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Introduction

Welcome to this unit which focuses upon you and your management and leadership role.

Whilst other units will address various aspects of management, the main focus for this unit will be on how you as a manager engage in the practices that constitute managing, and how you can improve the way that you engage in those practices. This will involve ‘standing back’ from the everyday work practicalities in which you are immersed, and to think about you and what it means to you to be a manager. As managing is very much a practical activity, any attempt to improve how you manage must itself be practical. However, this does not mean that ‘theory’ has no place; rather, there are very many sets of ideas, conceptual models, analytical frameworks and so on that can be useful in thinking about how you manage and how you might manager better. 
The unit will therefore involve a combination of ‘thinking stuff’ and practical ‘doing stuff’. The module itself is based on three key assumptions. The first basic assumption on which the unit will run is that you are already successful as a manager; that is the basis on which you achieved your current position. The second basic assumption is that continued success in managing requires constant effort to develop further: to cope with changes, to initiate and lead change, to prepare for additional, higher-level responsibilities as a manager. The third assumption is that it is possible to identify broadly the areas of managerial practice that significantly affect success of otherwise, that those areas can usefully be subjected to intellectual examination, and that to do so is of significant practical value. 
Aims
This unit aims to enable you to:

· Relate your own personal values and goals to the mission, strategic goals and values of your own organisation;

· Manage your own learning and development, and anticipate the implications of change on your plans;

· Develop your abilities to communicate with, and manage, others

· Develop your abilities to make and commmunicate effective decisions, within a broad perspective on the context in which such decisions are located.

Intended learning outcomes

By completing this module, you should:

· Be able to develop a personal plan for your learning and development as a manager, based on an appropriate analysis of your needs;

· Undertake relevant activities to promote skills development in respect of particular identified needs;
· Review the implementation of your personal development plan and revise that plan;

· Continue to engage in these processes and activities so that your learning and development becomes a continuous part of your management role and style.

Outline unit programme
	Week of Semester 
	Date
	Topic

	2
	5th Oct
	Introduction: nature of managing as a skilful practice; being a manager as an identity project; roles and relational set analysis; learning and developing as a manager; assessment of own development needs and planning activities to promote development.

	3
	12th Oct
	Management and change: managing in the context of change; managing for change. Analysing & resolving problems: rational and creative approaches; decision-making in organisational settings

	4
	19th Oct
	Working with others to achieve results: interpersonal behaviour; reacting, responding, initiating; communication and authorship

	5


	26th Oct
	Formal contexts: managing and meetings; dynamics, interests, rules of engagement, documentation

	12
	14th Dec
	Managing and developing one’s self: personal values and goals and their concordance with organisational values and goals (espoused and in practice); personal and professional development


Assessment
Assessment for this unit is by a single coursework assignment which must be submitted by 2pm Thursday 18th January. Submission should be made via Mary Scott in the Conference Office, Putteridge Bury. 
Your brief is as follows:

With respect to a key area of change in your organisation, with which you are significantly involved,

1. carry out an assessment of your current and emerging managerial learning and development needs;

2. identify four key area of learning and development needs (see below), and plan appropriate activities that can enable you to meet those needs;
3. undertake the activities planned, modifying the plan as necessary;

4. review the learning and development process in which you have engaged, and revise your development plan for the forthcoming period.

You must then present a report in which you describe:
· How you carried out your initial assessment and why you selected the four areas of learning and development needs;

· What activities you undertook;

· How you undertook the review of the process.

Notes:

You should aim to carry out points 1 and 2 as early as possible, and plan activities that can be undertaken over the course of the next three months.

The four key areas referred to in point 2 above should be of significant consequence for you in your role as a manager and for your organisation, over the period concerned. One must be concerned with aspects of the way you engage with others in (relatively) formal meetings. One must be concerned with how you engage in processes for dealing with and resolving problems and/or engage in decision making. One must be concerned with how you communicate with significant other people in your organisation.
Although I anticipate that your report will include elements of personal disclosure, you are not expected, and are advised not, to engage in ‘amateur psychoanalysis’ of yourself. Also, take care to avoid making comments about other persons who may be identifiable, in ways that might be seen by them as offensive and/or objectionable. 

