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#1: A traditional manager thinks about himself. A modern manager thinks
about his team.

The role of a manager has changed over the past century. So what makes for a great
manager in today's work environment?
 
This guide contains 7 mindsets of a modern manager, along with questions for reflections
and suggest behaviors for each.

Be a MODERN MANAGER with a thriving team.
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EPISODE 100

A traditional manager prioritizes what will make him look best to his boss, what will be most
advantageous to his timeline, or how he will benefit. A modern manager looks past their
first instinct and considers what’s best for their team as individuals and as a whole. He
embodies the phrase, “there is no ‘I’ in team.”

When was a time when I chose to do what was best for myself, even if it wasn't the best
for my team members? Why did I make that choice? How do I feel about it now? Would I
make it the same way again? Why / why not?
When was a time I prioritized my team / team member over my own needs? Why did I
make that choice? How do I feel about it now? Would I make it the same way again?
Why / why not?
What is hard about thinking about the impact on my team when considering options or
making decisions? 
What would I lose / gain by including my team in the decision-making process? 
When is it appropriate for me to be selfish? When is it appropriate for me to be selfless?

 

QUESTIONS FOR REFLECTION

episode guide



The self-preservation instinct
is real, but a modern

manager looks past their
selfish first instinct and

considers what’s best for
their team.

SUGGESTED BEHAVIORS

Recognize your first instincts and question whether you've adequately considered the
needs and impact of this decision or behavior on your team / team members.
Asks for input and actively listen. When you make a choice that doesn't align with team
member input, explain your rationale to them.
Respect team member's time outside of work as "off the job".  Set clear expectations for
availability and email / chat response times for team members during evenings and
weekends. 
Hold monthly one-on-ones with each team member. Do not let a busy schedule put off
these meetings.
Do not ask your team members to do things you are unwilling to do yourself.

#2: A traditional manager solves problems. A modern manager helps others
solve their own problems.

A traditional manager thrives on feeling needed by her team. She might complain, but is often
found running around putting out fires and saving the day. A modern manager views her role
as coach, providing guidance that enables others to do things for themselves.

Do I enjoy feeling needed by my team? How else can
I satisfy those feelings?
What training, support, or processes might help my
team members reduce their reliance on me?
The next time a team member brings me a problem,
how will I respond differently?

 
 

QUESTIONS FOR REFLECTION

Be a MODERN MANAGER with a thriving team.

How much of my time is spent fixing problems or mistakes by other people? How else
might I approach those situations that build the capability or empowers others to address
them?
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SUGGESTED BEHAVIORS

When a team member brings you a problem, start by asking what ideas they have for
how to solve it.
Provide advice and guidance rather than taking over the situation or doing the work
yourself. Talk (or walk) through how they will address the situation or complete the task.
Before delegating work, write down what success looks like, any information the person
will need, and how decisions should be handled. Share this information with your team
member to help align on expectations. 
Use a decision-making model such as RAPIDS (see episode 88) to clarify what roles you
and your team members will have when making various decisions.
When a team member is struggling, ask them, "What is going on that is making this
difficult?" Seek to uncover whether its a skill issue, training issue, process issue or
systems issue.

#3: A traditional manager focuses on performance. A modern manager
focuses on growth.

Achieving performance targets is important to any manager, but a modern manager puts
equal emphasis on how his team members are developing. He knows that an investment in a
person's capabilities can pay off exponentially.

QUESTIONS FOR REFLECTION

Be a MODERN MANAGER with a thriving team.

When was the last time I spoke with each of my team members about their career and
professional development goals?
What opportunities for growth do I see for each of my team members?
How do we talk about failure as a team? Have I made it safe to try things? 
Do we have a practice of reflection? If not, how might we begin to gathering learnings
from what works and what doesn't?
Does my company provide a professional development budget? If yes, am I using it?
Does my company provide other kinds of learning or skill building opportunities?
What opportunities could I provide to each team member to help them gain practice and
experience?
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SUGGESTED BEHAVIORS

Establish growth goals alongside performance goals for each of your team members.
Check in on these goals during one-on-ones. Co-create plans for how the team member
will approach their learning.
Talk with each team member about their career aspirations and professional
development interests. Look for opportunities that will allow them to gain the experience,
knowledge or skills to advance. 
Encourage experimentation by making it safe to fail in small ways. Reward learning what
doesn't work as well as learning what does.
Hold regular after action review (post-mortem / plus-delta) meetings to collectively
reflect on what happened and what the team learned. 
Assign stretch goals that push the boundaries of people's comfort zone. Be sure to
support them by helping them think through ideas, enhance plans, cheering them on,
coaching or advising, etc.

#4: A traditional manager designs the sand castle. A modern manager
builds the sandbox.

Gone are the days of command and control leadership. A modern manager sets the vision and
establishes boundaries, but provides autonomy for team members to do their work.

QUESTIONS FOR REFLECTION

Be a MODERN MANAGER with a thriving team.

