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PART 1

Your Managing Yourself Masterclass


Introduction

Congratulations! You’ve been promoted to manager. However, after all the excitement has lessened, you begin to question yourself: …can you achieve … are you really equipped? This masterclass considers one important aspect of being a manager: being able to manage yourself.

The first step in managing yourself effectively is to become aware of yourself and evaluate your strengths and weaknesses. Maintaining focus on the tasks in hand is vital, alongside allowing opportunities for you to ‘catch up’ and process what is going on in your life. Asking what the next step is moves you on from inertia.

Good time management is an essential skill in being an effective manager, and a chapter is devoted to becoming more organized. This explains better planning and setting priorities, shows how to deal with time wasters, and gives practical steps on maintaining a diary and to-do lists. Further chapters consider techniques such as managing your mind, discussing thinking positively in developing strategies and making good decisions, managing emotions, not by ignoring them but allowing them to be expressed appropriately, and explaining how to increase confidence, deal with nerves and motivate yourself.

The final chapters consider developing trust and respect. This can be done through building strong relationships by applying good listening skills, as seen in working with your boss and colleagues. They also consider the importance of having good relationships outside work. The final chapter, on managing stress, invites you to look at what produces stress in you and discusses ways of dealing with its consequences. This masterclass offers handy guidelines that will enable you to take a grip on yourself and re-evaluate your way of working and your priorities in life. It is a quick and reliable guide to the basics of self-management in the world of work.


CHAPTER 1

Know yourself well



In this chapter we will consider what you are like as a person. We will look at:

•  Your goals and values

•  Your skills and abilities

•  Your achievements, successes and failures

•  Your preferred style of working

We will consider these with a view to thinking which areas are your strengths and which areas you may need to develop further.

We will also consider:

•  The difference between managing and leading

•  The difference between being efficient and being effective

My aim is to help you to:

•  Understand the issues facing you and prepare the ground

•  Develop your skills, techniques and knowledge

•  Motivate yourself



Let’s begin with a story …

Another day had gone badly. Michael had had two rushed meetings that he was supposed to have led, but hadn’t really had time to gather his thoughts for, and an appraisal that he hadn’t prepared for at all. Finally, he’d been asked to come up with some strategic, long-term thinking. He hadn’t even begun to tackle the main task that he had been assigned to that day (although at least he had tried to do some planning for it!).

Mike had been promoted to manager of a new department, and he knew he wasn’t coping. He seemed to spend all his time – and energy – lurching from one crisis to another. His nerves were constantly on edge, his stress levels were high, and his self-confidence (such as it was) seemed to be draining away by the day. He had started off with high hopes of changing things – changing lots of things: structures, priorities… Maybe he had begun too strongly and hadn’t spent time building good relationships with his colleagues, somehow expecting that they would agree with all his plans immediately. And now everything seemed to be failing. Even at home, his relationships were strained and uneasy. He was spending too much time at the office, so he hardly saw his children during the week. Even on weekends, something urgent often seemed to come up unexpectedly. As for his relationship with his wife, well…

Deep within himself, when he had a few moments to stop and think, Mike knew something was wrong. He couldn’t keep on blaming the people around him. He knew he had to sort himself out.

Do you identify with Mike? Maybe he hadn’t had enough training for his present position; maybe he’d been promoted to the level of his incompetence.1 Certainly he hadn’t learnt to manage his time, nor how to delegate tasks to others. In brief, he hadn’t learnt to manage himself.

Being able to manage yourself begins with being aware of yourself, what kind of person you are.

Self-awareness

Your goals

In this chapter I want to encourage you to think more deeply about your life and the kind of person you area.

The US leadership expert, John Maxwell (in The 21 Indispensable Qualities of a Leader; Thomas Nelson, 1999), asks three questions to help you work out a personal vision for your life:

•  What makes you cry?

•  What makes you dream?

•  What gives you energy?

It can be useful to spend some time responding to these questions. Then ask yourself whether the main part of your life actually matches your answers. If it doesn’t, then think what you could do to change your life.

You might be in a job in which you feel fulfilled: that is good! Or you might be in a job that you cannot change and is in conflict with, for example, a deep desire you have to help needy people. Because you cannot discern a way out of that job in the foreseeable future (and you’ve responsibilities with family, bills to pay…), you might consider volunteering with a local charity one evening a week or at weekends to channel that desire to help others.

