Chapter 11 — Preparing for
People Management

“A gpood manager 13 best when people barely know that he exists. Not so
good when people obey and acelasm him. Worse when they despise him ™
~Lao Ten

(Chinese Taoist Philosopher, fonnder of Tactsm, 600 BC-531 BC)

Opminally I was planmng to combme this chapter with the previons
chapter. After all people management 1z the obmons central actrmty of

managing down

I did not do 1t becanse 1) pracucally speaking the chapter wonld have

been too long and 2) I wonld have lost your attention on this key
disenssion.

Managing people 13 the core, wital pracuce for Managers. I stress
“practice”. Just lke lawyers practice law, manapers practice managing
people becanze few people mammally are experts on day one. Managing
people 15 more art than science, intanpible than tangble, srmation-based
than cookie cutrer-based, expenience-doren than academic-driven.

As was mentioned earlier, the greatest challenge as a manaper i3
managing your herd effectively. The technical part of yonr responsibdity
and departmental fanction 15 relatmrely easy. Yon've been focnsed most of
vour life on the techmical aspects. All yomr schooling has been to learn
facts, nformation, theornes, lab work, and so forth. Where have yon
learned abont people? Formally it might have been in one or two classes,
snch as Orpanizational Behawior, Sociolopy, or pechaps Psychology.
Informally you may have been exposed to orgamzations and activities
smch as Bor's Scont, Smdent Government, Fraternities, and other clnbs.

Yon may not have realized it, but yon experenced all the good and
bad of people in orgpanived activities. Hopefnlly you expenenced it both
25 3 member in the pronp as well as a leader of the gromp. MManaging
people 15 diffienlt.  People are nnpredictable, conniving, calenlatng,
complex, in additon to bemyp a mynad of other thungs.

If managmng people are such an important part of bemng a manaper,
why isa’t there more trainmg? The answer is irrelevant at this point. The
better guestion at this pomt 15, how do yon prepare to be good at =
sOoner:
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Let me present my accelerated version of People Management 101.
It's a completely different approach than the traditiomal old school

method.

Tony's Stones

For me, I thonght if [ do my best at my job and tram to be a
manager, it'd happen. It didn’t qnite work ont that way. Eary in my
career when I was at Apple Compnter, I did my job pretty well and
recerved high praise and excellent reviews from my Manaper Dy
Manager, in fact, recommended me for the Apple Manaper Survival
Conese. This was a big deal The conrse was a weeklong reteeat at the
Claremont Hotel in the Oakland Hill:: Not a cheap date! Apple was a
very progressive, yomng company with very yomnp employees. The
average ape of employees i 1987 was only 29 years old. And the
company s growth was meteoric. They were adding 50 employees a
week at their corporate campns mn Cupertino, California, and had to
hold two employee orieatations per week to accommodate. The
company had enongh realization and foresight to invested heawily in
tramning to help their yonng employees to mamre and develop leadership
skills quickly, partienlacly people management skills. The growth was so
tremendons that it was common for indimidual contobutors (who were
not hired with previons people management expenence), such as
secretanes, acconnbing clerks, and Prodnet Managers, to be promoted
within a year to manage some new deparment of to take over the reins
of their current department becanse thewr MManager was promoted or
moved to lead another department.

The Manager Survival Concse was very good but it did not get me a
Manager's job. I did not get promoted to be a Manager for fonr years.
When I was finally promoted into a Manager postion, I had forgotten
most of what the conrse tanght and I was not smart enongh to remiew the
notes and workbook from the conrse. Life, personal and bnsiness, has a
way of momng very fast and consmming all of your ume. And, to be guite
honest, half of what I learned i that Surrrval Congse did not stick Anch
of the content was not relevant becanse I was not a practicing Manager,
so it was diffienlt for me to relare. It's like bemg tanght how to raize a
child when yon are single with no children. I believe it wonld have been
more helpfnl to take a shorter, introdnetion conrse before becommng a
Manager. Then take a detailed class, like the Snrvival Conese, after yon've
been a Manaper for at least 6 months.
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People Management 101 (Tony's version)

I really was very Incky early in my career. I had all sorts of corporate
training. [ had extensive sales tramng at NCR; and I was grren books and
conntless skills classes at Apple and HP. I was promded a mentorship
program at Apple and gmen a pazilbhon books, classes, seminars, and
arucles abont how to manage people. Some of these charpe a hefiy
amonnt If yon're fortunate enongh, yonr company will pay for them. All
my previons employers did I was very Incky to have access to so many
ESOTMCes.

Despire all the formal training, managng people was a foreign
acuwity. In retrospect, manapng people really is an amt and all the
academics only helped to a limsted degree.

Thete is science behind it, but yon still have to recognize the simation
and know which tool to nse. I have learned these is no one formnla or
one method to help people learn the intricacy of this topie. I've also
learned that all the reading and classes are fine, however, you sull need
redl life expenience. By all means, po to the classes and read all the books.
As I've stated, it helped me to some degree. The way I learn, I needed
other examples and modes of learning. Ewverybody learns differently;
some are wismal learners, some need woitten mstimetions, some need
hands-on, and so forth. Personally, I learn best by warching examples and
haring something T am familiar with to compare them to. I'm going to
share with yon two people management models that helped me break
throngh the mechanies and academacs of people management and
leadership to where it felt more namsal

1. Manage people hke you raise children or dogs.

Alright, snspend the coticism abont comparing adnlt employees with
kids, at least notil yon fimsh heanng me ont concepmally. When I was
first prven this golden comcept, I did not have children and I was not
much of a dog person. Therefore, thus polden concept made no sense to
me nntil a conple of vears later after the burth of my danpghter. About the
same tme, my wife (a namsal dog whisperer) started a pet-situng busmess
and I began learning abonut dogs from her The idea made pecfect sense
and I learned to apply it effectively with emplovees. I fonnd neardy all of
the principles nsed to raise kids and dops carmed over perfectly to

managng people.
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