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LETTER FROM THE FOUNDER

We created BetterManager with the simple goal of helping managers make a positive
difference in the lives of the people with whom they work every day, as well as within the
organizations to which they devote their time and energy.

It quickly became apparent that we needed to understand the skills and behaviors of

great managers. After some research, and exploration of our own extensive experience as
managers, executives and coaches - a lot of it at Google and other tech startups, - we decided
to focus on these 12 behaviors.

Please enjoy!
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INTRODUCTION

WHEN WE WORK WITH YOUR ORGANIZATION ON DEVELOPING
BETTER MANAGERS, WE COACH AND TEACH ON BEHAVIORS. HERE
ARE THE 12 KEY BEHAVIORS THAT WE HAVE IDENTIFIED AND WANT
YOU TO CONSIDER:

A good manager:

1. Is a good coach

2. Understands and leverages each
employee’s unique strengths

3. Does not micromanage but instead
empowers

4. s truly interested in each employee’s

success and well being

Recognizes excellence and praises it

Is productive and results-oriented

Sets clear expectations

Is a good communicator and listens to the

team

9. Helps employees with career
development

10. Has a clear vision and strategy for the
team

11. Has the key technical skills to advise the
team

12. Makes good hires

NGO
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RESEARCH SHOWS THAT THE ABILITY TO COACH IS THE SINGLE
MOST IMPORTANT COMPETENCY OF EFFECTIVE MANAGERS.

WHAT IS COACHING?

Q Coaching is a strategy to empower your team members by helping them develop
strengths, improve skills, increase accountability and, in the end, get better results. By
working with a coach yourself, you can learn how to be a masterful coach.

e As a skilled coach, you can facilitate coaching conversations between you and your
team members focusing on areas for growth, address challenges, create development
plans, perform exercises, and check on progress. Team members look to you to provide
coaching in order to grow as professionals. They will feel motivated and will perform
better if they know you are supporting them.

Coaching is more than giving directions and feedback. It’s a worthwhile investment
of time — particularly if you want your team members to solve their own problems and
become independent critical thinkers. Good managers with strong coaching skills
ask questions, provide feedback and cultivate accountability. The most important job
you have as a manager is to get things done through people. Coaching will help you
develop your employees who can act independently, achieve results and thrive under
your management. They will also be happier at work.
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UNDERSTANDS AND LEVERAGES
EMPLOYEES UNIQUE STRENGTHS

This two-part strategy will help you develop the unique
strengths of each team member.

INVESTIGATE EACH INDIVIDUAL’S TALENTS AND SKILLS

If you create a safe environment, team members can be themselves and show you what
they can accomplish. Encourage them to take self-assessment tests so they understand
their own capabilities.

LOOK FOR OPPORTUNITIES TO LEVERAGE THE ABILITIES THAT
YOU HAVE UNCOVERED

This will empower all the team members to advocate for themselves and take on
projects they feel excited and passionate about. When done effectively, leveraging
the unique strengths of each employee makes work more enjoyable for everyone, and
demonstrates to the entire team that they are appreciated, understood, and valued.

AN EFFECTIVE MANAGER INCREASES LEVERAGE BY CHALLENGING TEAM
MEMBERS TO BUILD THEIR EXISTING SKILLS.

They push for their team to attend training to expand those skills and work with team members
who have complementary talents. Your role as manager is to check that each individual

is engaged, productive and enjoying the chance to demonstrate what they can achieve.
Understanding and utilizing each individual’s talents builds self-confidence, increases productivity,
and improves the overall performance of the team, which supports business results and the
mission of the organization.
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ARE YOU A MICROMANAGER?

(®) Are you part of every team
meeting and every decision?

Do you always take the lead
in email threads, rather than
letting your team members
handle things?

&) Areyou the one who makes
presentations to senior
executives, even though

Don‘t micromanage, but instead your staff could benefit from

empower your employees. opportunities to present?

Do you make statements

Micromanaging, or attempting to control rather than ask questions?

every aspect of your team’s work, creates an
environment of anxiety and gives the impression
that you don’t trust them to do what they were
hired to do. Micromanaging stifles learning and
innovation, breeds resentment and resistance, and
is a waste of human resources.

Do you have more work than
you can handle because you
can’t delegate effectively?

On the other hand, empowering your team @ Do you frequently aSSign
members to complete the work and play lead roles work, then take it back

on certain tasks, sends the message that because it’s not getting done
you have confidence in them. Empowered team the way you want it done?
members are more committed, conscientious,

and loyal, and are more likely to care about and “Do you tell your team
creatively contribute to their teams and the exactly how you want things
organization as a whole. One strategy to avoid done and leave no room for
micromanaging is to practice delegating more them to take initiative?”

often. Decide who is capable of managing a task,

make sure they understand the expectations, and
have the tools to be successful. Assure them they
will have your support and ongoing advice...then

stand back and make trust your default.

