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			Becoming a caring and congruent manager

			
					Issue: how can I manage intergenerational teams in a constantly changing world while looking out for employees’ wellbeing?

					Uses: caring management increases wellbeing at work and enables the development of synergies through collective intelligence, an increase in performance and creativity, and the prevention of psychosocial risks.

					Professional context: management of teams, human resources, talent management, professional relationships, etc.

					FAQs:	What can I say to people who think that being caring is being naïve?

	Why should I choose a caring management style directed towards congruence?

	What are the three key indicators of a caring and congruent approach to management?

	What is the difference between ethical management, slow management and management-coaching?

	Is caring a key to happiness in the professional world?

	How can I become a caring and congruent manager?

	Can all managers become caring?

	What do the latest findings about this management style say?“All truth passes through three stages. First, it is ridiculed. Second, it is violently opposed. Third, it is accepted as self-evident.” (Arthur Schopenhauer)





			

			New ways of managing appear on a regular basis. The trend towards caring management seems more important than most. It began in the USA, like most management trends, before making its way to Europe. The Collins English Dictionary defines “caring” as “feeling or showing care and compassion”. In practice, this means looking for the positive in another person or in a situation. Managers must therefore learn to manage their relationships with others in a positive way, in order to achieve effective collective action, which is conducive to higher performance.

			However, some managers still too often prioritise numbers, forgetting human relationships and the importance of balance. Interprofessional relationships should nonetheless not be managed mechanically: the limits of this approach have become clear, and the current spike in cases of burnout is a clear symptom of this.

			The refocusing of managerial thought on human relationships ahead of the task to be accomplished can now be seen in managerial literature, training courses in management schools, universities, and interventions in consultancy and coaching firms.

			The world-renowned Academy of Management (AOM), the largest academic body in the field of management science, took “Dare to Care” as the theme of its 2010 Annual Meeting. Two years later, the Academy of Management Review (AMR), a journal published by the AOM and one of the most prestigious journals in the field of business and management, followed this with a dossier on caring management and regular articles on the development of this approach to management. 

			This surge in interest in the topic of caring and congruence is becoming vitally important. It attracts reflections on ethical management, emotional and interpersonal intelligence, integrity, collective intelligence, agility and slow management. For some, caring management oriented towards congruence is the characteristic of great managers, meaning those who have an assertive personality and are self-confident and open-minded.

		


		
			Caring management: the basics

			The managers of the past and the managers of today

			What is a manager?

			There is a relative consensus between different management authors with regard to the definition of a manager. Their main characteristic lies in their task, namely knowing how to manage and coordinate a group of individuals whom they are responsible for. The director of a company is therefore also a manager.

			
				
					N.B.

					The decision to not distinguish between managers and directors in this guide is deliberate. Caring management can be a shared stance, as each individual has the purpose of creating collective intelligence through synergy.

				

			

			The manager of tomorrow

			The function of management theories is to interpret how organisations work. The first work in this field is relatively recent, as it dates from the start of the 20th century, and it aims to improve the performance of companies.

			Until the 1970s, organisations were structured around a bureaucratic model: a strict hierarchy, a substantial degree of control, and little delegation. In this context, the 1990s were a turning point: status and level in the hierarchy were no longer enough, and management turned towards the concept of results and the means of achieving results. Managers had to change: they now needed to develop legitimacy based on relationships. Their ability to motivate their teams began to be prioritised over technical mastery of their job. They had to have strong communication skills as they were thrown into the heart of human relationships and human issues, most of the time with no preparation. This period also saw the globalisation of the markets, increasingly rapid changes of environment and new organisations in networks or in the planning stage.

			This paradigm shift for managers led them to activate other resources. Relationship training became necessary, in particular in order to develop empathy and an awareness of emotional intelligence. Managers became leaders. Hard power, the prerogative of aggressive managers and very hierarchical and centralised companies, was over. Although it was suitable in the context of mass production, in our post-industrial society where the mobilisation of intelligence is important and where involvement has replaced obedience, workers are free individuals and display little loyalty towards companies. ‘Generation Y’ clearly represents this movement, which is structural and will become more pronounced with Generation Z.

			
				
					The generations: a quick reminder

					
							Generation X comprises people born between 1960 and 1980. They struggled to find stable and well-paid jobs and tend to remain in their post and climb the professional ladder over time. This generation prioritises the balance between professional and private life. For them, information is slow and controlled. They struggle to understand Generation Y and vice versa.