There is no particular format for presentation of your report. However, given that this is very much a personal report, you should not adopt a formal report-writing style and format. You should use first-person pronouns (‘I’, ‘me’, ‘my’, ‘mine’) when referring to yourself. Use the active voice (eg ‘I arranged a meeting with my boss to ...’) rather than the passive (eg ‘A meeting was arranged ....’). You will have to present an initial plan for your development, then a second plan following review of your activities, experiences and outcomes after attempting to implement your initial plan. Various simple tabular formats may be used for presentation of these plans so as to provide a synoptic overview. 
Assessment criteria:

· Appropriateness of approach adopted for assessment of own learning and development needs;

· Extent to which selected areas are significant and important;
· Inclusion of the prescribed areas (meetings, problem analysis/ decision making, communication)

· Presentation of appropriate plan for development clearly based on analysis of development needs;
· Degree of critical reflection adopted in undertaking the review;
· Presentation of new plan clearly based on review;
· Clarity with which report is presented 

I shall offer the opportunity to present a draft report for feedback in the fifth session. 

Reading
To a large extent, the module is based more on experienced-based approaches to your learning and development. However, there are many books and other sources for reading and study that you may find helpful in your development. Generally, good texts in this area will provide
a) sets of concepts, ideas, theories and (best of all) relevant research that help you in your consideration of areas for your development; and

b) recommendations for actions you may take in order to engage in such development.

The following texts are recommended:

General

Pedler, M., Burgoyne, J. and Boydell, T. (2001) A Manager’s Guide to Self-Development (4th edition), Maidenhead, Berks: McGraw-Hill

(ISNB 0077098307; price c£19.99 but check Amazon.co.uk for special price)

Pettinger, R. (2001) Mastering Management Skills, Basingstoke, Hants: Palgrave

(ISBN 0333929381; price c£15.99)

Other readings relevant to particular topics will be notified.

Preparation for first session
Overleaf you will find a questionnaire, the ‘Critical Blockages Survey’. Please find some quiet time before the first class to complete the questionnaire and begin consideration of the outcomes for you. The questionnaire is presented as an aid to your learning and development, so please don’t treat it as a ‘scientific’ measure of you or your abilities as a manager. I do not need or wish to see the results you produce, and you may keep these completely confidential. You may remove the answer page and score/ rank pages from the handbook if you wish.
CRITICAL BLOCKAGES SURVEY

Reproduced from Fifty Activities for Self-development, by Dave Francis and Mike Woodcock. Aldershot, England: Gower, 1982 

PURPOSE
To enable managers and supervisors to obtain a "critical" appraisal of their own strengths and weaknesses using the approach presented in The Unblocked Manager: A Practical Guide to Self-development, by Mike Woodcock and Dave Francis.

METHOD
The Critical Blockages Survey is a tool for self-review and reassessment. It is based on ideas summarised in Chapter 2 of The Unblocked Manager: A Practical Guide to Self-development, where it is explained in more depth and in which can be consulted for a more detailed explanation of the results. The survey itself provides a rigorous self-appraisal and should be undertaken only by those who feel willing and able to take an objective and potentially threatening look at their managerial strengths and weaknesses.
INSTRUCTIONS FOR COMPLETING THE SURVEY
Below, you will find 110 statements that may or may not be true for you. Look at each statement and, if you feel that it is true for you, mark the appropriate square on the answer sheet (page 4). If you have doubts concerning a question, think about it and respond with whatever seems close to the truth. Be as honest as possible with yourself in answering.

When you have completed the survey, read the brief explanation of blockages at the end. Also consult Chapter 2, Developing Managerial Competence. Then discuss the outcome of your survey with your boss, collea​gues or friends as a prelude to developing a personal action plan to build on your strengths and to eliminate your blockages.
1. 
I am dissatisfied about the state of my physical health.
2. 
I am unsure where I stand on many issues of principle.
3. 
I sometimes feel that important decisions must be made about my life and yet I avoid making them.
4. 
I do not put much effort into my personal development.
5. 
Often I am unable to resolve problems effectively.
6. 
I do not often experiment or try new ideas.
7. 
I am often dissatisfied because I feel that my views are not fully taken into account by others.
8.
I have not discussed and understood the principles on which my managerial practice is based.
9. 
I find it difficult to get my subordinates to perform effectively.
10. 
I believe that the training of my subordinates is primarily the responsibi​lity of others.
11. 
I find leading meetings to be difficult and often unrewarding.
12. 
I drive myself too hard to meet job demands.
13. 
I rarely ask other people to comment on my basic approaches to my life and work.
14. 
If asked, I would have difficulty telling someone what I want to do with my life. 
15.
I believe that my potential has been fully developed.

