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Introduction 
As we evolve in our career, our roles and responsibilities keep changing. Sometimes, these changes are gradual and at other times they happen somewhat suddenly. The authors have given a very detailed and incisive account of the stages  through which people move in their careers from an entry level role to the corner office. There are 6 generic managerial roles which the authors have identified:

· Manager of others
· Manager of managers
· Functional manager
· Business manager
· Group manager
· Enterprise manager

Each role is somewhat different from the others in terms of:

· The skills needed
· The timeframe within which tasks have to be accomplished and how the time is to be used
· The values, i.e., what activities are important and should be given top priority

Problems in the pipeline
Too often, leaders do not do the role which is expected of them.  Thus managers of others may spend too much time trying to do things themselves. Managers of managers may spend a lot of time monitoring deliverables instead of developing people capabilities. Functional managers may not spend enough time collaborating with others to get a holistic view of business strategy. Business managers may continue to work like functional managers, i.e., marketing managers or operations managers and not spend enough time integrating the functions. Group managers may be too much wedded to the business where they cut their teeth and not spend enough time viewing the different businesses as a portfolio. Enterprise managers may be happy achieving quarterly and yearly targets and not spend enough time taking a much longer term view and sensing the shifts in the larger environment. 

It would not be an exaggeration to say that managers typically continue to play the role they should have left behind. Often the problem is not so much about acquiring the skills required in the new role but the mindset change needed to accept that a new way of functioning is indeed important from an organizational standpoint.

Both companies and individuals must proactively identify the gaps that stand in the way of doing well in the next role. Both on-the-job and off-the-job training mechanisms can be used to address these gaps. Whatever be the approach, companies must take steps to ensure that a manager’s 

	Stage
	Skills
	Time frame
	Values

	Managing Self
	· Technical 
· Individual contribution
	· Short time frame
· Typically days or weeks
	· Punctuality 
· Quality
· Reliability
· Professional behaviour

	Managing others
	· Planning
· Delegating
· Coaching
· Motivating
· Performance management
	· Longer time frame
· Typically weeks or months
	· Planning,
· Spending time with others
· Coaching

	Managing managers
	· Selecting the next line of leaders.
· Coaching the first line of leaders on people skills
· 
	· Even longer time frame 
· Typically months or quarters
	· Talent Management,  
· Cross functional issues

	Functional manager
	· Collaboration
· Managing and allocating resources

· Understanding the entire function thoroughly
	· Broader long term perspective

· Typically quarters / one year
	· Taking part in business meetings
· Innovation, 
· Pushing the functional envelope
· Building future capabilities
· 

	Business manager
	· Integrating functions
· P&L management
· Cross functional communication
	· Long term
· At least one year
	· Making trade offs between future goals and current needs
· Building a good staff function

	Group manager
	· Capital allocation
· Development of business managers
· Building core capabilities
· Stakeholder management
	· Long term  
· Typically more than a year
	· Mastering complexity
· Dealing with unstructured and fluid situations
· Thinking about all the businesses

	Enterprise manager
	· Long term visionary thinking
· Monitoring short term performance with a few key metrics
· Identifying 3-4 key initiatives with high leverage each year
	· Long term
· Typically running into 3-5 years or more
	· Balance between long term and short term
· Sensing external shifts. 
· Playing the role of industry champion



readiness for the next role should be linked to various parameters and not merely performance in the current role.  Unfortunately, in many companies, such decisions are still based largely on past performance, personal connections and personal preferences. Another point to note is that companies must rotate their key talent through jobs that involve application of new skills/values rather than duplication of the same skills. Using the leadership pipeline will reduce the dependence on stars and make the process of leadership development more systematic and structured.

Challenges during each transition
The following is a brief account of the challenges involved during each transition.

Manager of others
First time managers must get the work done through others. But they fail to “get this” often. These manager s  tend to overpower their direct reports with their expertise. The tendency to prove that “I know more than you” is strong. In some cases, they do delegate the work but are upset by the poor quality of the output. In other cases, they delegate and get the work done but find the time spent on coaching and bringing people upto speed, substantial. In short, making the shift from individual contributor to first time managers is quite demanding. 

Ofcourse, the other extreme of getting the work done through team members without understanding what is going on, is also not desirable. Especially in the IT industry, we have many young managers who are completely out of touch with technology and as a result fail to engage with their direct reports effectively. 