							Generation Y comprises people born between 1980 and 1995. They grew up with television, the development of the internet and video games. For these digital natives, authority does not necessary mean competence. They question everything, including existing approaches to management, which Generation X does not like at all. Generation Y prioritises efficiency over years of experience, and they want to be understood. For them, work is not the most important thing: they are looking for a better quality of life, think in the short term and move around a lot. They want rapid career progression, flexible hours, freedom and independence. 

							Generation Z comprises people born from 1995 onwards. This generation grew up with social networks and is constantly connected. Unlike other generations, they never experienced life without new technologies. For them, congruence is all the more important considering that soon there will probably be no more barriers between personal life and professional life, which tend to blend together.

					

				

			

			The leader who has well-developed interpersonal intelligence and who adopts a caring and congruent managerial stance is therefore the manager of tomorrow.

			What is caring and congruent management?

			
				
					Keywords

					
							Ontological security: the fact of having confidence in one’s own being. This feeling of security serves as a solid base to remain centred. It allows individuals to act with respect for themselves and others, rather than reacting according to their defence mechanisms. It opens them to assertiveness. To sum up, for a manager it means being comfortable in their skin, in their role and in the complexity of their environment. This facilitates congruence.

							Congruence: the alignment and perfect consistency of thoughts, words and actions. For managers, this can be summed up as: “Doing what you say and saying what you do”. This inner harmony makes the individual open to empathy.

							Empathy: the possibility for the manager to feel what a worker might be feeling in a time of difficulty or conflict. Empathy is not sympathy, which comforts people and wraps them in emotion; on the contrary, it is neutral and distant. It is the ability to put yourself in another person’s shoes in order to feel what they feel and understand them better, not to make yourself liked.

							Meaning: the search for meaning is important today, and is propagated in particular by Generation Y. All the studies show that it is vital to give meaning to the teams you manage.

							Agility: the search to continually enhance the development resulting from the collective intelligence of the teams which practice it. For the manager, it means valuing this collective intelligence and promoting mutual trust in order to stimulate, mobilise and coordinate it.

					

				

			

			Caring and congruent management involves going back to the heart of the manager’s role, as well as finding coherence between personal values and economic efficiency. Caring and congruent management is a way of managing teams based on courtesy. It comprises twelve main points.

			
					Knowing how to listen. Active listening allows discrepancies between verbal and nonverbal communication to be identified. We now know that in communication, the verbal channel only carries 20-30% of the message. Interpreting body language through the voice, gestures or facial expressions is essential because it provides the essential aspects of the information.

					Giving meaning to the work of each colleague. The idea is to share an overall vision with everyone, to define tasks clearly and to encourage and recognise everybody’s work. It is important to hold regular feedback sessions to get back on the right track if necessary. Of course, this also requires facing up to difficulties and talking about them, with the aim of looking for a shared solution.

					Looking out for the wellbeing of individuals, by putting into place a deliberate and concrete policy which involves employees in the choice of the tools to work with and the working environment. It is also necessary to pay attention to the balance between professional life and personal life by offering the possibility of teleworking or flexible hours, for example.

					Improving workers’ shared existence through higher quality relationships. To do this, the manager can, for example, undertake training in emotional intelligence in order to improve their interpersonal skills. Indeed, relationships are at the heart of the managerial role as it is conceived today.

					Valuing expression and recognising people’s right to make mistakes, especially during the learning process. When the manager acknowledges their own mistakes in front of their colleagues, they give them permission to do the same. They establish the possibility of learning from mistakes and, consequently, of daring to try innovative ways of doing things. The concept of FailCon, launched in the USA, is a major source of inspiration in this domain.





Did you know?

FailCon is a conference for startup founders, entrepreneurs and others involved in innovation. The experiences of successful entrepreneurs are shared, with the emphasis on the benefits of learning from failure. The underlying idea is that the best entrepreneurs are those who have failed and then overcome their failure by bouncing back financially, emotionally and professionally.



					Thinking “team” above all and prioritising cooperation. Managers must take care not to constantly give prominence to themselves. They must remain humble and consider others as important to the effective running of the company. This involves demonstrating empathy and establishing trust in interpersonal relationships, and nourishing this trust and making it grow so that everyone feels that they are contributing to the team. Favouring cooperation also means taking a collaborative approach to looking for solutions. However, it never means apathetically accepting the consensus or being lax!