San Francisco

657-238-8376
info@bettermanager.us




IS TRULY INTERESTED IN
EACH EMPLOYEE’S SUCCESS &

WELL BEING

NUMBER FOUR




Q BetterManager
12 KEY BEHAVIORS OF EXCEPTIONAL MANAGERS

TEAM MEMBERS WHO FEEL CARED FOR
BY THEIR MANAGERS ARE:

MORE LIKELY
more
: TO STAY AT
productive @ A COMPANY
LONGER

less likely BETTER

FOR THE
work days W orGANIZATION

SO HOW DO YOU SHOW YOU CARE?

Bringing donuts to work only goes so far. You need to take concrete steps to show you
have a genuine interest in the people you work with. For example, dedicate time to getting
to know them and what motivates them. Inquire about their hobbies and families, without
being intrusive. Celebrate birthdays and achievements. As for work, become an advocate
for your employees by supporting their ideas and bringing them forward to higher levels

in the organization. Stay connected with them through regular face-to-face meetings and
be available for online chats. Be transparent about your own goals and motivations, and
create opportunities for friendly exchanges. When your team members perceive that you
care about their success and personal well-being, they are more likely to be productive and
go the extra mile for you. Knowing they are cared for gives everyone a sense of well-being,
which is an essential performance driver.
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GOOD MANAGERS CONSISTENTLY RECOGNIZE AND
ACKNOWLEDGE TEAM MEMBERS.

©

©

Recognizing excellence is the most effective way to engage, motivate, and retain
employees. But don’t confuse it with monetary rewards or other incentives. Praise from
managers and peers consistently ranks higher than salary on employee engagement
surveys.

Recognition also hits a physiological sweet spot by triggering the release of dopamine,
a neuro-transmitter. Dopamine tells our brain, “We’ve done something good,” and
helps us to remember it, and encourages us to do it again. And while a regular flow
of dopamine contributes to learning and positive performance, a lack of it leads

to frustration and anxiety. So, it helps if managers know how to provide reqular
recognition.

Our advice is to know your team members so that you can be specific in recognizing
their contributions. Be spontaneous in applauding small successes as they happen, in
addition to announcing major achievements at big meetings. Don’t forget to provide
some kind of recognition for all employees, not just the stars, and arrange for team
members to explain what they have done in a group setting so that everyone can
learn from the process. If you are generous in your praise and honestly appreciative
of everyone’s efforts, there will be good feelings all around, and you will be one of the
beneficiaries.
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RESULTS ORIENTED AND PRODUCTIVE

WHAT ARE THE SIGNS THAT A MANAGER IS PRODUCTIVE?

One key indicator of productivity is the way in which meetings are run and the action that results
from them. Your meetings are a window into your overall effectiveness and your interpretation of
your role. Start by circulating an agenda ahead of the meeting to get input from your team. In the
meetings, stick to the agenda and keep track of time. Be inclusive, so that that all the people at the
table (and online virtual attendees) have a chance to contribute.

Above all, make sure that an action plan comes out of the meeting with SMART tasks that are:

SPECIFIC
MANAGEABLE
AGHIEVABLE
REALISTIC
TIME-BASED

Then follow up.

Distribute the minutes from the meetings, detailing action steps and assignments. Talk to the team
members who have tasks assigned to ensure they understand the scope of the work and have the
tools that they need. Give deadlines for progress reports, but make it clear that your door is always
open for project leaders who run into barriers that threaten those deadlines. Your goal is to help
your team achieve successful results. Those successes will also reflect well on you, and they will
contribute to your reputation as a results-oriented manager.
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SETS GLEAR EXPECTATIONS

Clear expectations improve performance, engagement, and accountability. 50% of employees

are not sure what is expected of them, and are left guessing, resulting in low engagement and
wasted resources. Team members need to understand your expectations related to their role,

the goals, and the metrics used to measure success. Clarity should be the outcome of a dialogue,
resulting in team members committing to a set of deliverables within an agreed-upon timeframe.
Ongoing conversations ensure that everyone stays on track. Here are the three main steps that we
recommend to avoid misunderstandings:

SET CLEAR EXPECTATIONS AND GOALS

Be clear about the “what and why”, and coach team members in identifying the “how”.
Require specifics and aim for mutual agreement.

AGREE ON TIMEFRAMES AND SCHEDULE REGULAR STATUS
UPDATES

Use status updates to check progress, provide feedback and support, and stay on track.