16. 
My approach to problem solving often is unsystematic.
17. 
You could describe me as "a person who dislikes change".
18. 
I find it difficult to influence other people successfully.
19. 
I have not thought deeply about my management style.
20. 
Sometimes I feel that I receive inadequate support from my subordinates.
21. 
I put little energy into the training and development of my subordinates.
22. 
In general, I think that techniques for group development do not belong in business.
23. 
I strongly dislike the idea of being unpopular.
24. 
Sometimes I take the easy way out rather than do what I know to be right.
25. 
My personal and work goals often conflict.
26. 
I do not expect to find my working life exciting.
27. 
I seldom review my work objectives.
28. 
It often seems to me that other people are more creative than I am.
29. 
I have difficulty in making a good first impression.
30. 
I seldom discuss or seek feedback on my strengths and weaknesses as a manager.
31. 
I find it difficult to build positive relationships with my subordinates.
32. 
Rarely do I set time aside to review the developmental needs of my subordinates.
33. 
I have no real experience of team building.
34. 
I am not good at managing my time effectively.
35. 
I often do not stand firm on matters of principle.
36. 
I rarely try to measure my achievements objectively.
37. 
I rarely seek out new experiences.
38. 
I often have difficulty in handling information.
39. 
Sometimes my need to be orderly stops me from experimenting.
40. 
I often feel that I am not assertive enough.
41. 
In general, I believe that you cannot change the attitudes that people have about work.
42.
I doubt whether my subordinates make a maximum contribution to the organisation.
43.
Frankly, I see little benefit in appraisal systems.
44.
I do not work to build open and trusting climates in work groups.
45. 
I feel that my private and family life is seriously adversely affected by my job.
46.
Sometimes I find myself behaving in ways that are contrary to my beliefs.
47.
My job makes excessive inroads into my personal life.
48.
I rarely seek feedback from others about my performance or ability.
49.
I am not a good planner.
50.
I tend to lose heart and give up when solutions cannot be found readily.
51.
I find it difficult to create rapport with others.
52.
I do not really understand what motivates people to high performance.
53.
I find it hard to delegate effectively.
54.
I tend to avoid giving personal feedback to others unless it is specifically requested.
55. 
Relationships between the team I lead and other teams in the organisation should be better.
56. 
My work tires me excessively.
57.
I do not believe that it is fundamentally worthwhile to question my values.
58. 
I wish that I had a greater sense of achievement.
59. 
I do not enjoy challenges.
60. 
I do not review my progress and performance regularly.
61. 
I am accused of being too complacent.
62. 
I find it difficult to get others to behave as I wish them to.
63. 
When it comes to managing people, I think there is little merit in experimenting with new ideas in management.
64. 
Often I fail to achieve a high level of motivation amongst my subordinates.
65. 
I believe that it is beyond the scope of the average manager to counsel his or her subordinates effectively.
66. 
I believe that, as a manager, I should be the leader of my subordinates on all occasions.
67. 
I tend to eat and/or drink too much.
68. 
Sometimes I feel that my values are inconsistent.
69. 
I lack empathy with my colleagues at work.
70. 
I seldom think about what is preventing me from being more effective.
71. 
I do not consciously use other people to help myself solve problems.
72. 
I have difficulty in managing highly innovative people.
73. 
I am dissatisfied with my performance at meetings.
74. 
I tend to adopt a uniform approach to managing others no matter what their experience or personality.
75. 
I have great difficulty in dealing with some of my subordinates.
76. 
Opportunities for learning and development exist for my subordinates but frequently are allowed to pass unused.
77. 
I am not always clear about what is expected from the group that I manage.
78. 
Often I do not feel energetic and lively.
79. 
I am unsure how my upbringing has affected my beliefs.
80. 
I have no identifiable career plan, and yet, I think I should have.
81. 
I tend to give up when the going gets tough.
82. 
I do not feel confident about leading group-problem-solving sessions.
83. 
Generating ideas is often a problem for me.
84. 
Sometimes I do not practice what I preach.
85. 
I believe that there is too much questioning of managers' decisions these days.
86. 
I put little effort into defining the roles and objectives of my subordinates.
87. 
I believe that there is little to be learned about counselling others; either you have the talent or you will never be able to do it.
88. 
I do not have the skills required to build an effective work team.
89. 
My friends sometimes tell me that I neglect myself.
90. 
I am hesitant to discuss my personal beliefs with others.
91. 
I do not discuss my long-term aims with others.
92. 
I could not be described accurately as "open and flexible".
93. 
In general, I do not adopt a methodical approach to solving problems.
94. 
When I make an error, I often feel embarrassed or inferior.
95. 
I am not a good listener.
96. 
I find it difficult to delegate work to others effectively.
97. 
If I was in a tight spot, I would have doubts about the extent to which those whom I manage would support me.
98. 
Some of my subordinates are lacking in skills that they need.
99. 
I feel that those people whom I manage have little to contribute beyond what they currently offer.
100. 
I sometimes find it difficult to resolve my emotional difficulties.
101. 
I am unsure about how closely my values align with the organisation's.
102. 
I usually do not achieve my personal ambitions.
103. 
I seldom stretch myself.
104. 
I seem to have more or bigger problems today than I had a year ago.
105. 
I do not value frivolity at work.
106. 
I do not feel that people take me seriously enough.
107. 
Often I have to manage others by methods that I really do not believe in.
108. 
I suspect that my subordinates do not have a high respect for me as a manager.
109. 
I do not think that it is important for someone else to be capable of doing my job.
110. 
Basically, I am not a "team" person.
ANSWER SHEET