					Trying your best to remain positive, because the manager’s mood and attitude have a major influence on the people working with them. Be aware that this positive stance is contagious for your whole team.

					Establishing respect by example. This is undoubtedly one of the most difficult points for a manager. Indeed, it requires you to be strict and practise on a daily basis. The manager must never forget that all their gestures, actions, attitudes or words are observed, analysed and often imitated. They must consequently observe a kind of asceticism, as their honesty, ethics, fairness and sense of justice have to be exemplary to win the respect of their colleagues.

					Getting your hands dirty. The manager must know how to take personal risks for their colleagues, as well as how to punish them when necessary. This attitude gives them legitimacy and makes employees feel safe.

					Knowing how to manage the loneliness of power. A person who becomes a manager becomes the person with the most responsibility among their colleagues, and this does prove isolating. The danger lies in getting wrapped up in the thought that they arrived there alone. By extension, the person can come to believe that they can only climb the career ladder alone. Another risk is the development of imposter syndrome.




Beware of imposter syndrome

This is to do with the inner thoughts of a manager who moves into a new position or takes on a new task in their current role. They often ask themselves whether the shoes they are stepping into are too big. They then see themselves as an imposter and live in fear of being unmasked. This syndrome affects 70% of high-potential individuals. Working on their professional development can provide valuable help, as it allows them to get to know themselves better and be clear about their assets and grey areas.



					Practising authenticity and congruence. This involves aligning your thoughts, beliefs and behaviours. This attitude creates confidence and stability within teams, because the manager is giving a sign that they can be trusted.

					Developing a sense of humour. Let’s be honest: nature is not fair in this area. However, humour is important because it brings the team together and helps to resolve tensions: the managers who are gifted with it are very lucky! In spite of everything, do not be too quick to consider yourself devoid of any form of humour: it is a way of seeing things which can take many forms and may develop as the personality evolves.

			

			
				
					The Process Communication Model

					The Process Communication Model (PCM) is a model of communication created in 1980 by the American psychiatrist Taibi Khaler (born in 1943) which aims to facilitate exchanges between individuals. It involves classifying personalities into different categories. Knowing these categories allows communication to be simplified and adapted to each personality. According to PCM, which is currently a very popular model, benevolent management is one of four management styles, along with autocratic, laissez-faire and democratic. The defining feature of benevolent management is that it is more concerned with the person than the task. It strengthens the bonds in a team and encourages interactions and a spirit of cooperation.

				

			

			What does it involve?

			What does caring involve as a course of action for managers? There is no hiding the fact that this stance is personally demanding, because it needs clear-sightedness with regard to how you work and relate to others. Through a more human and meaningful approach, it leads to congruence.

			A more human approach

			An increasing number of managers are realising that a more human approach produces better results. It allows them to motivate their teams more effectively and optimise their resources.

			It involves above all recognising what makes a colleague valuable rather than highlighting their flaws – in short, changing your outlook. It is easy to understand that people work better when they feel respected.

			
				
					The Pygmalion effect

					When a worker is viewed with positivity and trust by their manager, they will find the motivation to progress and move forward. In short, if you see your colleagues as excellent, they have every chance of becoming excellent: this is known as the Pygmalion effect. Above all, you must adopt this benevolent outlook towards all your colleagues, not just the ones you get on well with.

				

			

			The importance of meaning

			Now, management is carried out in complex environments: it is imperative to move away from mechanical tools and linear causality in order to respond to day-to-day challenges. You must say goodbye to focusing on the problem with the aim of finding its causes and therefore someone to blame. Causality has given way to complexity, where several factors become mixed up and mutually influence each other, thus giving rise to uncertainty. Managers are constantly called upon to transform this anxiety into confidence: they become carriers of meaning. Faced with perpetual change, teams need to be told “why”. Faced with contradictions and uncertainties, they naturally turn towards their manager to find coherence.

			Congruence is the goal

			It is worth remembering that congruence, or “walk the talk”, is a concept from neuro-linguistic programming (NLP) and is inspired by the work of the American psychologist Carl Rogers (1902-1987). It is present when what I am, what I think, my values, what I feel, what I say and what I do are all aligned. It can be identified by the harmony between verbal and nonverbal signs. This alignment gives rise to authenticity and the state of a person described as “centred”.

