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When it comes to managing people, the majority of any managers job, regardless of level, is
the same because we're all human. But, as you move up in the hierarchy, it's important to
distinguish the nuances of managing managers instead of individual contributors. 

Thisguide includes an infographic that helps articulate the differences between a manager
and senior manager along with support to shift your mindset into one of a senior manager,
tips for holding skip-level meetings, and recommendations for topics for check-ins with
your managers.

Be a MODERN MANAGER with a thriving team.
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As a manager, you were likely responsible for a blend of overseeing the work as well as
doing the work yourself. As a senior manager, one of the most challenging shifts is a mental 

SENIOR MANAGER MINDSET

NAVIGATING THE EMOTIONS

one: It's time to let go of doing the work. Not only
are you no longer doing the work, but you may not
even be overseeing those who do the work. This
can come with a variety of emotions. Ffor example:

Loss: I loved doing the work. I'm sad I wont get to
do it any longer. I already miss doing the work.

Fear: I was good at doing the work. What if I'm not
good at this new role? I was respected for how
well I performed the work. What if people stop
respecting me because they don't see that I know
what I'm talking about? 
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"The most important thing
you can do as a senior

manager is cultivate your
managers to be great

managers themselves."
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Confusion: If I'm not doing the work, what am I doing? How am I supposed to make sure
the work is done right if I'm so far away from it?

Frustration: I don't like sitting in meetings all day. I have more to offer than that.

Relief: Finally I get to influence the big picture. It will be so nice to be out of the details of
the work.

Excitement: This is a new challenge that I'm ready for. I love managing people and can't
wait to do more if it. 

Keep a reduced amount of the work for yourself e.g. work with 1 client directly, take the
lead on one major initiative each year. 
Structure an enrichment process where you get to weigh in periodically. This might look
like helping to shape the goals and strategies early on and then reviewing work at
critical milestones. 
Establish collaborative working sessions with the people doing the work to collaborate
along side them. (Don't do the work for them, but rather partner with them.)
Consider yourself a mentor who is cultivating the talent of others e.g. share your
wisdom with your manager so they can up their game, look for teach moments where
you can pass along insights that explain rather than fix.

To help you get into the optimal mindset as a senior manager, it helps to think of your role
as a shift from "doing and deciding" to "coaching and catching". This means that you are
empowering your managers to get the work done while you're there to guide them and
ensure nothing major goes wrong. 

If you love doing the work or find yourself driven by fear, you may want to micromanage.
Instead of getting into all the details or overstepping your role, you can stay close to the
work in a few different ways. Consider which makes the most sense to your role:
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FROM DOING + DECIDING TO COACHING + CATCHING

LEVEL UP YOUR MANAGEMENT

As you embrace your role as a senior manager, consider which of the behavior and mindset
shifts you need to make.
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MANAGER SENIOR MANAGER

Translate goals into the work to be done. Shape the big picture vision, goals and
strategies.

Connect dots, share information, and
coordinate work across teams.

Hold people accountable, share your
learnings, and ensure quality.

Cultivate each person to grow their
skills and achieve their potential.

Cultivate each manager to be an
effective manager.

FOCUS AT THE RIGHT LEVEL

ADD VALUE TO THE WORK

DEVELOP YOUR PEOPLE

MANAGERS AT ALL LEVELS...

Provide the right
autonomy.

Build a healthy,
inclusive culture.

Help remove
roadblocks.

Share feedback,
praise and gratitude.

Partner with your
team members.

Oversee, and sometimes, do the work. Clarify guidelines, responsibilities and
communication norms.

ESTABLISH ACCOUNTABILITIES

Get to know your team members as full
people.

Build relationships with your team and
their direct reports.

DEVELOP RELATIONSHIPS
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CULTIVATE YOUR MANAGERS

As a senior manager, one of your most important responsibilities is to cultivate the
managers who report to you to become great managers themselves. This means you'll
spend a large portion of your time meeting with, supporting, and role modeling for your
managers. 

Treat your manager like a partner. Ask for their input, include them in decision-making,
and always treat them with respect.

The more you are able to role model what effective management looks like, the easier it will
be to cultivate similar behaviors in your managers. Take a moment to reflect on when/how
you can do the following:

ROLE MODEL

In order to best help your manager support their people, it helps if you know those
individuals. While it's important to maintain boundaries, having a direct relationship with
each person will give you insight into who they are, what they care about, and how to guide
your manager when working with this person.

There are a three common ways to develop these relationships: enrichment meetings, skip-
level meetings, work social events, 

GET TO KNOW YOUR MANAGER'S DIRECT REPORTS
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Talk about your values and expectations.
Share what is important to you and
connect these values to your behavior and
your expectations.
Give straightforward, constructive
feedback and share praise and gratitude. 
Whenever possible, show your manager's
direct reports that you trust and respect
their manager by asking for their input,
giving them credit or praise, and always
treating them respectfully in front of their
direct reports.

"As a senior manager, spend as
much time supporting your
people as you do thinking

about the work being done."
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CHECK-INS 
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How is your manager doing? Any positive or constructive feedback to share?
How are you doing? What would make your experience here even better?
What are you interested in for the future? What opportunities are you looking for? What
skills do you want to develop? What are your career goals?

Enrichment Meetings
One way you can get direct experience working with your manager's direct reports is to
occasionally join their meetings. Update meetings and presentations are not ideal settings
because your opportunity to work with the people is limited. Often there is pressure to
perform or 'get it right' when presenting to senior management. Instead, attend
collaborative working sessions, strategy or problem solving meetings, or any other meeting
in which you are there to do the work together. 

Skip-level Meetings
Hold one-on-one meetings with each of your managers' direct reports. During these
meetings, ask questions on the following topics:

Skip level meetings can happen as often as every month or as infrequently as twice per
year. The frequency depends on how many people you'd need to meet with and how often
you have opportunities to connect with them in enrichment meetings or social settings.

Social Events
Spending time with co-workers at social events such a team retreats, shared meals,
celebrations or after-work activities is a great way to get to know people in a casual, low
pressure setting. Just remember that to them, you're still a senior manager. Its generally
wise to attend only part of the event so the team can more fully relax and bond without your
presence. 

How are your people doing? Who is struggling? Who is shining? How can I help you
support your people?
What's challenging you? What's keeping you up at night?

During check-ins with you managers, focus on both the work they are responsible for as
well as the people they are managing. In addition to your standard check-in topics, include
the following in your conversations:


