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Introduction

Before you are a leader, success is all about growing
yourself. When you become a leader, success is all
about growing others.

Jack Welch

eading people is a social skill. We believe that the key
to effective people leadership in organisations is to
«= move the focus away from the logical, impersonal and
unemotional approaches that many organisations encourage
and managers practise, and get back to the basic human
dimensions of relationship and cooperation.

We see leaders as enablers of people, as skilled at reading
and understanding others, able to tune into their people’s
inner thoughts and motivations, and to use these skills both
to enable effective performance in the workplace and to
increase the satisfaction and pleasure that employees find in
their job. Social anthropologist Michael Tomasello says we
are all social and emotional creatures. As such we need to be
able to leverage these social and emotional aspects to ensure
both job satisfaction and performance.

In the past, the focus of management has been on the
individual, but we forget that companies are above all
relational entities. We therefore feel it is essential for
managers to improve their relational and psychological skills
in order to become the most effective managers and leaders
they can be.
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This book is clearly advocating that to lead people
effectively, managers must become like psychologists and

be able to go beyond the obvious and external and delve

into the internal motivations and thoughts of their people.
We will not focus on quantitative tools and techniques,

but on aspects such as the emotional self-control of the
manager, their ability to tune into and understand their
people’s thoughts and motivations, their ability to empathise,
understand and, crucially, help their people learn and
develop so they can achieve their full potential.

Does this sound too wishy-washy? Too unrealistic?

Let’s look, then, at what's happening at the UK’s biggest
supermarket chain, Tesco. This retailer, although still
generating healthy profits worldwide, has been seen to

have ‘dropped the ball’ in its UK operation. Chief executive
officer (CEO) Philip Clarke has been making some interesting
statements recently and has gone on record saying he will
put the heart and soul back into Tesco. Heart and soul: since
when did one of the FTSE 100 bosses start talking about
heart and soul? So how will he put the heart and soul back
into Tesco? In a recent article in the Sunday Times he said:
‘Workers will be encouraged to be more friendly.’

:
' To lead people effectively, managers

| must become like psychologists
I

It seems that Mr Clarke has understood that we are indeed
a relational species and that Tesco customers want empathy
and friendliness as well as low prices.

The late Peter Drucker, one of the world’s leading thinkers
and writers on management, said that management is about
human beings and that its task is to make people capable of
joint performance and to make their strengths effective and
their weaknesses irrelevant.
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So the journey in this book will be a relational and
emotional one. We will look at how we can improve your
people skills at work and how improving them will make
you a much more effective leader of people.

The people leadership model

Leading and managing people is a complex and challenging
process. Getting it right all the time is pretty well
impossible. However, we believe that there are certain
skills and principles you can adhere to that will help you
to be more effective. Good people leadership is more than
simply knowing the skills; it's really all about your ability
to act appropriately and to adapt your approach to suit the
different people and situations you find yourself in.

I Good people leadership is more than
: simply knowing the skills

In our experience of working with thousands of leaders
and managers in our roles as management developers

and consultants, we have identified the following set of
best-practice principles and we have written this book
around these. The structure focuses on a range of skills,
capabilities and general issues that you have to be aware of
in order to be effective as a leader and manager of people in
the 21st century.

We have categorised these into three key areas (see Figure 1):

I Focus on you — self-awareness, self-belief and
self-confidence are all important for success as a leader
of people. We have identified a range of areas that we
believe contributes to greater self-awareness and leads to
self-belief and confidence.
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FOCUS ON RELATIONSHIPS
Coaching, Influencing,
Facilitation, Team building
Motivation, Perfarmance management,
Conflict management,
Relationship intelligence
FOCUS ON YOU FOCUS ON
Your skill set ORGANISATIONAL ISSUES
Your reputation Change
Resilience Derailment
Your career and \ / Positive leadership behaviour
development
PEOPLE
MANAGEMENT

FIGURE 1 Best-practice principles for leading and
managing people

Il Focus on relationships — leading and managing people is
largely about your reputation and attitudes and how you
deploy your behaviour, skills and abilities when working
with others. With this in mind we have identified a range
of competences and capabilities, which should be part of
any leader’s repertoire and will contribute to your success
as a leader.