			Congruence is worked on in the field of self-confidence, with a genuine inner transformation which gives a radiant poise. According to Rogers, it is a matter of the harmony between the awareness of one’s needs and desires, and the expression that is given to them. This creates a healthy state of mind which is conducive to self-realisation and which encourages the interlocutor to get past their defence mechanisms to re-establish their own congruence.

			
				
					Are you congruent?

					To find out if you are congruent, you can ask yourself the following questions with regard to the situation you are experiencing:

					
							Is it like me to say or do that?

							Do I feel good both mentally and physically when I say or do that?

					

					Do not forget to carry out this exercise regularly, and trust what you are feeling.

				

			

			In the end, workers judge their managers based on the reality of their behaviour and the consistency of their words and actions. 

			A fast-growing management style

			An increasing number of businesses are adopting caring management

			On 13 November 2009, the French magazine Psychologies created the “Day of Kindness”, then launched an “appeal for more caring at work”. Currently, more than 300 companies of all sizes participate in this. They are committed to developing concrete actions based around three axes:

			
					giving meaning to the work of every employee;

					developing the quality of relationships and allowing everyone to coexist in harmony;

					ensuring the wellbeing of individuals.

			

			We can mention, for example:

			
					Google Europe, for whom a managerial stance and working environment oriented towards wellbeing are at the heart of the definition of caring.

					The auditor and consultancy firm KPMG, which has put in place a chart of seven good practices for maintaining work-life balance and ten managerial behaviours which encourage respectful relationships.

					The French retailer Groupe Casino, which makes benevolence the base of its approach to human resources and aims to lead without causing stress. As such, an expert on stress trains managers on three main points: giving work meaning, fixing goals in line with what the person is capable of achieving, and developing recognition.

			

			[image: ]

			In short, benevolent and congruent management frees people’s energy and talents. It is at once a response to current stress and a managerial approach that is suitable for all generations.

			Suitability for intergenerational teams

			Benevolent and congruent leadership responds perfectly to the current headache for managers, who complain of the gap between generations and the difficulty of uniting the increasing number of mixed teams.

			First of all, it provides a solution to Generation Y’s need for recognition and high-quality relationships (trust, good atmosphere, authenticity, etc.). It is also linked to their search for meaning, whether this involves their need to know why certain decisions or choices have been made, or their desire for self-development at work. Unlike Generation X, who had to demonstrate their competence, workers from Generation Y want their managers to trust them from the start, by setting up a trial period if necessary. They are constantly looking for information, and Generation X could play an important role in this, particularly in the transmission of professional expertise (for example through mentoring). By focusing on meaning, recognition and more relaxed relationships – points which members of Generation X will obviously not be opposed to – the manager allows each generation to find their place within the group. 

			Generation Z, who recently entered the world of work and see it as a jungle, know that they will hold several jobs and that most of the jobs of the future do not exist yet. Consequently, the company can learn from them, and the mix of generations provides a real opportunity to share knowledge. A successful caring manager has this openness and flexibility. They are able to manage these different paradigms because they know how to develop potential and stimulate synergies.

			
				
					Extra information

					A good way of immediately including colleagues from Generations Y and Z is to ask them for a confidential ‘discovery report’ from the first weeks after they arrive. This will focus on the six or eight points which most surprised them, as well as their proposals to improve them. It is then up to the manager to see which suggestions they can take on board.

				

			

			Initial training

			
					The Department of Business Administration at France’s Jean Monnet University offers a module on caring management, focusing on managing stress, as part of it Master’s programme in Trade and Distribution Management.

					Since 2013, Rouen’s university hospital has offered a training course in caring management for executives in the hospital setting with two flagship values, listening and the right to make mistakes, with a focus on the human aspects at the heart of management.

					Grenoble School of Management has included caring management in its list of thesis subjects for its doctoral course Doctorate of Business and Administration (DBA) since 2012.

			

			At the same time, a number of consultancy, training and coaching firms across France, Belgium and Switzerland now offer training in caring management in response to the growing demand from businesses.

			Conclusion

			The time has come for the ‘organic’ management of companies, with less strict hierarchies and less reporting in order to encourage a greater focus on operations, with short management lines. The various current approaches each formulate, in their own way, this diversity of management focused on human relationships, because it is above all practiced by human beings towards their fellow human beings. 

			What makes caring and congruent management different is the fact that it leads to real relationships, which are more demanding than leaving the company opaque or remaining aloof. A caring and congruent manager is direct, open and positive, and they are brave enough to shake their staff up when they need it. They also have a pedagogical vocation, as they help their team to
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