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The New Manager’s Guide to Leadership Success
So, you’ve just been promoted, and you finally get to run things your way. This is the moment that you have been working toward for a long time. 
However, now that you’re in charge you quickly realize that daily you are face with decisions about people, strategies, processes, and problems as well as general day-to-day business operation.
How will you manage it all in a way that leads to meeting the company’s objectives as well as your professional goals?
Module Objectives:
· Prepare to Lead 
· Decide to Delegate
· Build a Feedback Culture
· Roadblocks to Avoid


Prepare to Lead
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As a new manager is it better to:
a. Pull your team together and ask for opinions about how to lead your team.
b. Give strong directives regarding how the team should operate before gathering opinions.
According to a recent study from the Clarkson University Business School in New York, the best answer is “b”. To fully understand the reason for this let’s clarify. The study was called “Taking the Reins: The Effects of New Leader Status and Leadership Style on Team Performance.” 
The Study measured the productivity, quality, and profitability of the two differing management styles, either opinion gathering or taking the reins immediately. In the study the managers who demonstrated a definitive, take charge style were more successful than those that looked for opinions from their team first.
Research does indicate that looking for feedback in the form of opinions from team members is of very high value. Also, the “Taking the Reins” study is not suggesting that managers should make their decisions independent of team input. In reality researchers assume that managers have done their due diligence and preparation before giving directives.
Steps to Learn and Lead:
· Talk to the previous manager – Whenever possible get insight from the previous manager asking questions about team members. Find out about how the team works together. What kind of previous accomplishments have they enjoyed? What are the areas of concern, or that need improvement?
· Talk to Your District Manager – Find out what the expected improvements are. Look for understanding based on the boss’s point of view. Discuss possible plans for improvement and timing to implement strategic changes.
· Review Individual Performance Records – Read previous performance reviews. Look for areas of recognition and reward.
· Compare Team Output to Company Output – How has the team performed compared to company averages?
· Prepare a List of Goals – Based on all inputs draft a list of goals to start working on.
· Start with goals that the entire team can relate to and accomplish together.
· Make sure the goals are in line with company objectives.


Managers that want to change things simply because “I always wanted to do it that way” or that just want to appear tough and strong; will find it difficult to gain support from their team. On the other hand leading by strategic and researched reason, will quickly gain the support of those they want to manage.
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To some delegation is a last resort, believing that old adage “If you want something done right, you have to do it yourself.” The problem with this mentality is that the team will quickly become stuck and unable to grow or even to achieve expected results on a consistent basis.
The truth is that a team cannot improve without a pattern of delegation. Delegating a task does not mean that a manager is just trying to get out of work. Properly applied, the decision to delegate opens up a broader ability to achieve more, more productivity, more profit, and more promotable personnel.
5 reasons to Delegate:
1. Gives you more time to concentrate on your top priorities – Deciding to delegate means that you also decide to spend more time on:
a. Training 
b. Selling
c. Learning new skills
d. Practice strategic thinking
2. Develops management skills – Delegation is not simply getting something done through the efforts of someone else; it also means to delegate the responsibility and results to that person. 
3. Teaches your crew to teach each other - When you identify a delegated task that is recurring, and a team member that has successfully completed the task; that person is in a perfect position to teach another team member to take that task and then eventually train someone else.
4. Teaches your crew how to report on success and failure – With delegating, comes progress reports. Expect full briefing and debriefing of all delegated tasks. When things are vague require clarity. When mistakes are made expect a recovery plan to make things right.
5. Develops pride and ownership – The more your team accomplishes the more pride they take in your operation.  Everyone on a team has defined responsibilities. Delegating tasks that are not on the duty roster builds teamwork and an atmosphere of high quality performance.
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Consistent balanced feedback on what is being done well and on what could be improved is an important dynamic in developing high team and individual productivity. 
Positive feedback builds confidence and reinforces the “good” behavior you want to see more of. It also clarifies expectations. It builds open bridges of communication and instills a goodwill attitude.
Negative feedback given factually and ideally with recommendations for improvement is a critical part of continuous improvement. This kind of communication is often easier to give because of the consequences of poor performance or failure to accomplish expected results. However, negative feedback alone will wear down team members and build an atmosphere of defensiveness. Here is a road map to successful feedback:
1. Company Objectives – Communicate the key strategic goals of the company to all levels. Failure to do so keeps your team in the dark and will make it more difficult to achieve operational targets. Let your supervisor tell you when NOT to share something with your team. 
· Note: This doesn’t mean you need to have more team meetings. There are many ways to communicate company objectives with your team:
· Print and circulate important memos.
· Use a white board or bulletin board.
· Quick standing huddles 
2. Team Objectives – Develop the rules of the road for your team. Write a team constitution and mission statement that supports the company mission. Team agreement is important to the atmosphere and attitude of team productivity. It will also help to correct performance issues when the entire team agrees to a well define set of group performance standards.
3. Individual Objectives – Find out what is important to each member of your team. Develop a list of goals to work towards an action plan to make them happen.
4. Tell Your People What They Are Doing Right – Be intentional about positive feedback. Also be specific about the details. Saying good job is fine, but it isn’t enough to duplicate the high performance. Laying out the details may be more difficult but when you can identify specific behaviors and processes that have resulted in high performance; you can teach those same actions to others.