Do you have a tendency to be overly hands
on? Would some say you (occasionally)
micromanage?
Do you have a tendency to be overly hands
off? Do you allow for too much ambiguity?
What makes you uncomfortable about
being more hands off / hands on? How
might you address these concerns?
How might you provide greater autonomy
for each of your team members (see
episode 5)?
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A modern manager is
intentional about how they

show up. They’re thoughtful
about balancing what is

rational with what is best for
humans, not letting either

tendency take over.



SUGGESTED BEHAVIORS

Share both 'what' needs to be done and 'why' it matters. Help your team member see the   
bigger picture and put work in context.
Establish clear roles for action and decision-making.
Set regular check-in points to ensure ongoing alignment. Think of these as anchors that
keep the boat from drifting off course.
Focus on ensuring understanding of what success looks like rather than how the work
needs to be done.
Talk with each team member about how they work best. Some may prefer a wide open
assignment while others may prefer highly specific information. 
Give credit to team members when they do great work without you.

#5: A traditional manager does their job. A modern manager does what’s
needed.

A traditional manager does only what's necessary to get the job done. A modern manager
steps up when he is needed, goes outside his comfort zone, and makes difficult but necessary
decisions.

QUESTIONS FOR REFLECTION

Be a MODERN MANAGER with a thriving team.

When have you done what needed to be done, even if it was difficult? What was hard
about that? How do you feel now that it's over?
How have you shows strength and vulnerability as a manager? Which might you or the
team benefit from you doing more of? 
When have you taken risks or acted boldly? Why did you choose to act that way? Would
you make the same choice again? Why / why not?
Is there a team member who is toxic in your culture or a chronic under-performer? Might
now be the right time to discuss this person's behavior and future?
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SUGGESTED BEHAVIORS

Advocate on behalf of your team to get the resources, attention, etc you need to
succeed.
Give feedback regularly - both positive and critical - to help people learn.
Be honest and transparent with your team members even when sharing difficult news.
Recognize your own limits as a human and as a leader. Ask for help when you need it.
Apologize when you make a mistake. Own your decisions, even when they turned out to
be wrong or have unintended consequences. 



SUGGESTED BEHAVIORS

Articulate your career aspirations. Identify what you might do in the short term to move
you one step closer.
Talk with your manager about your career aspirations. Request that they look for ways to
support your professional development through work opportunities.
Set growth goals for yourself. Create a plan to support your learning. Find an
accountability partner if needed.
Set boundaries for your "on" hours. Then turn off / log off when outside those hours.
Get plenty of sleep each night, eat a healthy diet, and exercise at least 3 times per week.
Ask for feedback from your team members. Do an anonymous survey or ask for advice
on how you might improve something specific such as how you lead team meetings. 

#6: A traditional manager invests in her career. A modern manager invests
in herself.

A traditional manager often finds himself stuck in the rat race. A modern manager thinks
holistically about what he needs to perform his best now and in the future.

QUESTIONS FOR REFLECTION

Be a MODERN MANAGER with a thriving team.

Are you taking advantage of the health and wellness benefits offered by your organization?
(vacation days, gym membership discount, etc)
How are your role modeling a healthy work-life balance for your team members?
What are you doing to rejuvenate yourself regularly? (sleep, time with friends, a hobby, etc)
What skills, knowledge, experience or competencies do you need to build to advance your
career? How are you investing in gaining those?
What might you do differently to help you find greater fulfillment or satisfaction in your job
or life right now?
When was the last time you asked your team members for feedback on your management
capabilities?
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#7: A traditional manager runs on autopilot. A modern manager acts
intentionally with logic and love.

A traditional manager gets lost in the day to day activities of meetings, project plans, email and
task lists. She often reacts rather than responds to emergent or stressful situations. A modern
manager is thoughtful about how she shows up each day. She does her best to integrate
thinking and feeling, striving to balance what is rational with what is best for people.



SUGGESTED BEHAVIORS

Write down a 'review' of yourself as if you were a third party observer. What would
someone say about your management style and behaviors?
Talk with each of your team members on a regular basis about non-work items. Invest in
these relationships.
Show appreciation regularly. Consider adding a weekly reminder to offer gratitude to at
least one person. (See episodes 9 and 99)
When you find yourself emotionally charged, take a moment to breathe. If needed,
excuse yourself in order to avoid doing or saying something regrettable. 
Let your team members know your stress signals and what they should do if they notice
you're stressed.
Consider what feels best for you, for your team, and for the organization when making
decisions. Balance your emotional instincts with data.

QUESTIONS FOR REFLECTION

Be a MODERN MANAGER with a thriving team.

When have you let your emotions take over in a work context? How do you feel looking
back on it now?
When have you let your logical side take over in a work context? How do you feel looking
back on it now?
What values guide how you show up as a manager? What is important to you? 
What bad habits do you have at work? How are these inhibiting you?
What good habits do you have at work? How might you leverage these to build additional
good habits? 
How have you invested in the relationships with each of your team members? How have
you fostered a healthy team culture? How might you?
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If you focus only on goals,
timelines and budgets, you
may quickly discover your

team members are burning
out or losing motivation.


