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			The New One Minute Manager

			From authority to autonomy: an alternative view of management

			The New One Minute Manager is an accessible, engaging book packed with simple, easy-to-apply tips, making it an excellent introduction for new managers and a valuable refresher for more seasoned leaders.

			Ken Blanchard and Spencer Johnson rose to fame for their economic writing in the 1980s and quickly garnered widespread recognition as management experts. The original edition of their book The One Minute Manager has sold over 15 million copies to date, and has long been essential reading for leaders around the world. In 2015, Blanchard and Johnson published The New One Minute Manager, an updated version of their classic text which takes changes in contemporary society and their impact on how we work into account.

			The book is designed to be accessible and comprehensive, and tells the story of a brilliant young man who sets out to search for the ideal manager. After several failed encounters in a range of companies all over the world, he eventually meets the One Minute Manager, who has steered a perfect middle course between the “autocrats” and “democrats” the young man has encountered up to that point. This manager tells the young man three secrets that allow him to inspire exceptional performances and take a genuine interest in his employees’ wellbeing.

			These secrets can be applied to both your professional and your personal life and will provide real insights that you can use in your role as a manager at work, as the captain of your basketball team or as a parent.

			
				
					Key information

					
							Reference edition: Blanchard, K. and Johnson, S. (2015) The New One Minute Manager. London: Thorsons.

							1st edition: 1982 (for The One Minute Manager)

							Authors: 

					

			
					Ken Blanchard (author, professor and management expert, born in 1939 in New Jersey).

					Spencer Johnson (author, physician and communications expert, born in 1940 in South Dakota, died in 2017).

			

			
					Fields: business, management, leadership.

					Key words:	Manager: a manager is responsible for managing employees, projects, tasks and/or resources.

	Leader: a leader is more than a manager. Their clear vision and natural charisma enable them to forge bonds between team members.

	Situational Leadership: a method of managing people which takes the context into account and attaches particular importance to the psychological profile of the individuals involved. According to this approach, good leaders must adapt their management style to the specific situation they are facing.

	Feedback: a process which involves exchanging viewpoints with the aim of enabling the employee to improve their performance by praising their strengths and reframing their weaknesses.




			

				

			

		


		
			Context

			The authors

			Ken Blanchard

			Kenneth H. Blanchard is an internationally recognised expert in leadership and management.

			He was born in New Jersey in 1939. He holds a BA in government and philosophy, an MA in sociology and a PhD in management from Cornell University. He is a member of National Training Laboratories, a behavioural psychology training institute founded by Kurt Lewin (German-American psychologist, 1890-1947) in 1947, and delivers classes on leadership and organisational behaviour at the University of San Diego in the USA.

			As a management consultant and cofounder of The Ken Blanchard Companies, which he set up with his wife, Blanchard regularly delivers seminars across the USA and acts as a consultant on strategic decision-making for the leaders of major international companies.

			His books have sold over 21 million copies in over 40 languages, making him one of the most-read nonfiction authors of all time. Along with the American economist and author Paul Hersey (1931-2012), he developed Situational Leadership in the mid-1970s. According to this school of thought, good leaders cannot rely on one management style alone, but must adapt their approach to each situation. Blanchard has won many prizes and awards for his work.

			
				
					Blanchard’s faith

					Blanchard is a devout Christian, and his organisation Lead Like Jesus aims to use Jesus’s teachings to provide managers with a wide range of tools and solutions to help them become effective leaders. For example, he emphasises the importance of humility to win employees’ trust even when dealing with tasks that require minimal skill and training.

				

			

			Spencer Johnson

			Johnson was originally from South Dakota, and went on to study psychology at the University of California and medicine at the Royal College of Surgeons in London. He contributed to medical research at the Institute for Interdisciplinary Studies and participated in the leadership programme at Harvard Business School.

			He worked as director of communications at a series of well-known companies, including Medtronic, the company that invented the pacemaker. He also served as an advisor at the Center for Public Leadership at Harvard University’s John F. Kennedy School of Government.

			He was a versatile writer, authoring children’s books, popular science texts and management manuals. His 13 bestselling books, including “Yes” or “No” (1992) and Who Moved My Cheese? (1998), have sold more than 50 million copies and been translated into over 45 languages.

			His concise, simple, educational books have won over both the general public and major media outlets including CNN, the BBC, The Times, The Wall Street Journal and Reader’s Digest, to which he was a frequent contributor.

			
				
					Johnson’s nickname

					Johnson had a gift for simplifying complex notions in the field of personal development, which earned him the nickname “King of Parables”.

				

			

			Context and background

			The One Minute Manager

			At a time when leadership theories were beginning to focus more on collaboration and individual attention, Blanchard and Johnson published their book The One Minute Manager in 1983 to immediate acclaim. The book takes the form of a short novel and follows a young man as he searches the perfect manager, who will then show him to become an optimal leader.

			The book has sold over 15 million copies to date and shattered traditional views on leadership with its simple, innovative approach to established management methods.