5. Tell Your People What Needs to Change – When a team player is performing below expected levels, take measures to improve that performance as soon as possible. Don’t delay; it only makes it harder to gain commitment to improve when too much time goes by.
6. Document Everything – Don’t assume that you will remember the details of your feedback efforts. Documentation is simply put a management skill that you need to develop. Here are just a few reasons why:
· You don’t have to remember if you take good notes.
· It helps to quantify your efforts and those of your team.
· When performance fails you know when things went bad and when they improved.
· Documentation helps you complete meaningful accurate reviews.
·  It keeps you objective during the discipline process.
· Gives you credibility with your team and your supervisor.
7. Make it a Two Way Street – A wise leader listens to team feedback. You will never perform better alone than you do as a team. Your team is the key to achieving company objectives, your personal goals and growing into all that you can be. Additionally, your team knows best what works and what doesn’t. Great companies adapt based on real time results good and bad.
8. Share Team Wins in Writing – Put the wins in lights by using email, company recognition, newsletters, and anything else you can think of to promote your team success. This level of feedback lets your team know that their success is just as important as your own.
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There are many bad habits and behaviors that managers can slip into either from following the lead of other managers or by simply developing practices that slowly produce a poor management style. In this section we’ll take a close look at the results of a study conducted by the workforce solutions company, The Manpower Group.
In this study, The Manpower Group reveals the top traits that led thousands of employees to disrespect their boss. Here are the top 10 traits from the study:
1. Failure to show dignity and respect.
2. Failing to show employees how they benefit from decisions made management.
3. Failing to focus on the strengths of the individuals on the team.
4. Uncaring attitudes towards their team.
5. They talk more than they listen.
6. Rules are more important than people.
7. No individual time with the boss.
8. No positive feedback and a lot of negative feedback
9. No team input into decisions.
10. Lack of clear communication.
This list can serve an important purpose. When things seem unclear, remember to steer clear of these traits and to focus on the first three areas of this module:
· Prepare to Lead 
· Decide to Delegate
· Build a Feedback Culture
In order to end on a positive note and to focus on what make a good manager; here is some research by the Harvard School of Business about the trait of managers that are productive and well respected:
· Innovative – These managers push through doubt and naysaying and find solutions to problems. They expect high performance personally and from those that report to them. The innovator always finds a way to get the job done with respectable results.
· A Team Player – This leader fosters cooperation because their team knows it’s OK to speak up and challenge the status quo. They believe the team performance out does individual performance.
· A Communicator – This manager says what he/she means. They practice open communication that is focused on achieving the company goals, team goals and individual goals.


Conclusion
Management is the process of getting results through the efforts of others. Leadership is the ability to complete those results in a manner that inspires and drives a team to continued, ongoing success in the face of challenge and obstacles. 
Management is an important role in any company; but leadership is the quality that companies strive to capture in those that are responsible for the day to day operation of the business. 
Not every manager will become a great leader, but every great leader understands and masters the skills necessary to manage the people and processes that they are responsible for.
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The New Manager’s Guide to Leadership Success – Quiz

Based on the material in this module; select the correct answer for each question.
1. According to a recent study from the Clarkson University Business School. Which is the correct response?
a. Pull your team together and ask for opinions about how to lead your team.
b. Give strong directives regarding how the team should operate before gathering opinions.
2. Which is not part of the “Steps to learn and Lead”?
a. Talk to the previous manager 
b. Talk to Your District Manager 
c. Review Individual Performance Records 
d. Compare Team Output to Company Output 
e. Prepare a List Goals
f. Talk to each team member about the other team member weaknesses
3. Which is one of the 5 reasons to delegate?
a. Gives you more time to concentrate on your top priorities 
b. Develops management skills 
c. Teaches your crew to teach each other 
d. Teaches your crew how to report on success and failure 
e. Develops pride and ownership
f. All of the above
4. Positive feedback builds confidence and reinforces the “good” behavior you want to see more of.
a. True
b. False
5. In the building a feedback culture section; which one was on the “road map to successful feedback”?
a. Tell your people what they are doing right.
b. Don’t be too worried about details.
c. Say something funny every day.
d. Give in to people who complain a lot.
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