goals

•   Empathy: understanding and developing others, service orientation, leveraging diversity, political awareness

•   Social skills: influence, communication, conflict management, leadership, relationship building, collaboration
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Integrity

Renowned business magnate and investor Warren Buffett summarized integrity in business, saying: ‘In looking for people to hire, look for three qualities: integrity, intelligence, and energy. And if they don’t have the first one, the other two will kill you.’

Everyone wants to work with people they can trust. A manager known for integrity is more likely to have a loyal following and will inspire honesty in others. Integrity cannot be switched on and of: it is something that a manager has to live and breathe every day. Trust takes years to earn, but can be lost in seconds. A manager has to have his own moral compass; he has to do what he believes is right, no matter what pressure he is under and whether someone is watching or not. It may be tempting occasionally to let something go because of circumstances, or he may work in an organization where the occasional cut corner is overlooked, so long as the results come in. But people without integrity eventually get found out.
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Team leader

A successful manager has to be someone that people want to follow. People look to a team leader because they feel that person helps them to do better work. A brilliant manager empowers people with a sense of ‘can do’ rather than restraint.

People want to respect their leader. Partly this is about seeing the leader as an example, from her working style to the way she handles relationships. But it is also about seeing evidence of outstanding decision-making ability. The decisions she makes shape the team’s success and can also make or break an individual’s career. People want a team leader they can see and talk to and, importantly, one who listens. Managers no longer sit behind a closed door but now have to be out at the front of the action. A strong team leader fights the battles on behalf of the team and invariably wins. She has an ability to bring the team together so that as a cohesive unit they can achieve more than if they worked individually.
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Decisive

Question: ‘Would you say you are decisive?’ Answer: ‘I’m not sure.’ It is an age-old joke but one that has serious implications in any organization. The pace of business is so fast today that managers have to make decisions promptly so the team has clear direction and does not lose momentum. An inherent fear of making mistakes is one of the most common reasons for risk aversion or the inability to take decisions. There is often no right answer (see here) and a manager is unlikely to ever have all the information. He just has to decide!

Some sit on the fence, or get caught up in overanalysis. Suppose a manager can’t make a decision – he may buy time by announcing that further competitor analysis is vital to the decision-making process. The team sees this pointless information gathering as procrastination and soon the manager has a reputation for being indecisive. This can lead to frustration among the team and loss of credibility with team members and colleagues alike.
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Future thinker

‘If you see a bandwagon, it’s too late’ – that was the view of successful businessman James Goldsmith. If a manager is overly concerned with short-term results, he will neglect the future. The story of how Kodak executives reaped the profits of film-processing while ignoring the approaching digital market is well known. On the other hand, indifference to the short term will put the future in jeopardy.

A skilled manager is able to keep an eye both on today, and on the shifting horizon. He may allocate specific time to consider the future beyond immediate priorities. This gets him out of the business-as-usual mindset, and allows him to consider things such as market changes, emerging trends and competition. Some organizations set up forums for future thinking as a way to help managers generate ideas to give the firm a competitive edge. Future thinking is not a simple linear process: it requires managers to develop ways to spot what’s happening, to join the dots to see patterns and trends, and to identify opportunities.
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Seeing the big picture – and the detail

Managers who can see the big picture are visionary and strategic. They can devise a high-level plan for the organization, think broadly and understand how everything fits together. They are often described as right-brained: creative and able to see patterns in complex problems. A detail manager focuses narrowly on specific aspects of the organization, often misses the wider picture and tends to be more tactical. They are often described as left-brained: logical, analytical thinkers.

These two distinctive types of manager can complement each other because each has a different skill set, and while typically people are naturally more skilled in one area, the ideal manager spans
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