Your values

What motivates you? What drives you? What underlying values and beliefs do you hold?

•  Do you have integrity?

•  Are you honest and firm in having strong moral principles that you follow? Or are you pretending to be someone you’re not?

•  Do you work too hastily to try to save time or money but, in doing so, are you less thorough than you know you should be?

•  Do you guard what enters your mind and take control of your thoughts?

Other aspects you need to consider are:

•  Do you enjoy your position of power and authority as a manager?

•  Do you have many grand ideas, but do they remain only as ideas that do not become real?

•  How important is money to you?

•  Are you ambitious?

•  How important are your family relationships to you?

•  Are you trustworthy? You will only inspire trust in others if you yourself are reliable and responsible. If you say you will do something by a certain time, do you do so? (Colleagues will notice if you are constantly late in meeting deadlines, and so will take that as permission that they can act similarly.)

•  Are you straightforward and avoid acting unfairly or dishonestly?

•  Do you start projects with good ideas and enthusiasm, but fail to follow them through? Or do you continue with projects until they are successfully completed?

•  Do you want to learn and grow as a person, or have you reached a plateau?

•  What is your prevailing attitude in life and work?

–   Positive? Confident? Committed? Enthusiastic? Affirming? Caring?

–   Unmotivated? Disengaged? Negative? Cynical? Unappreciated? Frustrated? Pessimistic? Rude?

Your skills and abilities

As a manager, you need various core qualities of skills and behaviour. Mark yourself on a scale of 1 to 5 of how you think you perform on the following (1 = poor, 5 = excellent). Then ask a trusted colleague to mark you, and check to see if your scores agree.




	
	
	You
	Colleague



	1
	Good with people: approachable and able to get on with others, to motivate others and respect colleagues
	[image: image]
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	2
	Good team leader: respecting others, recognizing colleagues’ skills and focusing on their strengths
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	3
	Good negotiation skills: able to secure win–win situations
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	4
	Good skills of delegation to trusted colleagues: empowering them, to avoid becoming stressed by taking too much on yourself
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	5
	Good at resolving conflict
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	6
	Good listener: showing empathy towards others
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	7
	Good computer skills, e.g. on spreadsheets
	[image: image]
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	8
	Good manager of your time: good at planning
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	9
	Committed to your work: having an active, positive belief in it; believing in your company, products/services and staff (on the basis that enthusiasm is contagious)
	[image: image]
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	10
	Good general management skills: able to think strategically, chair meetings well, take the initiative and make decisions
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	11
	Organized: someone who is careless or sloppy in their professional life will not be a good manager
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	12
	Good numeracy skills: being proficient with figures; able to manage budgets
	[image: image]
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	13
	Good business sense: take advantage of opportunities, keep an eye on costs
	[image: image]
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	14
	Having an eye for detail: someone who is thorough and meticulous is needed (however, also see the next quality)
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	15
	Able to see the big picture: someone who only sees details will quickly become overwhelmed and unable to see things in perspective and move forward
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	16
	Able to keep track of different processes (‘keep several balls in the air’) at the same time, able to document progress clearly
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	17
	Proactive: staying in control and thinking ahead
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	18
	Able to analyse matters and discern what is significant
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	19
	Creative and flexible in finding solutions to difficulties: what worked three years ago might not work now
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	20
	Able to stay focused on the goal: patient and determined
	[image: image]
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	21
	Able to focus on the needs of your clients/customers
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	22
	Able to recruit and maintain (and retain!) good staff: develop, train or coach other colleagues well
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	23
	Results-orientated
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	24
	Considerate of the environment, workplace and staff well-being
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(We will consider many of these in more detail throughout this masterclass.)

Looking at these results:

•  Consider which skills are most important in your role at the present time

•  What are your three greatest strengths (the ones you got the highest scores for)? You should concentrate on (‘play to’) your strengths as far as you can

•  Which are your three greatest weaknesses (the ones you got the lowest scores for)? Consider these points carefully:

–   Some of your weaknesses are a necessary part of your job and you need to recognize them as areas to develop and work at

–   Others may not be an integral part of your job, so try to match your weaknesses with the strengths of colleagues

For example, I am good with words: writing books has been my livelihood for three decades, which I have always done on the computer in Word. But I also have to be reasonably good with numbers to ensure that the books I write are not too short or too long, and also that they are profitable as far as I can control. I also lead training courses as part of my work. So while the skills in Word come relatively easily, I have had to teach myself skills in Excel and PowerPoint to reach a more than basic level in those. However, areas that are not central to my job – for example, designing book covers for digital versions of my books – I delegate to a colleague who is much more skilled than me.

