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The secret to winning 
is constant, consistent 

management.
T o m  L a n d r y
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PREFACE
Effective, high-quality management is key to organizational success. 

No matter what your industry, your organization needs to have skilled 

managers in place to be the best it can be. But managers don’t just 

appear out of nowhere, equipped with the skills to succeed. Managers 

need to be developed. And while your organization is likely to do a mix 

of external hiring and internal promotion, taking the time to develop new 

managers from within the organization is a worthwhile time investment. 

There are several strategies that can help you develop new managers, 

which ensures not just the success of individual employees but of the 

organization as a whole.



I think the best  
training a top manager 

can be engaged in is 
managing by example.

C a r l o s  G h o s n
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C H A P T E R  O N E

MANAGERS ARE  
MADE, NOT BORN
While it may seem that management skills come naturally to some 

people, in reality management is a set of skills which can be learned. 

Perhaps the most important part of developing new managers is giving 

them opportunities to develop key management skills, empowering them 

to take charge of their professional development, and providing chances 

for them to apply what they have learned. Developing new managers is 

a continuous process.

MANAGERS MUST BE DEVELOPED

Asking an employee to make the transition from a non-managerial role to 

a managerial one without taking the time to develop him or her is a recipe 

for failure. When new managers struggle, it is more often than not a result 

of underdevelopment, not lack of talent or potential. While some skills 

may come more easily to some people than others, managers must be 

developed. Even the most talented employee won’t be successful if he 

or she is expected to jump into a managerial role unprepared. And new 

manager development has to start long before an employee is poised to 

step into a new job! Having a process in place to develop new managers 
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and support them as they transition into their new roles ensures not only 

the success of individual managers, but of your organization as a whole.

MANAGEMENT SKILLS CAN BE LEARNED

Successful management requires a complex, interconnected set of 

skills – time management, people management, interpersonal skills, and 

any industry-specific skills needed. It may seem that a good manager 

just knows what to do in any given situation. But like all other skills, 

management skills can be learned. Taking the time to get a strong sense 

of what skills a manager needs to be successful at your organization 

can help you develop new managers as they come up through the ranks 

and transition into managerial roles. Knowing what skills are essential 

for successful management can also help you better plan professional 

development for employees with managerial aspirations, as well as 

evaluate the performance of those already in managerial roles.

Placing the emphasis on the fact that skills are learned, not automatic 

or inborn, is key when developing managers. Some employees with 

managerial potential may be reluctant to pursue such positions because 

they lack the skills and fear that they cannot acquire them. When working 

with new managers or those aspiring to management, continuously 

emphasize that even those aspects of management which seem to come 

“naturally” to good managers have been carefully cultivated.
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MANAGERS LEARN BY BEING MANAGED WELL

If you ask a successful manager where he or she learned the most about 

management, the answer is almost always the same: From a manager or 

other boss who was a good manager, mentor, or supervisor. Managers 

learn how to manage by being managed well themselves as they grow in 

their careers. (More than one manager has a story about what they learned 

from being managed badly, too!) When you develop managers at your 

organization, you don’t you don’t just develop individual employees – you 

invest in those who will help develop the next generation of managers. 

Making sure your current managers are skilled, and helping them to 

continuously improve, is an investment in future managers as well. Some 

traits of effective managers include

•	 Responsiveness

•	 Investment in employee development

•	 Personal accountability

•	 Speaking clearly and politely to colleagues, customers, and clients

Holding one’s self and one’s employees to high standards.

CREATE A MANAGEMENT TRACK

One of the most important things you can do to develop new managers 

is to create a clear path to a management position. Employees who have 

managerial aspirations or potential should be given clear guidelines for how 

to attain such positions. Develop a management track that clearly lays out 
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the skills, experiences, training, and professional development needed to 

qualify for management positions. When meeting with employees who 

wish to move into management, such as in annual reviews, go over this 

path and create benchmarks. Also include details about how to access 

training or other professional development. When creating a management 

track, including key information such as:

•	 The key competencies needed for management

•	 The average expected years of work experience for managers

•	 Potential paths towards management through other positions

•	 The education requirements of managers

PRACTICAL ILLUSTRATION

Serena had been working at her organization for five years. She 

consistently got high marks on her evaluations and was given increasing 

levels of responsibility. However, she was beginning to feel stuck. Her 

colleague Marsha asked why Serena didn’t apply for a management 

position. “Oh, I just don’t have what it takes. And I have no idea how to 

even start applying,” Serena replied. Marsha told Serena to talk to her 

supervisor. “That’s how I got my manager position. I thought I wasn’t cut 

out for management, but when I talked to Ross about it, he showed me 

how my skills could be developed to be a good manager. He walked me 

through the steps every manager here takes, and we worked out a plan 

for me to get more training so I could advance.” Serena was intrigued. 