In the grid below, there are 110 squares, each one numbered to correspond to a statement on the Critical Blockages Survey. Mark an X through the square if you think that statement is true for you. If you think that a statement is not true for you, leave that square blank. Fill in the top line first, working from left to right, then fill in the second line, and so on. Be careful not to miss any statements.

	A
	B
	C
	D
	E
	F
	G
	H
	I
	J
	K

	1


	2
	3
	4
	5
	6
	7
	8
	9
	10
	11

	12


	13
	14
	15
	16
	17
	18
	19
	20
	21
	22

	23


	24
	25
	26
	27
	28
	29
	30
	31
	32
	33

	34


	35
	36


	37
	38
	39


	40
	41


	42


	43
	44

	45


	46
	47
	48
	49
	50
	51
	52
	53
	54
	55

	56


	57
	58
	59
	60
	61
	62
	63
	64
	65
	66

	67


	68
	69
	70
	71
	72
	73
	74
	75
	76
	77

	78


	79
	80
	81
	82
	83
	84
	85
	86
	87
	88

	89


	90
	91
	92
	93
	94
	95
	96
	97
	98
	99

	100


	101
	102
	103
	104
	105
	106
	107
	108
	109
	110


Totals
	
	
	
	
	
	
	
	
	
	
	


When you have considered all 110 statements, total the number of X marks in each vertical column. Then transfer your scores to the next chart.

	Column
	Scores


	Rank
	Blockage item
	Blockage number

	Column A
	
	
	Self-Management Incompetence
	Blockage 1

	Column B
	
	
	Unclear Personal Values
	Blockage 2

	Column C
	
	
	Unclear Personal Goals
	Blockage 3

	Column D
	
	
	Stunted Personal Development
	Blockage 4

	Column E
	
	
	Inadequate Problem-Solving Skills
	Blockage 5

	Column F
	
	
	Low Creativity
	Blockage 6

	Column G
	
	
	Low Influence
	Blockage 7

	Column H
	
	
	Lack of Managerial Insight
	Blockage 8

	Column I
	
	
	Poor Supervisory Skills
	Blockage 9

	Column J
	
	
	Low Trainer Capability
	Blockage 10

	Column K
	
	
	Low Team-Building Capacity
	Blockage 11


Rank the eleven blockages in order. Your highest score should be ranked number one and your lowest eleventh. Then complete the boxes below.

My personal strengths are:

My personal blockages are:

(Three lowest scores)


(Three highest scores)

	Number
	Blockage
	
	Number
	Blockage

	
	
	
	
	

	 
	
	
	
	

	
	
	
	
	


SUMMARY DEFINITIONS OF BLOCKAGES
From Woodcock and Francis (1982)
1. Self-Management Incompetence: Being unable to make the most of one's time, energy, and skills; being unable to cope with the stresses of contemporary managerial life.
2. Unclear Personal Values: Being unclear about one's own values; having values that are inappropriate to contemporary working and private life.
3. Confused Personal Goals: Being unclear about the goals of one's personal or work life; having goals that are incompatible with contemp​orary work and life.
4. Stunted Personal Development: Lacking the stance, ability and receptiveness to rise to new challenges and opportunities.
5. Inadequate Problem-Solving Skills: Lacking the necessary problem-solving and decision-making strategies and abilities to solve contemporary problems.
6. Low Creativity: Lacking the ability to generate sufficient new ideas; failing to capitalise on new ideas.
7. Low Influence: Having insufficient influence to gain commitment and help from others or to affect their decisions.
8. Lack of Managerial Insight: Having insufficient understanding of the motivation of people at work; having leadership values that are out​dated, inhumane or inappropriate.
9. Poor Supervisory Skills: Lacking the practical ability to achieve results through the efforts of others.
10. Low Trainer Capability: Lacking the ability or willingness to help others to grow and expand their capacities.
11. Low Team-Building Capacity: Being unable to help groups or teams to develop and become more effective.
Reference

Woodcock, M. & Francis, D. (1982) The Unblocked Manager: A Practical Guide to Self-development. Aldershot: Gower
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