Your achievements in life

•  What have you achieved in your life so far? Think of things related to work and also those not related to work. Ask friends and colleagues. Also, look back at the past few years and consider where you have been successful

•  What weaknesses are you aware of in your life? They may be to do with certain business skills, e.g. that you only see the detail and do not see the wider situation as a whole. Or if the weaknesses are more personal, it can be helpful to share those with a trusted colleague or friend

•  People often say you need to learn from your failures, and that is true. But you also need to learn from your successes. Why were these achievements successful? Can you repeat some of the elements that led to that success?

•  Accept responsibility for your life. You cannot always blame your circumstances on other people. Sometimes we are the ones at fault and we need to be humble enough to admit our mistakes, focus on the future, and move on to the next step

Your style of living … and working

Think through the following:

•  Which energizes you more: being with other people or being by yourself?

•  When responding to new ideas, do you react spontaneously (‘thinking on your feet’) or do you prefer to take your time to reply?

•  Do you work best in normal, regular and highly structured patterns of work or does an immediate deadline or crisis bring out the best in you?

•  Do you have interests outside work that are important to you?

•  Do you work best as a leader or as a second-in-command?

•  Do you work best alone or as a member of a team?

•  Do you work best in a large company/organization or in a small one?

•  How open are you about sharing your life with other people?


A change of lifestyle

Jack enjoyed his work, but gradually it took over his whole life. Eventually he became ill. He consulted a doctor, who advised a complete change of lifestyle. He needed to leave work punctually, eat a healthier diet and have more sleep. He also realized he needed to spend much more time with his family (and switch his mobile off over mealtimes and when reading his young children their bedtime story) and pursue ordinary leisure activities. So he took up badminton and played one evening a week. Over time, Jack’s life improved considerably: he achieved more and became a much more rounded person.



Sharing yourself

When you are new to a job, how much do you share of yourself to your colleagues? What you are good at, what you are not so good at, personal matters such as your birthday?

As you get to know colleagues more, you gradually disclose more of yourself.2

Accept yourself

For years, I was introverted, and no number of people telling me to become less so helped at all. Gradually, over the years, I relaxed and found my own identity. Accept yourself.

We have all had difficult experiences in life up to this point; the key thing is to how we respond to them. Some may have been particularly difficult and we may need to seek professional help to deal with them. People who are brave enough to pluck up the courage to seek help often find that it helps them enormously, and enables them to go on to do things they previously found difficult or even impossible. Stop thinking so much about how other people perceive you. Don’t let their opinions stifle your own personality, style and view of the world. Be yourself – and be kind to yourself too.

Managing and leading

What are the differences between managing and leading? Here is a rough definition: managing is turning leadership into action. Let me explain that in more detail: leaders set a particular course: we’re going to expand into the Latin American market. Managers put that into action: we’re going to understand the culture, build a base, recruit staff there and implement a whole range of other activities to make the basic idea of ‘expanding into the Latin American market’ a reality.

So leaders set the overall direction, guide, influence, and give vision; managers implement that vision, working out the detail in terms of organizing people, planning and budgeting. You will probably have agreed with this last sentence. However, are you aware that there is another aspect of leadership: that of emotions? Leaders appeal to the emotions to set a course of change, wanting to inspire people to follow a vision. Managers, in contrast it seems, have the less exciting task of ensuring that the work, in all its detail, is completed.

In practice, however, the distinction between ‘leader’ and ‘manager’ may not be so clear cut. Your role may be ‘team leader’, and your duties will concentrate on the detailed tasks, systems and processes needed to ensure the work is completed. However, you will also need leadership skills to motivate your team to achieve these goals.

[image: image]

You will want to be more than merely efficient: you will also want to be effective.

[image: image]

Working efficiently and effectively

Note there is a difference between working efficiently and effectively: efficient means ‘well organized, achieving results with minimal waste of resources such as time and money. Effective is more than that: it means also achieving the right results. You can do the wrong thing efficiently, but as managers you want to be effective.