			The New One Minute Manager

			It is increasingly uncommon for workers to remain with the same employer throughout the course of a single, linear career; they are now far likelier to pursue multiple careers, gaining experience in a wide range of positions, sectors and even professions and changing jobs as soon as their current role no longer satisfies them.

			Given that “[t]oday, organizations must respond faster, with fewer resources, to keep up with ever-changing technology and globalization” (p. 11), companies need to fundamentally reconsider their models of work organisation and their outdated approaches to team management and motivation.

			In light of these new challenges, Blanchard and Johnson decided to revisit and update The One Minute Manager in 2015. This new edition is more focused on kindness and autonomy, which are also increasingly important concepts in education, and aims to propose a “new, more collaborative approach to leading and motivating people” (ibid.) with greater emphasis on the participative aspects of management, both in goal-setting and in the methods used to achieve these goals.

			Finally, the book also allows new managers to deal with needs and motivations that are very different from those of previous generations of workers.

		


		
			Summary of The New One Minute Manager

			The New One Minute Manager follows on from The One Minute Manager and features the same key concepts. It tells the story of a young man who has set out to look for the ideal manager, in the hope that this will reveal the secrets of effective management and allow him to develop a more human and productive leadership style.

			Although he visits numerous different countries, sectors and companies, the managers he comes across can invariably be placed in one of two categories: strict, demanding managers who are obsessed with profits and show no consideration for their teams (“autocrats”), and kind, democratic managers who allow their team to participate and pay close attention to their needs, but leave their own managers disappointed with their mediocre results (“democrats”).

			The young man is about to give up when he hears about a revolutionary manager in a neighbouring city who has quickly achieved remarkable results. He pays attention to both profit and his team members, and in doing so has created a pleasant, motivating and meaningful atmosphere for his employees.

			The young man decides to set off immediately to meet this manager and his employees so that he can learn about the main elements of this innovative approach.

			The One Minute Manager’s three secrets

			In the course of his encounters with the manager and his colleagues, the young man learns about the approach taken by this extraordinary man, who is nicknamed the One Minute Manager because he obtains results so quickly. Rather than simply giving the young man a formula for effective leadership, the manager and his colleagues tell him the three secrets underlying healthy, effective authority, not only in a business context, but also in an individual’s private life.

			Each encounter with the manager’s colleagues serves as a pretext for the revelation of one of the three secrets (One Minute Goals, One Minute Praisings and One Minute Re-Directs) and allows the young man to summarise the various elements underlying it.

			One Minute Goals 

			The young man discovers the first secret, One Minute Goals, when he meets Teresa Lee, a fictional member of the One Minute Manager’s team. The first step in establishing One Minute Goals is to listen to employees; the manager and employee talk and agree on the most important points together. Next, each person writes down their goals (no more than one page per person) and describes exactly what is expected of them and the deadlines they need to meet.

			In order to prevent the list from getting too long, the goals are not broken down into sub-objectives, but this is not a problem because it is widely accepted that most results come from a limited number of goals (80% of major results come from 20% of goals). Special One Minute Goals can be established if the employee takes on new or temporary responsibilities.

			This summary helps to ensure that the employees’ and the manager’s views of tasks and responsibilities are aligned and to establish performance standards. The fact that it takes less than a minute to read means that it can be consulted regularly, which allows the employee to evaluate their own progress over time. Furthermore, the One Minute Manager teaches his teams to ask themselves the right questions when they encounter a problem so that they can overcome any difficulties without his input. This enables them to work more effectively, is more rewarding for them, and makes the company is more responsive.

			
				
					They key to successful One Minute Goals

					One Minute Goals are:

					
							formulated concisely (no more than one page) and as clearly as possible;

							consulted regularly (in one minute!) to ensure that the company is constantly working towards them.

					

				

			

			One Minute Praisings

			Paul Trenell, a young, brilliant employee of the One Minute Manager, introduces the young man to the concept of One Minute Praisings. The idea is to surprise employees when they are doing something well by pinpointing positive results, attitudes or behaviours and explaining why they matter. These Praisings motivate employees by inspiring them to improve their skills, which in turn allows them to fulfil their own potential and take pride in contributing to the company’s overall performance.

			These Praisings are particularly important when the employee is still learning. At this stage, even tasks that are done approximately right should be praised by the manager, who will then monitor the employee’s performance more closely and draw up a progress report to encourage them to stay on the right track. 

			Of course, these Praisings will only be effective if they are deserved and linked to the employee’s goals. As far as possible, they should be delivered immediately after the relevant episodes, as this will boost employees’ confidence, which in turn will allow them to develop their skills and performance. Over time, they will also learn to congratulate themselves by recognising the things they do well.

			
				
					They key to successful One Minute Praisings

					One Minute Praisings involve:

					
							taking the first 30 seconds to describe the benefits of the action and thank the employee;

							pausing, then using the remaining 30 seconds to encourage the employee to keep doing what they are doing.

					

				

			

			One Minute Re-Directs

			Jon Levy, a long-time colleague of the One Minute Manager, teaches the young man about One Minute Re-Directs, which used to be known as One Minute Reprimands.