BE ACCESSIBLE TO SUPPORT AND COACH TEAM MEMBERS AS
NEEDED

Create a safe environment where team members feel comfortable approaching you.

And a final question: Have you set clear goals and expectations for yourself? Employees
will know if you are unfocused, not sure of your own direction, or unclear about why you are in a
management role. Communicate through your actions that you know exactly what you expect of
yourself as well as the team, and everyone will follow.
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GOOD MANAGERS CONSISTENTLY RECOGNIZE AND
ACKNOWLEDGE TEAM MEMBERS.

It’s important for managers to communicate clearly and effectively, and for team
members to feel heard and understood. Poor communication raises barriers,
causes mistrust, fuels politicking, is counterproductive, and can lead to costly
mistakes. In contrast, teams that communicate clearly complete projects faster
and more efficiently. Effective communication ensures that team members
understand the goals and objectives, and their roles in achieving what needs to
be done. Think about the fact that communication is comprised of at least five
elements:

A sender who has a goal for communicating

A message that is clear and purposeful

A medium for sending the message, in person or electronically

A receiver who is open to the message and ready to interpret it and
respond.

A feedback loop that tells the sender that the message was received and
understood.

If communication breaks down, analyze the process to discover the point at which
problems arose. Frequently, “noise” interferes with communication, including
distractions that might prevent you from listening attentively. Also, the culture of
the organization might not favor the transparency that encourages team members
to talk to a manager. If you show you are available for questions, listen actively,
and give feedback in a respectful way, you will gain the reputation of being a good
communicator.
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HELPS EMPLOYEES WITH CAREER DEVELOPMENT

A mutually agreed upon development plan for employees is crucial to the manager/employee
relationship, and leads to better business results.

A development plan helps employees to:

. KNOW WHAT IS EXPECTED OF THEM

. SEE WHAT THEY DO WELL, AND SEE WHERE THEY CAN
GROW THEIR SKILLSET

. CREATE VISION AND NEXT STEPS FOR THEIR CAREER

Your HR department may have a process and timeline for creating career goals and performance
metrics, and that’s a good place to start. However, make sure that you involve the employee in
the process by focusing on opportunities which demonstrate strengths. Meet regularly to monitor
that career goals are being met and to ensure that you are doing everything you can to help the
individual succeed. Keep in mind, too, that you may be grooming a future manager, so you may
become future colleagues. In that case, you will be a role model in helping the new manager to
build and lead a team, communicate effectively, and deal with all the leadership issues that will
arise. Your own career path may include managing a team of managers, and the development and
growth that you want to foster in other workers need attention in your life too.
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HAS A CLEAR VISION & STRATEGY

FOR THE TEAM

YOUR TEAM MEMBERS NEED TO UNDERSTAND THE VISION, PURPOSE
AND STRATEGY OF THE TEAM. THEY WANT TO KNOW THAT THE
TEAM MATTERS AND WILL AFFECT THE COMPANY’S SUCCESS.

Here are two approaches to fostering the vision that will inform strategies:

Schedule

that focus on values, culture,

team meetings

roles and working norms. From those
conversations, develop a shared vision
that the entire team can buy into, and
document it so that you can refer to it

often.

A vision should never be cast in
stone. It needs to be reviewed
periodically and changes made as the
team grows and changes. Regular team
and one-on-one conversations can be
used to reflect on whether the vision is
still valid, or whether new elements need

to be integrated.

Strategies will grow from the shared vision. We regularly remind managers that they
need to view the effectiveness of their strategies from two perspectives: from the
dance floor and from the balcony. We use this metaphor to point out that when you
are in the middle of things and part of the action you may lose perspective. Stepping
away and finding a vantage point that’s removed from the action will give you a
high-level view of what’s happening. If things are going well, there will be a good

beat and lots of rhythm!

www.BetterManager.us
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HAS THE KEY TECHNIGAL SKILLS T0
ADVISE THE TEAM

Technical skills give a workforce the know-how and capability to complete
tasks related to engineering, science, mathematics or computer technology.
But do managers need to possess those skills too? Perhaps. But the level

of technical skills depends on the core business of your organization. Let’s
consider three management scenarios and the technical skills needed for
each.

so you are skilled in the technical aspects of the workplace. However, you are now
leading a warehousing department that’s not directly connected to the day-to-day
production. The challenge for you is to stay current with your knowledge of production,
in order to advise your team on proper warehousing techniques.

1 You’ve worked up the corporate ladder to a management position in a production plant

The position you hold is in technical leadership. You manage a team of engineers in a
2 company that is designing and building aircraft. The engineers all have advanced degrees
and years of experience. It’s essential for you to have professional engineering skills and
qualifications so that you can earn the respect of your team.