§ Focus on organisational issues — these areas concern
how to lead change, avoid derailment and use positive
psychology to improve results in your business area.

A brief description of these areas follows, together with a
short self-reflection exercise to help you get started on the
process of raising your self-awareness and planning where
you may have to focus your development.
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Focus on you

§ Your skill set — being fully aware of your strengths,
weaknesses and development needs.

[l Your reputation — how others perceive you.

I Resilience — your ability to deal with adversity and bounce
back.

Il Your career development — having a clear sense of your
personal goals and plans.

Focus on your people

§l Coaching — developing others to help them reach their full
potential.

I Influencing — influencing others to gain commitment and
agreement to ideas and action.

Il Facilitation — acting as an enabler, involving others to
ensure good-quality dialogue and outcomes.

§ Team building — developing and working with others to
get things done for the benefit of the business.

I Motivation — creating a positive environment to get the
best out of others.

f Performance management — setting goals and objectives for
others and giving timely feedback.

 Conflict management — dealing effectively with
interpersonal tensions.

[l Relationship intelligence — managing and
understanding your behaviour and emotions when
working with others.
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Focus on your business

I Change — understanding the need for, implications of and
process of change.

Il Derailment — awareness of the barriers, challenges and
career derailers that could knock you off track.

Il Positive leadership behaviour — using relational,
appreciative and solution-focused approaches to lead

others.

You might find it useful to complete the following
self-reflection quiz, which will enable you to analyse your
knowledge or skill level, your degree of self-awareness and
your development needs in the main areas covered in this
book. If you want to get even more valuable feedback you
might like to ask others — your boss and colleagues — to
rate you against these criteria as well. (Please feel free to
photocopy this quiz should you wish to get feedback from
others.)

Using a scale of 1-7, try rating yourself in relation to each
of the main people leadership areas: 1 = a low level of skill,
4 = a satisfactory skill level and 7 = you are highly skilled
in this area. Then indicate development need in relation to
your current role and future development.
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Self-reflection quiz
People management self-reflection quiz
People leadership areas skill/knowledge oevalopmem

level
T Low/Med/ngh

Your skill set - being fully
aware of your strengths,

weaknesses and development |
needs

Your reputation - how others
perceive you

Resilience - your ability \
to deal with adversity and
bounce back

Your career development -
having a clear sense of your
personal goals and plans

Coaching - developing others
to help them reach their full |
potential
- ! — -
|

Influencing - influencing

others to gain commitment
and agreement to ideas and
action

Facilitation - acting as an \
enabler, involving others to ‘
ensure good-quality dialogue
and outcomes

B I
|

Team building - developing 1 ’
and working with others to get !
things done for the benefit of | ;
the business J’ \
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People leadership areas SEiincwiedyy e
1-----4-—---7 | low, ed/High

Motivation - creating a
positive environment to get
the best out of others

Performance management -
setting goals and objectives

for others and giving timely

feedback

Conflict management - dealing
effectively with interpersonal
tensions

Relationship intelligence -
managing and understanding
behaviour and emotions when
working with others

Change - understanding the
need for and implications
of change and delivering
successful outcomes

Derailment - awareness of the
barriers, challenges and career
derailers that could knock you
off track

Positive leadership behaviour

- using relational, appreciative
and solution-focused processes
to lead others

NOTES
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The remainder of this book will focus on each of the areas
described above and will share best-practice ideas, tips and
techniques together with practical work to help you develop
your skill and capability as a leader.

This book can be read either in a conventional way, from
beginning to end, or by dipping in and out, reading the
sections that are of most interest and use to you. You will
find that we have incorporated several quizzes, inventories
and exercises into the various chapters. These are intended
as a way of encouraging you to reflect, learn and create
action plans for further development.