			If the manager wants to earn their team’s trust and get results, they need to tell them about their mistakes honestly and transparently. One Minute Re-Directs make employees aware of their mistakes and enable them to quickly rectify them.

			After making sure that the goals are sufficiently clear, the manager should outline the mistakes that were made and their impact, as far as possible immediately after the event and in under one minute. Employees are more receptive to immediate, specific feedback. It is also essential to ensure that these Re-Directs are focused solely on the employee’s actions rather than their character; otherwise, the manager risks denting their self-confidence.

			
				
					They key to successful One Minute Re-Directs

					An effective One Minute Re-Direct means:

					
							reacting as quickly as possible and taking 30 seconds to describe the problem and its consequences;

							pausing, then taking a further 30 seconds to reassure the employee by telling them that they are capable of avoiding this type of mistake and succeeding in future;

							avoiding coming back to the Re-Direct once it is over.

					

				

			

			The link between the three concepts

			The three concepts at the heart of the One Minute Manager only work when they are combined effectively. This means that, after they have clarified One Minute Goals with new employees, managers need to deliver a One Minute Re-Direct when these goals are not met, or a One Minute Praising when they are.

			If a manager wants to be effective, they must be “tough and nice” (p. 80), because “if you are first tough on the behaviour, and then supportive of the person, it works better” (p. 82). This echoes a famous line from Beaumarchais’ (French writer and dramatist, 1732-1799) play The Marriage of Figaro (1778), according to which “unless there is liberty to criticize, praise has no value” (Act V, Scene III). If an employee knows that their manager will impose no consequences if they make a mistake, they are unlikely to respect them and produce their best work. Conversely, if they receive no recognition for their actions, they will only be working under duress and their motivation will probably diminish.

			An innovative approach to established methods

			A simple, effective approach

			Perhaps the most striking thing about this book is the simplicity of its method. Indeed, its main lessons can be compressed into just a few paragraphs because the concepts it introduces are exceptionally concise and logical, and the procedures used have been tested extensively. What makes it stand out from earlier ideas is its innovative approach to established methods, such as drawing up a list of goals. The “One Minute” concept encourages speed and teamwork, which differs from traditional hierarchical (or vertical) management in that it inspires colleagues and brings together their ideas rather than stifling them.

			The changing world of work

			Given the growing role of technology and globalisation in the world of work, companies are forced to respond to permanent changes more quickly and with fewer resources. Attracting and retaining talent is crucial to the success, and even the survival, of any business. In order to respond to today’s workers’ need for meaning and professional fulfilment, the old vertical, hierarchical leadership models must be replaced by a new approach based on coaching and collaboration.

			
				
					The new keys to success

					If businesses want to thrive in the current climate, they must:

					
							be able to adapt to change more quickly, even if they have fewer resources at their disposal;

							attract talent and generate employee loyalty;

							inspire and bring together their employees;

							eliminate vertical, hierarchical management, which stifles creativity;

							encourage a management style based on coaching and collaboration.

					

				

			

			Foolproof time management

			Minimal effort, maximum results

			Time management is a crucial factor in the One Minute Manager’s success. The key to his outstanding results is limiting his efforts to “One Minute” actions, which do not take long but have a major impact. While the book does not offer a comprehensive vision of the manager’s role, this approach allows them to achieve 80% of their results with just 20% of their effort. 

			Maximum availability

			The first thing the young man notices in his encounters with the One Minute Manager is that the latter is very available to employees who need him. Even though he has a lot on his plate, he always makes time for his team because of his belief that “The Best Minute I Spend Is The One I Invest In People” (p. 61). This can also be seen in the weekly meetings that the One Minute Manager organises with his team, in which each member outlines their completed and upcoming work, any problems they have encountered and the strategies they plan to use to resolve them.

			Constant attention

			As well as giving his employees his time, the One Minute Manager pays them regular, sustained attention.

			The One Minute Manager also stands out to the young man because he pays the same amount of attention to people and

			
			Responsiveness

			
			
				
					
					
					
							constantly being there for the team;

							giving employees greater responsibility;

							focusing the manager’s efforts on new hires or new responsibilities for existing team members;

							helping more experienced colleagues to work more efficiently;

							delivering feedback on performance in real time.

					

				

			

			A new leadership style

			Facilitating change rather than directing

			
			
			
				
					
					
					
							listening and understanding rather than giving orders;

							guiding and supporting rather than directing;

							developing plans together rather than making decisions for their employees;

							leading by example;

							showing and teaching their teams how to manage themselves rather than micromanaging;

							making their teams independent.

					

				

			

			Adopting a more human approach

			
			
			Setting the bar high enough

			
			
			
			
				
					
					
					
							is “tough and nice”;

							sets out their expectations clearly and precisely and gives honest evaluations;

							questions themselves and constantly adapts their methods;

							demands the best from themselves and their team;

							pays genuine, sincere attention to their employees;

							acts with kindness and in their employees’ best interests;

							earns their team’s trust;

							boosts their employees’ self-confidence.
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