You are managing millennials in a hi-tech start-up company. Your team lacks work

3 experience but, as digital natives, they have grown up with code. It’s important for you
to know the computer languages they use. You also need to translate the work of your
crew into language that the senior managers can understand, which is a special skill of
its own! It is especially important to create a safe environment where team members feel
comfortable approaching you.

You may see yourself in one of these scenarios, or perhaps your situation is completely
different. The point, though, is that nearly all positions in the modern workplace are
connected to technology, and every manager must have the technical skills required
to earn the respect of team members.
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A GREAT MANAGER MAKES GOOD HIRES

GETTING THINGS DONE THROUGH OTHERS IS THE MAIN RESPONSIBILITY OF
ANY MANAGER. HAVING THE RIGHT PEOPLE ON YOUR TEAM IS THE KEY TO
SUCCESS.

Ensuring your team has the necessary talent, experience, skills, and knowledge all begins with
hiring. The more disciplined and mindful you are in your selection process, the more likely you
are to get the right-fit personnel. This will help you to avoid the type of mistakes made when
hiring decisions are based solely on personality or gut feelings.

Here are four steps to successful hiring:

BE PREPARED

Identify the most important

skills, knowledge, experience, and Ask behavior-oriented, open-ended
competencies you need in your new hire. questions that focus on what the

Work with HR to prepare a job posting, candidate has done. Allow the

and set up a screening process. Make interviewee ample time to respond

SR R T e REET RN CHNTE G LGR  and listen respectfully to the answers.
agrees on the interview questions. Take notes and end the interview by
explaining when you will be making your
hiring decisions.

CREATE AN ONBOARDING
PROCESS

Set clear expectations, design your
Make your decision based on input from relationship, and spend time making the
all members of the interview team, and first few weeks a positive experience.
focus on qualifications not experience. Arrange for a seasoned member of your
Check references and make an offer. team to be a liaison person so that your
new employee develops good habits early
on. We don’t always know the unwritten

rules in a new organization until we
break them, but an effective onboarding
process can cut down on breakages!
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TESTIMONIALS

Coaching is one of the hardest crafts to master. The individual
sessions provided me with a great framework for working with my
team. This program definitely helped me become a stronger coach
and manager.”

‘ ‘ BetterManager took my team building skills to the next level! People are
engaged, productivity is boosted, and I am confident about facing future
challenges.”

Michal NOWAK

e Sma rtRecru ite rS www.smartrecruiters.com

I worked with Bettermanager through a time of growth and
transition of our team in a dynamic, start-up situation. The
experience, skill, and resource of the Bettermanager team helped
me move from complexity to greater clarity in how I see myself as
a leader, how I work with the members of our team and the team
itself, and how I build partnerships in the organization around

b
me.
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Contact Us Now

Stephane Panier
CEO & Founder
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info@bettermanager.us

www.bettermanager.us

Connect With Us

/BetterManager.us
/BetterManagerUS

/BetterManager

READY T0 IMPROVE YOUR
MANAGEMENT PERFORMANCE?

WE HOPE YOU ENJOYED OUR BOOK ON THE
12 BEHAVIORS THAT MAKE A MANAGER
EXCEPTIONAL AT THEIR JOB.

We created BetterManager with the simple goal of helping
managers make a positive difference in the lives of the
people with whom they work every day, as well as within the
organizations to which they devote their time and energy.

Through our programs we improve a manager’s skills, and
hence raise team productivity, employee engagement, and
reduce churn.

We are excited to get started improving your team’s
performance!
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MEET THE AUTHORS

Stephane Panier, founder of BetterManager, has 20+

years of management experience across the USA,

Europe and Asia; in plant operations, management
consulting and technology. Panier has held executive
roles at Google, GoodData and Inkling (VC backed
start-ups). He recieved an MBA from Harvard
Business School and an MME Arts et Metiers Paris
Tech.

Wendy Hanson, co-founder of BetterManager has
over 18 years of executive coaching experience and
20 years of management experience. She coached for
Google from 2001-2008 and is the author of “The
Sassy Ladies’ Toolkit for Start-Up Businesses”. She
recieved an M.Ed in Organization and Management
and is a Certified Co-Active Coach as well as a
Certified StrengthFinders Coach.

Will Corley, co-founder of BetterManager has
over18 years of executive coaching and 12 years of
management experience. Corley was a coach for
Google from 2001-2008. He specializes in change
management. He obtained a doctorate in Psychology
and is a Certified Co-Active Coach.
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