In others words, at this stage of the pipeline, people must be able to strike the right balance between being knowledgeable about the work that is done by the team and micro management.

Manager of Managers
Here the major focus should be on how to develop and empower first line managers. Managers of managers must be exceptionally good at selecting and training capable first line managers and at the same time setting stretch targets and getting the work done by them. While selecting their direct reports,  managers  of managers must resist the natural temptation to go by technical competencies. Instead, they must consider factors such as the individual’s willingness to lead, communication skills, planning and organizing abilities and ability to handle pressure. 

Managers of managers should be excellent coaches. This means they should be good at raising  the right questions. Instead of asking whether the project will be completed on time, they must ask whether the team has enough capabilities to execute the project. Instead of asking whether quality standards will be adhered to, they must ask whether people in the team understand the importance of quality.  Managers of managers must also be careful  not fall into an identity crisis.  A problem they face is that they are neither hands on involved in the job nor are they senior enough to take part in strategy formulation activities. 

Functional Managers
Functional managers must be able to view the function from multiple perspectives.  They must be able to understand how the function supports business objectives. They must also streamline the function so that different parts of the function are working together cohesively. Functional managers must also be good at collaborating with other functions. They must avoid the blame game which is quite common when things go wrong and and be willing to share credit with other functions when things go right. Functional managers must be able to build a network of relationships that cut across functions and take a much longer term view than they have been used to taking so far. They must always keep asking how they must build the function so that it generates a sustainable competitive advantage for the organization. In this role, managers will have to spend some time interacting with customers, vendors and industry analysts. As these managers will be trying to understand and grapple with areas which are relatively new, listening skills will become important.

Business Managers
Business managers are responsible for both marketing and operations. They have to learn to move to  a higher level of thinking as they try to grapple with complex issues. How are we going to grow? Will the returns exceed the cost of capital? Can the profits be sustained in the long run? Business managers have to be far more externally focused than functional managers. These include customers, competitors, demographics, macroeconomic drivers, and governments/regulatory authorities. These managers must avoid functional prejudice, i.e., too much emotional attachment to the function in which they have grown through the ranks. The position of business manager has high visibility. Senior management will be watching closely to understand how the person is performing. So the pressure to deliver is high.  Without adequate preparation and mentoring, there is always a possibility that things might go wrong. 

Group Managers
Group  managers  must select and groom business managers. The delegation here involves not tasks or activities but entire business entities!  Group managers must resist the temptation to micro manage individual businesses and thereby step on the toes of business managers. Also, group managers must learn how to manage a portfolio of businesses and how they are related to the larger interests of the organization. The goal at this level is no longer to grow one’s own business but it is to create the right mix of investments in a number of businesses. Resource allocation across businesses is a huge issue at this stage of leadership pipeline. Some businesses will be question marks (low profitability, high growth), others will be cash cows (high profitability, low growth) and a few will be stars (high profitability, high growth). So a one size fits all approach might not work.

Enterprise Managers
The Enterprise manager is usually the CEO. As a CEO, the challenge is to manage the enterprise in its totality. CEOs are responsible to multiple stakeholders – boards, financial analysts, employees, shareholders, alliance partners, local communities, etc. All these stakeholders are constantly evaluating the CEO. Because decisions at this level are strategic and far reaching, there is less scope for making errors at this level.  Enterprise  managers must deliver consistent and predictable top line and bottom line results. They must be able to set the direction for the enterprise. Even as they inspire people and promote the right values, enterprise managers must also be good at execution. They must get used to the idea of focusing on just 3 -4 key objectives.  There is always the danger that the enterprise managers will become isolated from large parts of the organization. So they must be able to interact with large groups of people and develop the skill to raise important questions and listen intently to what people have to say in response. The successful enterprise managers typically have a wealth of experience –  at least one international assignment, managing large P&L accounts, growing key businesses, managing a start up business and exposure to a staff function.  Executive coaching can help a potential enterprise manager to work on development needs in a focused way. 

Conclusion 
People who want to know more about the leadership line and use it to their advantage to facilitate leadership development, talent management and succession planning are well advised to read the full book.  This book summary only gives a  broad  flavour and some of the key themes covered in the book. 
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