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INTRODUCTION

Management has many facets. It is about style, tech-
niques, theories, functions, tools and leadership. How
can you grasp them all? Fortunately you do not have to.

The essence of bluffing is to retain control of a situa-
tion, or at least your position in it, without enough data,
assets or power to justify that retention. That, as it hap-
pens, is also the essence of management.

In some ways management should need no introduc-
tion. Most people who delve into this book are exposed
to it in one way or another. Even if you are not an em-
ployee, every aspect of daily life results from somebody
managing something. You may not notice this, because
it is only mismanagement which forces itself upon your
attention. Late trains? Management failure. Lost post?
Ultimately management failure. Industrial action? In the
final analysis it usually arises from management failure,
now or long past. We are all affected.

Tt follows that the readership may include hereditary
managers, real managers, bluffers, victims and their
various spouses. Some are born managers, some achieve
management and some have management thrust upon
them. You should be profoundly suspicious of those who
believe they were born managers, unless their fathers
owned the place. Hereditary managers are instantly
recognisable by their total ignorance of management,
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coupled with total confidence. They are only just less
dangerous than those who believe their management skills
are congenital .

How can a bluffer pass as a real manager? Remarkably
easily. Very few managers think enough about their ac-
tions, objectives and motives. Anyone devoting even a
fragment of the working day to some thought about man-
aging properly can rise above the norm, particularly if he
or she displays some evidence of sincerity. On this point
we are indebted to Mr George Burns who has been saying

longer than any other living Thespian:

“Sincerity is everything. If you can fake that, you're

made. ’
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MANAGEMENT FUNCTIONS

Management teams are split into various functions and
the permutations of responsibility are endless. So are the
subdivisions in the structure below senior management
level. It is important to know what happens in each
functional area so you can delegate tasks, objectives and
specific responsibilities properly. Bad managers usually
need this data so they can allocate blame. Good ma-
nagers don't blame-they merely find out what went wrong
so they can train or plan to avoid recurrence.

The key functions include purchasing, production,
sales and finance. In a service or trading company which
does not manufacture there will still be an operational
core which makes the business proceed and indeed a lot
of people call a service ‘the product” . People who do
this are usually in advertising or marketing. Marketing
(g.v.) is assumed by sales staff to be part of sales.
Marketing people know that sales is part of total market-
ing.

These and other functions will be explored as follows:
Making Decisions

One of the problems about being a manager is that you
feel obliged to take decisions from time to time. This can
be very troublesome. However, there are several ex-
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tremely respectable reasons for avoiding decisions without
appearing indecisive.

The first is merely a pair of philosophical quotations:
“If a decision is not necessary, it is very necessary not to
take a decision’ ; and ‘If you can keep your head when
all about are losing theirs and blaming it on you, you'll
be a manager.’ They lead naturally to the Kepner-Tregoe
theory of problem analysis which suggests that you should
not attempt any decisions until you have analysed the
problem thoroughly. Most panic decisions address them-
selves to symptoms and not the underlying problems.

The next line of defence is delegation. Most manageri-
al jobs should involve a high level of delegation to your
subordinates. You can buy time and look very profes-
sional by delegating large areas of responsibility to subor-
dinates on the basis that they need only consult you about
exceptional cases. This is good management practice .

The next problem comes when you are brought the ex-
ceptional case. Plan A is to ask “What choices do you
feel we have?”and then “Which would you recommend?”
because half the time the problem is not insuperable,
they just want you to ratify their decision for comfort or
security. If they don't have a solution, Plan B is to find
out how long you can defer the decision without adverse

consequences, in the hope that when the time runs out
the situation could have changed.
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Meeting

It is said that  Managers only have meetings when they
don't know what to do’. This is not wholly true. Ma-
nagers also have them when they do know what to do,
but don’t want to do it; or want someone else to do it, or
someone else to suggest it.

Other things being equal, meetings which involve
more than two people are inherently inefficient. Bluffers
should avoid them. It is easy to disguise your ignorance
or explain it casually in a‘one-to-one’ situation, but vir-

tually impossible in committee .
Communicating

This all-embracing word appears to cover everything from
transport to data transmission. Getting a simple message
accurately through a large depariment is actually very dif-
ficult. People read what they want to believe, hear what
they wish to hear and generally behave like peasants who
have not fully mastered the English tongue and do not
plan to.

Good managers have every right to insist that presenta-
tions of all kinds, within and without the organisation,
be presented in words of few syllables which a child of
four could understand.
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