She decided to talk to her own supervisor during their weekly check-in 
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so she could learn more about how to advance her career. During their 

meeting, she expressed her goals and anxieties. Mary, her supervisor, 

showed Serena the management track checklist. To her surprise, Serena 

already had some of the qualifications. Mary encouraged her to take 

training on the newest budget software to help prepare her for the next 

managerial position that came open. Serena began to feel like she was 

finally moving forward.



I got even with all the bad 
management I had by 
being a good manager.
V i c t o r i a  P r i n c i p a l
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C H A P T E R  T W O

CREATE A 
MANAGEMENT TRACK
Does your organization have a roadmap for employees who want to move 

into managerial positions? If you have such a roadmap, do employees 

know how to access it? Creating a clear management track is a vital 

tool for developing new managers. It provides employees who want to 

advance into management with a guide for the skills, experiences, and 

professional development they will need in order to become managers. 

Even more, it serves as a way to develop employees with managerial 

aspirations and potential.

CLEARLY DEFINE ROLES AND COMPETENCIES

The first step in creating a management track is defining what managers 

actually do when they manage, and what skills and competencies they 

need in order to manage successfully. Spend time clearly defining the 

different roles that managers play in your organization. It is often helpful 

to look at job descriptions already on file, and also to briefly interview 

some current managers about what their work days are like. Based on 

those roles, create a list of core competencies managers need in order 

to be successful. Job descriptions and interviews with current manager 

can also be useful here, as can spending some time talking to lower 
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level employees about their experiences being managed. Make sure that 

competencies are measurable as well, so that this list can be used in 

evaluations and professional development plans.

PROVIDE TOOLS

Imagine someone asks you to build a house. They leave you with a stack 

of lumber — but no hammer, nails, or saws — and tell you they’ll be 

back in a week to move in. No matter how smart, motivated, or creative 

you are, you can’t build a house with no tools! The same is true of your 

employees. Even the most motivated and intelligent new manager will 

struggle if not given the tools needed to succeed.

It is important to provide new managers, and employees with management 

potential, that the tools they need to become effective managers. Drawing 

on the list of managerial roles and competencies, identify the tools 

managers need. Spending time asking current managers what they found 

valuable (or would find helpful) is also useful. Mentoring, internal training, 

and opportunities for external training and development are all tools that 

are effective in developing new managers. Setting up peer groups for 

new managers or those who wish to step onto the management track 

can also be valuable. If your list of competencies includes technical 

skills, provide opportunities for employees to learn and practice with the 

technology. Equally important, ensure that new managers and those 

seeking management positions are aware of the tools and know how to 

access them.
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IDENTIFY CANDIDATES EARLY

Identifying candidates for the management track as early as possible 

gives you the greatest chance to develop successful managers. The 

earlier an employee can begin building the competencies he or she 

will need in a managerial role, the more likely that employee is to be 

successfully. Similarly, identifying candidates for management early gives 

you the opportunity to pair these employees with mentors, guide them on 

the management track, and help them access the tools and training they 

may need. Having management candidates in the pipeline is incredibly 

helpful in succession planning as well. To identify management candidates 

early, it is helpful to talk to employees about their long-term career plans, 

whether in informal meetings or in regular reviews. Having managers and 

supervisors recommend employees who show potential and ambition is 

another way to identify managerial candidates.

CLEARLY DEFINE THE MANAGEMENT TRACK

Once you’ve created a management track and identified candidates, it 

is vital that employees know that that management track exists! Having 

a clearly defined management track empowers employees to direct 

their professional development towards managerial positions. When 

identifying management candidates, or when talking to these employees 

in settings such as annual reviews, discuss the management track and 

how the employee can access the information. Providing a packet of 

materials outlining the management track, or making these materials 

available digitally in an easy-to-access location, is helpful. Ensure that all 
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employees, including supervisors and current managers, know that the 

management track exists and how to access it.

