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Introduction

"The aim

The Essence of Managing People is a handbook for managers which
helps you to think about and improve the way you manage your
people.

The management of people is a large subject. This book focuses

on two key aspects and explores them in detail. They are the
following:

e Appraising performance: Monitoring and assessing people’s
performance throughout the year; conducting effective formal
appraisals at the end of the year.

e Developing performance: Planning strategies for the develop-
ment of team and individual performances; effectively coaching
people to help them improve and develop their performance.

The book is based on the principle that we make choices all the
time about how we manage people. Some of these choices are
conscious decisions. Many are not: they are instinctive responses to
people and situations which are influenced by our needs, values,
preferences and habits. The work you will be doing as you read the
book is as follows:

e Reflect on and evaluate the choices you make.

1



2 Introduction

® Explore alternatives.

¢ Identify practical steps you can take at work that will make you a
better people manager.

The reader

The Essence of Managing People will be most relevant and useful to
you if you are currently managing one or more people. The exercises
and activities are based on the assumption that this is the case. It is
appropriate for people whatever their experience in people manage-
ment: you will find it helpful whether you have been managing
people for six months or for twenty years. )

The book will also be useful to you if you are preparing to become
a supervisor or manager for the first fime. It will help you to think
through the kind of manager you want to be and to reflect on your
likely strengths and weaknesses. Although many of the exercises
and activities will be impractical unless you know the people you
will be managing, you can use them when you become a manager to
help you plan your early people-management activity.

The issues addressed in the book apply to almost all situations
where someone is responsible for the performance of others. This
might be in a multinational corporation, a small company, a local
government department or a voluntary organization. Although your
‘work setting has an effect, many of the underlying issues of people

management are the same.

g The reading

The Essence of Managing People, although a ‘slim volume’, is very

dense: it covers a wide range of issues in a lot of detail. It also has a

large number of exercises and activities which could take up a

substantial amount of your time. So, if you are reading this book on

your own and not as part of a group-learning process; you need to

think carefully about how best to use it in order to meet your needs.
Here is some information that might help you to do this:
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Sequence
The book is divided into three parts:

Part 1. Choices: Looks at some of the background issues of people
management, and the strategic choices you make about how you
manage people and the factors that influence your effectiveness.

Part 2. Planning: Helps you to organize the way you manage
people. It gives you structures for planning your appraisals and
your coaching activity. The activities in Part 2 give you the

- opportunity to use these structures to draw up your own
appraisal and coaching plans.

Part 3. Skills: Helps you to improve the way you interact with
your people. It focuses on the behavioural skills required to
manage formal and informal discussions about performance effec-
tively. The exercises and activities in Part 3 give you the
opportunity to reflect on how you manage interactions at the
moment and to identify how to develop your skills further.

Each part is free standing, so if you have a particular interest in
skills, for example, you could read that part of the book first.
However, the three parts are interlinked, building on and referring
back to each other. So unless you have a strong reason not to, it will

probably be better for you to work through the book in the sequence
in which it has been written. -

Activity
There are two kinds of activity in the book. These are as follows:

® Exercises, which ask you to reflect on your experience to date,
either as a way of introducing a concept or as a way of helping
you to relate the concept to real life.

® Activities, which ask you to plan steps or actions you will take at

work to apply concepts that have just been covered or to
generally improve your performance.

‘You must decide the extent to which you want these exercises and
activities to become integral to your reading of the book. You may
prefer to not do them at all, in order to get through the book more
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quickly, or you may prefer to devise your own ways of actively
using the book.

A word of warning: it is easy to assume that because we have
understood something we are able to apply it. This is rarely the
case. The development of your skills and abilities as a people
manager will only happen-if you deliberately practise applying the
things you have learnt from this book that you find valuable.

The words

There are some words that have been used frequently in this book
which need some explanation. They are:

® Manager: This word has been used to describe anyone who is
responsible for managing the performance of others. This

includes people who may not be referred to as managers in their
organization, such as supervisors.

® Team: This has often been used to describe the group of people

that you manage, even though you may not regard them as a
team in the strict sense of the word.

® Organization: This has been used to refer to the setting in which

you work, even though you might not use that word to describe
it. :

My background

I am a management consultant who works with commercial orga-
nizations to help them develop the performance of their people,
both as individuals and as groups and teams. This involves
consultancy work to develop values and systems, and training and
coaching to develop skills and capabilities. I work with multination-
als and with UK companies.

I have been specializing in people management for the last six
years. I have worked closely with several companies to help them
develop - the capability of their managers to manage people
effectively. This has brought me into contact with hundreds of
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managers and the issues that they face. The Essence of Managing
People is based on these experiences.

I have also managed people myself, recruiting and developing a

team of training consultants for a consultancy company. Before
joining the private sector, I worked extensively with local govern-
ment and voluntary organizations.

Influences

I would like to acknowledge several influences that have informed
the writing of this book:

Much of Part 3 is based on the work of Huthwaite Research
Group and their behavioural approach to interactive skills.
Although I have not used their systems or research explicitly,

they underpin the sections of Part 3 which deal specifically with
behaviour.

The material on needs and recognition in Part 1 is based on the
work of the Pellin Institute, run by Peter Fleming. In a broader
sense, my involvement with Pellin has been a significant
contribution to my own development as a person and as a
people worker.

The material on planning appraisals has been influenced by my
involvement with John Hall in launching a new appraisal system
in Sun Microsystems UK in 1988.

The material on helping styles in Part 2 has been influenced by
the work of David Megginson from the Sheffield Business School

and by aspects of the situational leadership model developed by
Herschey and Blanchard.






Part 1

Choices

Part 1 looks at some of the background issues of people manage-
ment: the strategic choices you make about how you manage people
and the factors that influence your effectiveness.
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What kind of manager are
you?

You are a manager. This means that you probably have the
following:

Targets to achieve.

People to manage.

Tasks to perform.

At least one senior manager to influence.
An organization to liaise with.

A distinct shortage of time!

It is a tall order. If you are to do all of those things well, in the time
available, you will have to make strategic choices about how to focus
your activity.

In fact, you will already have made such choices. Some you will
have made consciously, as part of your planning process: you will
probably have decided targets, timescales, task allocation, for
example. Other choices are made less overtly: they reflect your
preferences and your personality, and you make them instinctively,
often without realizing how they affect the way that you operate as
a manager. For example, if you are a perfectionist, this may affect
your comfort at delegating work to others and the way you monitor
their activity. There will be choices you are making subconsciously,
as a result of the high standards you set yourself, which will
determine the kind of manager you are.



