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Preface




How do you hire people? How do you encourage them to do a better job? What do you say to them if they dont? How do you fire someone who refuses to cooperate? How do you get your staff on board at a time of major change?

In this book, we distill the wisdom of some of the best minds in the field to tell you how to do a better job at managing your employees and creating a workplace that supports the goals of your company. The language is simple and the design colorful to make the information easy to grasp.

Quizzes help you assess your knowledge of people and project management issues. Case files show how companies have tackled tough management problems. Sidebars give you a big-picture look at management challenges and highlight innovative, out-of-the-box solutions worth considering. Quotes from business leaders will inspire you as you face your own challenges. Finally, in case you want to dig deeper into management issues, we recommend some of the most important business books available. The authors of these books both influence and reflect todays thinking about managing people and related issues. Understanding the ideas they cover will inspire you as a manager.

Even if you dont dip into these volumes, the knowledge you gain from studying the pages of this book will equip you to deal firmly, effectively, and insightfully with the management issues you face every dayto help you make a difference to your company and in the lives of the people who support you.

THE EDITORS








    

Managing People 101



The task of management is to make people capable of joint performance, to make their strengths effective and their weaknesses irrelevant.

Peter Drucker,

management guru and author

(19092005)






Managing people isnt like managing things or even like managing projects. Each person has unique capabilities and talents, strengths and weaknessesand feelings. Helping each person achieve his or her individual potential may require different motivational strategies and tactics.




Self-Assessment Quiz


ARE YOU MANAGEMENT MATERIAL?

Read each of the following statements and indicate whether you agree or disagree. Then check your score at the end.


	I consider myself a good judge of character.

 Agree  Disagree

	I trust people to do the right thing.

 Agree  Disagree

	If someone comes to me with a problem at work, I take time to listen and offer help without being judgmental.

 Agree  Disagree

	When a co-worker doesnt understand something, I dont lose my patience.

 Agree  Disagree

	I think it is best not to be very close friends with someone I manage.

 Agree  Disagree

	It is better to make the right decision than a popular one.

 Agree  Disagree

	

	Im good at delegating work.

 Agree  Disagree

	I know how to motivate people.

 Agree  Disagree

	It is better to give instructions than orders.

 Agree  Disagree

	People would say I have integrity.

 Agree  Disagree



Scoring

Give yourself 1 point for every question you answered Agree and 0 points for every question you answered Disagree.

Analysis




	
810


	
You have the potential to be an excellent manager of people.





	
57


	
You could use some work on people-management skills.





	
04


	
You have a lot more to learn if you want to effectively manage people.










What It Takes to Be a Good Manager

Before you can effectively manage other people, you need to know about yourself and your management abilities. The Self-Assessment Quiz on pages 23 will help you understand what skills you bring to the game.



If your staff is happy, you are doing your job. People dont often leave jobsand, in particular, bossesthey like. Treat people the right way and you will have disciples for life.

Tom Markert,

author of You Cant Win a Fight with Your Boss



Managing people used to mean dominating them. The bosss word was absolute and not to be questioned. But todays workplace is very different. As companies continue to increase productivity and reduce costs, operations tend to be consolidated: a smaller number of people do a greater amount of work with fewer managers.


To succeed in this climate, businesses depend on knowledge-sharing, effective communication, and teamwork. These are difficult to achieve without the three Cs described on pages 67.



The BIG Picture


THE MANAGERS PERSPECTIVE

The managers perspective needs to be broad and all-encompassing. As a manager, you are the one who needs to understand what must get done, what it will take to accomplish your goal, how to assess and monitor progress, and how to measure success at the completion of the work.

Take advantage of the capabilities of each of your staff members and delegate the appropriate tasks so they can work as a team towards a common goal. Match specific tasks to the skills of each individual. Help and guide thembut let them do the work. Hold team progress meetings to keep everyone on track and follow up individually with any team member who is having trouble or falling behind.

Like a great maestro conducting an orchestra, you are there to keep every individual working in harmony and to ensure that the end result is a beautifully executed performance.






Behind the Numbers


DECLINE IN MIDDLE MANAGERS

During the 13 years between 1986 and 1999, the number of middle managers in large corporations declined by 27 percent. This study reflects the reality of more than 300 publicly traded U.S. firms.

[image: ]
SOURCE: The Flattening Firm by Raghuram Rajan and Julie Wulf, National Bureau of Economic Research (April 2003).



Collaboration. A good manager creates many opportunities for people to collaborate in setting goals, determining how work will get accomplished, and establishing criteria to measure a projects success rate.

Cooperation. Fostering cooperation within a work group and setting a good example as a manager encourages employees to focus on the needs of the group rather than only on their own needs.

Consensus. Establishing consensus among your workers creates a common sense of purpose and involves everyone in working toward the same goal. Good managers use consensus-building to encourage employees to voice opinions while maintaining control of the group.

Whats Your Management Style?

Managers can have very different styles and still succeed.

At one extreme are autocratic, heavy-handed managers who govern by fear and intimidation. In the long term, this generates ill will and lack of respect; employees either contribute minimally or eventually choose to work elsewhere.



POWER POINTS


SECRETS OF MANAGERIAL SUCCESS

Effective people managers practice the fine art of delegation.


	They delegate tasks without abdicating their responsibility.

	They explain the why but never dictate the how.

	They give instructions, not orders.








Dos & Donts [image: ]


MANAGEMENT RULES TO LIVE BY

As a manager, you need to hold yourself to a high standard.


	Do lead by example.