PRACTICAL ILLUSTRATION

Oren and Kadidjha were asked to examine why their organization was 

having so much trouble with succession planning. Employees moving into 

management were often confused by their new responsibilities, lacked key 

skills, or otherwise struggled in their new roles. Kadidjha suggested they 

spend some time interviewing employees, including managers. After talking 

to dozens of people, they realized that many managers had no idea what 

was expected of them when they took the job, and lower level employees 

didn’t know how they might become managers. Oren suggested they 

create a clear path to management so that employees would know the 

steps they should take if they want to move into management. Together, 

they created a list of competencies for managers, as well as a roadmap 

for how employees would pursue management. They also asked existing 

managers to recommend employees who seemed to have aspirations or 

potential for being managers. Within a year, Oren and Kadidjha’s boss told 

them that the organization now had a promising new crop of managers 

in development.



A manager is responsible 
for the application and 

performance of knowledge.
P e t e r  D r u c k e r
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C H A P T E R  T H R E E

DEFINE AND BUILD 
COMPETENCIES
The skills for effective management can be learned and built. However, 

they can only be learned and built if those who aspire to management 

know what those skills and competencies are. Taking time to define 

the core competencies needed for management, and then creating 

opportunities to build and practice those competencies, is a valuable 

investment in developing new managers. Incorporating these clearly 

defined competencies into the management track is also vital.

CLEARLY DEFINE COMPETENCIES NEEDED

What does it take to be an effective manager? This is an important 

question, and one that goes unasked far too often. When seeking to create 

a clearer management track and plan for developing new managers take 

a step back and ask what competencies and skills effective managers 

practice. Interview supervisors, managers, and lower level employees. 

Ask managers about their work day, the challenges they face, and the 

tools they use. Also look to best practices in other organizations or 

divisions. Using the list of roles and competencies you created when 

you defined the management track is also a good idea. You will be able 

to create a clear, concise list of the competencies managers need to be 
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successful at your organization. It is important that these competencies 

be measurable, both so employees can evaluate themselves and so 

supervisors can evaluate new managers and provide them with feedback.

IDENTIFY STRENGTHS

Every employee has some things he or she does well. When working with 

new managers or those who are on the management track, first identify 

an individual’s strengths. An effective strategy is to ask the employee to 

list his or her own areas of strength, and also to ask supervisors or peers 

to (anonymously) list that employee’s strengths. Use your own evaluation 

of the employee as well. By identifying the employee’s strengths, you can 

find areas in which he or she already demonstrates key competencies, 

or areas in which his or her strengths can be used to build those 

competencies. The process of identifying strengths may also be part of 

your overall process of identifying management candidates.

IDENTIFY DEVELOPMENT NEEDS

After you have identified an employee’s strengths, take time to identify his 

or her development needs. Again, ask the employee to list what he or she 

considers to be areas in need of development. Draw on supervisor and 

peer evaluations, your own evaluation of the employee, and other data 

(such as sales reports or other such data) to locate areas of development 

opportunity. When discussing these areas with the employee, keep the 

focus on the potential for development and improvement, rather than on 

blame or punishment. Rather than framing them as things the employee 
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does “wrong” or “poorly,” frame them as opportunities to build new 

strengths or learn new skills. When possible, map these development 

needs to the employee’s areas of strength or to the competencies he or 

she wishes to develop in order to move into management.

Follow up developmental feedback by identifying steps the employee 

can take to build these areas into strengths. Simply giving developmental 

feedback with no plan may leave the employee feeling helpless or 

hopeless. Make the employee aware of tools or resources that can be 

used in developing his or her development areas.

PROVIDE DEVELOPMENT OPPORTUNITIES

When you have discussed the employee’s strengths and development 

needs, work with the employee to make a development plan. Provide 

opportunities to address development needs, whether through mentoring, 

internal training, external training, or on the job practice. Have the employee 

set goals and benchmarks for his or her own development, and set up 

times to check in or evaluate progress. Keep the focus positive rather 

than punitive. Make the employee aware of any programs or tools that the 

organization has, such as peer mentoring groups or training workshops 

that might help him or her in developing the areas identified. This process 

should also be ongoing – help the employee identify opportunities to 

focus on development, and provide new opportunities regularly.
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PRACTICAL ILLUSTRATION

In his annual review, Mario’s supervisor Chen asked if he had ever 

considered moving into a managerial position. Yes, Mario replied, but 

he didn’t think he really had the skills needed to be a good manager. 

Chen offered to spend time with Mario looking at the skills common to 

good managers. She used a list created by their organization that listed 

10 core competencies of good managers, with examples of each. After 

she and Mario reviewed it, they spent 15 minutes discussing the areas 

in which Mario felt his skills were strong and 15 more discussing areas 

in which he wanted to improve. Mario realized that he actually had very 

strong time management and interpersonal skills, which would serve him 

well as a manager. He and Chen agreed that he would need to build his 

skills in managing people and budgets, but that his strengths would serve 

him well in these areas, too. Chen gave Mario some information about 

an internal training offered by HR about effectively managing employees, 

and he signed up.



