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The New Manager

Congratulations on joining the ranks of
management. Your hard work has paid off, and
now you have responsibility for supervising
the work of others to help your organization
achieve its goals. While your expertise and
success in your work has likely contributed to
your promotion to manager, you’'re probably
aware that this new position requires a different
set of skills—skills that require effective
interaction with other people at work. These
people include those you supervise, your
peers, and the managers you report to.

There’s an old joke that disgruntled
employees sometimes tell each other. “You
know the definition of manager, don’t you?”
“No, tell me.” “A manager is the person who
sees the visitors so everyone else can get the
work done.” Maybe that’s funny to some
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By
nuance /nju:a:ns/ n.
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people, but now that you’re a manager, it’s
your job to laugh with your staff, rather than
having them laugh at you.

This book is designed to help make sure
that happens and to help you make the
transition effectively. It will provide you with a
quick guide that you can refer to as you figure
out how to execute your new responsibilities.

At the heart of managing are planning and
communication, and you’ll find numerous lessons
hear the deal with the nuances of these skills,
including giving feedback to your employees to

- help them improve their performance and keep up

the motivation, how to give great instructions to
get the results you’re looking for, how to build
alliances, and how to listen to others. You need to
learn to run meetings that employees know will
help them successfully work together; you need
to learn how to think strategically as well as
tactically; you need to learn how to build
alliances. And while you may understand the
theory of these things, it’s actually doing them
that is the issue. And that’s also the point of this
little book—to give you practical methods for
meeting the challenges of managing your
employees and making the organization happy it
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has you doing this work.

It’s a good idea to first read this book from
beginning to end. Highlight ideas that intrigue
you. Make notes in the margins. Think about
how you can use the methods to help you as you
immerse yourself in your new responsibilities.
Then keep it in your office as a quick reference.
Build on the ideas and actions described here to
hone your management skills. Soon enough, you
will no longer be a new manager, but one who
clearly understands the nature of your
responsibilities and the opportunities you have to
make a real difference for your organization and
yourself. Good luck!
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“In the end, all management can be
reduced to three words: people, product, and
profits. People come first.”

—L ee lacocca
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feedback /fi:dbak/ n.
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[ ] Give criticism

M Give feedback

Part of your job as a new manager is to give
helpful feedback to employees. But it doesn’t
stop there.

The feedback process isn’t over when you
reel off what you think the employee should do to
improve performance. It ends when the worker
understands your input and applies it successfully.

Most managers dislike giving negative
feedback. They may fear that workers will
perceive their well-intentioned comments as
personal criticism. And because it’s common
for rookie managers to want to be liked by their
troops, they may shy away from pointing out
work-related defects or concerns about an
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outweigh /aut'wei/ v
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crave /kreiv/ v gk,
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individual’s effort or attitude.

Get over it!

Effective managers must give feedback
every day. It can range from glowing praise to
neutral observation to serious alarm. Ideally,
positive input should far outweigh everything
else. Employees crave compliments from their
supervisor—they remember them, treasure
them and share them with friends and family.

Look for opportunities to point out what
workers are doing right. Don’t feel you must
ration praise only for rare flashes of brilliance
or exceptional results. Letting people know that
you admire how they handle a customer,
organize their workspace or analyze a problem
is in itself a form of feedback that strengthens
your relationship with your team.

When your goal is to provide constructive
feedback that helps employees improve, set the
stage. Get a two-way conversation going.

Discuss the high standards you set for yourself
and your crew—and find out what the worker
thinks of these standards. That’s better than coming

right out and saying, “Here’s something you’re
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work on /watk on/ A%
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thirst for /Ba:st fo:/ B8
reservation /reza'veifon/
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doing wrong that you need to work on...”

Remember that almost all workers thirst
for input. One of the employees’ biggest
complaints is “I don’t get enough feedback
from my boss.” Remove the mystery. Freely
share your ideas, suggestions and reservations.
Make individuals aware of their performance
and guide them to improve.

Use this three-step method to deliver
feedback that sinks in:

Invite employees to evaluate their
performance: Let them rate a specific aspect
of their work based on, say, a 1-to-10 scale or
an A-to-F letter grade. Many people judge
themselves more harshly than you would. Even
if they inflate their rating, it gives you a
baseline to respond with your input.

Ask follow-up questions: Dig for more
information. Get employees to share details or
examples that justify their self-rating. Notice
what criteria they use to evaluate themselves
and how they track their performance.

Align your analysis with their comments:

Now that you’ve given employees a chance to