	Dont manage by fear and intimidation.

	Do plan your work and work your plan.

	Dont begin a plan without a specific goal.

	Dont fail to plan for things going wrong.

	Dont let your team begin a project without a common goal.

	Do keep a positive attitude.

	Do give instructions, not orders.

	Dont overdelegate.

	Dont abdicate your responsibility for the outcome of a goal.

	Do foster collaboration and teamwork.

	Do catch people doing something right.

	Do create opportunities for people to succeed.

	Do empower subordinates with responsibility.

	Dont criticize your staff in public.

	Do fix the problem, not the blame.

	Dont be dishonest when you have bad news to deliver.

	Dont tune out an employee who is telling you something you dont want to hear.

	Do listen before you speak.

	Do encourage an open, honest work environment.





At the other extreme are managers with a nice-guy approach. They fraternize with employees, delegate almost everything, and generally take a hands-off attitude. This management style can be almost as detrimental as the autocratic style; the overall lack of direction can frustrate employees.


For the most part, good managers of people exhibit some of both styles when appropriate, and with balance. Good managers combine solid direction and strong leadership with objectivity, compassion, and the right amount of delegation. Whatever your style, it is important to be consistent and fair.

It also pays to get to know the people who work for you. Ask them questions and solicit their input and advice. Then listen to what they have to say. Just taking the time to listen to your staffto hear and respect their opinions and to agree to disagree if necessarymakes a big difference.

Managers Versus Leaders

Managers tend to be more rational, objective, and driven by organizational needs, while leaders are more visionary, emotional, and inspirational in nature.

Although the ideal for a good manager is to be a good leader as well, it doesnt always work out that way. A great leader has drive and personality in addition to management ability. A great manager may lack those qualities. However, some managers can also become great leaders. While becoming a leader is something to strive for, the transformation is never a sure thing.

The Fine Art of Delegation

One of the most important skills a good manager must acquire is how to delegate.

There is a difference between delegation and abdication. You cant just drop a project on someones desk and hope he or she will figure it outthat would be abdicating your responsibility as a manager. Instead, a good manager first gives thought to which tasks are appropriate to delegate to which employees and then diligently follows up to be sure each task has been successfully completed.

An effective manager explains the why of the task and establishes goals, due dates, and criteria to measure success. But a manager should not detail the how. It is the employees responsibility to take ownership of the job and determine the best way to get it done.



Good management consists in showing average people how to do the work of superior people.

John D. Rockefeller, American industrialist and founder of Standard Oil (18391937)



When you delegate, give instructions rather than orders. Instructions acknowledge that the individual receiving them is capable of participating, learning, and doing. Instructions invite people to have a say in how things are done. Orders imply that there is one right way to do something, which discourages employees from thinking independently or showing initiative.


It takes a large measure of trust to delegate. You must recognize that the employees path to the outcome may not be exactly the one you would have taken.

Overburdening an employee with work is as bad as overmonitoring work that you have delegated. Delegate the right work to the right people, give them enough leeway to accomplish what needs to be done, and monitor their progress reasonably and effectively so that they feel supported rather than micromanaged.



Dont tell people how to do things. Tell them what to do and let them surprise you with their results.

George S. Patton,

U.S. general

(18851945)



Praise in Public, Criticize in Private

As a manager, you are likely to have your share of positive and negative experiences with employees.

Be sure to praise an employee publicly when you catch him or her doing something right. Praise the individual for the specific action and be honest and sincere about it.




CASE FILE


TURNAROUND SPECIALIST

New senior managers brought in to rescue a corporation in trouble are often faced with challenging decisions.

Such was the case of Lou Gerstner, credited with rejuvenating IBM during his tenure as CEO from 1993 to 2002.

When he came to IBM, Gerstner discovered a company in which managers of operating units competed with one another. Employees focused on their own internal issues rather than those of their customers.

Gerstner made an effort to get everyone working towards a common purpose. Specifically, he instituted rewards based on total corporate performance instead of division or unit performance.

As Gerstner wrote, During my time at IBM, I came to see that culture isnt just one aspect of the gameit is the game. In the end, an organization is nothing more than the collective capacity of its people to create value.


SOURCE: Who Says Elephants Cant Dance by Louis V. Gerstner, Jr. (Collins, 2002).
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DEAL WITH IT

A strong manager is always looking down the road. When a job is well done, it deserves praise. When an employee does something wrong, criticism may be appropriate. But remember to use a light touch.


	Do get to know your staff.

	Do start planning your course of action as soon as you see clouds on the horizon.

	Dont wait to address a problem.

	Do get to the root of the problem.

	Do encourage the individual to talk openly without fear of reprimand.

	Do work out a solution. Come to a resolution that respects the person while maintaining your authority.

	Dont berate an employee in front of others.

	Dont criticize the individual. Focus instead on the individuals actions or performance.

	Dont get emotional when criticizing.

	Dont be sweepingly negative. Point to specific actions or incidents insteadand do it soon after they have occurred.

	Dont stifle a chance for dialogue.





If an employee requires criticism, however, keep it private. Deliver negative feedback as soon as you can after a




















	How does this persons job fit with the others?

	In what ways can I best use this persons knowledge, experience, and skill set?

	Is this person a leader or a follower?

	Will this person present a management challenge in any way?























	Setting goals

	Orchestrating staff buy-in

	Defining resourcesstaff, outside suppliers, budget

	Determining each step

	Identifying achievable milestones

	Anticipating snafus and setting up a plan B for each one
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