In most cases, being  
a good boss means hiring 

talented people and getting 
out of their way.

T i n a  F e y
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C H A P T E R  F O U R

MANAGERS LEARN 
BY BEING MANAGED 
WELL
If you ask a good manager where he or she learned how to manage, the 

answer is likely to be from a manager who was important to their own 

career. While courses and trainings on management skills are valuable 

and should be used, people appear to learn the most about managing 

by being managed. And while a bad manager can provide valuable 

lessons in what not to do, people learn more about management by 

being managed well. Employees who are managed effectively tend to be 

happier and more productive. As a result, when they enter management, 

they want to recreate that environment for their own employees or direct 

reports.

PAIR NEW MANAGERS WITH MENTORS

Mentoring is invaluable when developing new managers, whether they are 

freshly in the position or on the management track for the future. Identify 

the top managers in your organization, and encourage them to mentor 

up and coming managers. When you hire a new manager, or identify an 

employee with management potential, pair him or her with a manager who 

has a track record of effectiveness. Encourage employees who aspire 
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to management to seek out mentor relationships with managers they 

admire as well. Mentoring relationships give employees a chance to see 

good management “in action” and also to seek feedback from someone 

they respect. Mentors can help provide development opportunities and 

can also serve as valuable sounding boards for new managers.

REWARD EFFECTIVE MANAGERS

One of the surest ways to promote and reinforce effective, quality 

management is to reward effective managers. Recognizing and rewarding 

those managers who demonstrate the skills and competencies valued by 

the organization reinforces that good management is itself valued. When 

employees at all levels see effective managers being recognized and 

rewarded, they aspire to demonstrate the same traits they see from these 

individuals. Depending on your company culture, rewards for effective 

managers may be financial (as in raises), incentives (such as extra vacation 

time), symbolic (such as plaques or certificates) or a mix of the three. 

Finding out what motivates individual managers and tailoring the rewards 

is also an effective strategy. Whatever reward system you choose, take 

the time to not only reward effective managers but recognize their efforts 

in a public way.

EMULATE EFFECTIVE MANAGERS

Who was the best manager you ever had? What qualities did he or she 

demonstrate? Managers who have been managed well often emulate 

behaviors and practices they’ve learned from past managers, which in 
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turn give their own employees the experience of being managed well. 

Emulating effective managers whether they are currently inside your 

organization or not, is another way to model desired behavior and develop 

new managers. When working with new managers, encourage them to 

emulate the best traits and practices of managers they’ve had in the past, 

whether at your organization or another. Encourage new managers or 

those aspiring to management to reflect on the best bosses, supervisors, 

or other managers they have ever worked with. Have them list the 

qualities, behaviors, or practices that made them so memorable and so 

effective. Encourage employees to emulate these qualities, behaviors, 

and practices. Also encourage them to look to managers they see as 

effective in your organization, and identify traits of those individuals they 

can emulate as well.

CREATE AND DOCUMENT BEST PRACTICES

There are many ways to be an effective manager, and each organization’s 

culture will influence the type of management it values. Creating and 

documenting a set of best management practices helps to reinforce the 

organizational culture and serves as a resource for new managers – and 

indeed for all managers as they grow and develop in their careers. A best 

practices document need not be long or exhaustive, and it should be a 

living document which can change as new practices emerge as effective. 

Working with employees at multiple levels, identify what management 

practices and behaviors are consistently identified as effective, engaging, 

and motivating. Also review organizational policies (such as around hiring 

and termination) and develop a set of best practices based on these. 
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Adopting a central set of best practices helps to ensure consistency, 

and also serves as another guidepost for managers as they develop and 

grow. Make the best practices document readily available.

PRACTICAL ILLUSTRATION

Carmen had just started working with her mentor, Mia, as part of her 

development as a new manager. Carmen admired Mia a great deal, 

especially the effortless way she seemed to manage the people under 

her and negotiate office conflicts. Carmen asked Mia how she always 

seemed to stay so positive, and how she stayed calm in the midst of 

stressful situations. “I had this great boss when I first got out of college,” 

Mia told her. “Lewis was always looking for the positive. He told me once 

that when you focus on the negative, it pits people against each other. 