For example, I was discussing auditing procedures with a colleague in the banking industry. She said they were efficient – it was relatively easy to define tasks that satisfied all the requirements (‘ticked all the boxes’). When I asked if such tasks would be effective in moving the bank forward, however, she was uncertain.

Remember: As a manager, you will want to be more than merely efficient: you will also want to be effective.

Measuring your success

It is important to note specific actions throughout this masterclass. Where possible, action points should be SMART:




	S
	Specific: defining the desired results



	M
	Measurable: quantifiable so that you know whether the objectives have been reached



	A
	Achievable: realistic objectives that are not too easy, but will develop and challenge (‘stretch’) your resources and skills



	R
	Relevant: are concerned with your life and work



	T
	Timed: giving a date for completion





Some commentators add:




	E
	Evaluated: progress on achieving SMART actions is reviewed at a future meeting



	R
	Reported: evaluated progress is reported and recorded





_______________

1The so-called Peter Principle: ‘In a hierarchy, every employee tends to rise to the level of his incompetence.’ This semi-scientific statement was formulated by the Canadian educator Dr Laurence J Peter (1919–90) who with Raymond Hull (1919–85) wrote the book The Peter Principle – Why Things Always Go Wrong, published in 1969. The Principle holds that so long as the managers are competent, they will continue to be promoted. Eventually they will reach a position which is beyond them and they will not progress any further.

2The framework of the ‘Johari window’ is helpful here. It is based on a window divided into four panes representing the four types of personal awareness: open, hidden, blind and unknown. The Johari window is named after Joseph Luft and Harry Ingham, the American psychologists who developed it in 1955. It is widely used to promote improved understanding in corporate environments and in self-help groups.


Summary

In this chapter we have begun to lay the foundation for managing yourself more effectively by looking at your life. Important factors include:

•  self-awareness

•  efficient and effective working

Exercise

Answer the following questions, taking into account what we have considered in this chapter.

1  Are you content where you currently are as a person or have you reached a plateau and would like to learn more to grow?

2  Do you have a clear sense of purpose in life and at work?

3  What are your strengths? Choose one and consider how you can develop it to become even more proficient.

4  Which one quality do you need to cultivate more? What are the next steps you need to take to do this? Make sure your action points are SMART.

5  What interests outside work could you develop more?


Fact-check (answers at the back)

1. In order to manage yourself better, you need to:



	a) ignore your life
	[image: image]



	b) consider your life
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	c) remain the same
	[image: image]



	d) check social media websites constantly
	[image: image]




2. Considering your goals and values is:



	a) useful if you have the time
	[image: image]



	b) a waste of time
	[image: image]



	c) an important first step to managing yourself
	[image: image]



	d) helpful just to discuss with others
	[image: image]




3. ‘I am prepared to change my life in order to manage myself better’:



	a) true
	[image: image]



	b) false
	[image: image]



	c) I’m not sure
	[image: image]



	d) I don’t care
	[image: image]




4. To reflect on your attitude at work is:



	a) too serious
	[image: image]



	b) useful if you have the time
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	c) a waste of time
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	d) important
	[image: image]




5. When you consider areas that are your strengths, you should:



	a) deny you ever have them
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	b) delegate them to others to increase their competence
	[image: image]



	c) identify and then forget them
	[image: image]



	d) make sure you use them in your job
	[image: image]




6. When you consider areas that are your weaknesses, you should:



	a) have training in each area to increase your competences significantly
	[image: image]



	b) ignore them and deal only with your strengths
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	c) distinguish between areas that are important in your job and areas that you can delegate to others
	[image: image]



	d) delegate each one to someone else
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7. You should learn from your successes as well as your failures:



	a) false
	[image: image]



	b) true
	[image: image]



	c) ‘I have had no failures’
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	d) ‘I have had no successes’
	[image: image]




8. In your work, you want to:



	a) be efficient
	[image: image]



	b) be effective
	[image: image]



	c) be efficient and effective
	[image: image]



	d) go home early every day
	[image: image]




9. S and T in SMART actions stand for:



	a) sensible and timed
	[image: image]



	b) strategic and technological
	[image: image]



	c) specific and trusted
	[image: image]



	d) specific and timed
	[image: image]




10. Now that you have completed this chapter, you are going to:



	a) choose one area of your life to work on
	[image: image]



	b) try to find ten things you can change this week
	[image: image]



	c) do nothing
	[image: image]



	d) read it again ten more times
	[image: image]
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