But when you can focus on the positive or the common goal, people 

pull together. So I try to keep the focus on the goal, not the stress or the 

conflict.” The more time she spent with Mia, the more Carmen learned 

about what Lewis had taught Mia. Carmen decided to adopt Mia’s attitude 

of focusing on the positive when she had her own direct reports.



Effective management 
means always asking the 

right question.
R o b e r t  H e l l e r
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C H A P T E R  F I V E

PROVIDE TOOLS
A key component to developing new managers is providing them with the 

tools they need in order to be successful. Just as you wouldn’t expect 

an employee to do a job without supplies or necessary technology, you 

cannot expect managers to manage effectively without a tool kit. Take the 

time to create or locate the tools managers need to manage effectively, 

as well as to develop their skills and competencies. These might include 

technology, documents and policies, opportunities, and relationships. 

When new managers are well equipped to not only execute their duties 

but continuously develop, the entire organization benefits.

PROVIDE MANUALS AND POLICY DOCUMENTS

Manuals and policy documents are invaluable to a new manager. These 

documents are an important roadmap to the day-to-day aspects of the 

job. Policy documents, especially for those policies which the manager 

has to enforce or follow, should be provided as early as possible. This 

allows the new manager time to review the policies and ask questions 

about how to enforce or follow them. Copies of these documents should 

be readily available, either in digital or hardcopy form. They must be 

regularly updated as policies change as well. Manuals are also vital. They 

provide a sense of structure to the job duties, the organizational culture, 

and expectations of the manager. A quality manual allows a manager 
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to problem-solve and answer his or her own questions in many cases, 

which not only saves time but can be a source of empowerment. Manuals 

should also be living documents, regularly updated.

EMPOWER NEW MANAGERS

Empowering new managers is key to their development and success. If 

a new manager feels as though he or she has to have every decision or 

action signed off on or approved by someone higher up, this stunts that 

manager’s growth and development. Make clear to new managers that 

you and other experienced managers are resources, but that they can 

and should make decisions and take actions on their own. A clear set of 

job responsibilities (in the manual) helps here, as new managers have a 

sense of what decisions and actions are theirs to take and which require 

input from others. Encourage new managers, and those in development 

to be managers, to voice opinions or offer ideas. You can also empower 

new managers by allowing them to make mistakes or fix problems, rather 

than stepping in yourself.

PROVIDE SUPPORT

Even as you seek to empower new managers, provide support. Those 

new to management may be hesitant to take action, or may be nervous 

about exerting authority. Let new managers, and those in development to 

be new managers, that there is support for them. One of the simplest steps 

you can take is not second-guessing or undermining a new manager with 

his or her direct reports, even if you may have questions about the action or 
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decision. Address these privately with the new manager. Also encourage 

new managers to continue to work with their mentors so that they have 

support as they transition to the new role. Making new managers aware 

of other support systems, such as peer networks, discussion groups, 

reading materials, and resource people is another key way to support 

them as they grow and develop.

PROVIDE TRAINING AND DEVELOPMENT OPPORTUNITIES

Every new manager will need some training and development as they 

step into a new role, and every employee needs ongoing training 

and development to reach their full potential. As you create a path to 

management and identify key skills and competencies, provide training 

and development opportunities that will allow new managers, and those 

on a path to management, to grow. You might develop internal trainings, 

such as workshops, that are geared towards managers and those who 

aspire to management. Bringing in outside trainers, or making employees 

aware of outside workshops and trainings, is another way to offer a diversity 

of experiences. If possible, the organization should pay for or otherwise 

subsidize external trainings. Less formal opportunities, such as inviting an 

employee on the management path to sit in on meetings or help design 

documentation for a department, are also important. Work with Human 

Resources and other divisions to create, offer, or make employees aware 

of different opportunities for skill building.
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PRACTICAL ILLUSTRATION

Working with his supervisor, Caesar started on the management track 

at his company. While his supervisor, Laura, was very supportive, he 

sometimes felt like he wasn’t sure what the next step in his career was. He 

was very nervous about stepping fully into a management role, especially 

when it came to personnel decisions and policy. Although he was very 

skilled at the technical aspects of his job, Caesar was less comfortable 

managing people and making hiring decisions. Laura often told him not to 

worry about it; she would take care of the issue. In talking to a colleague, 

Wayne, who had been a manager for several years, Caesar learned that 

the company had a comprehensive manual to personnel policies. There 

was also a workshop, offered every 6 weeks, on interpersonal skills 

for managers. Caesar got a copy of the manual and signed up for the 

workshop. He soon felt much more comfortable with this aspect of his 

job.



Management is above all a 
practice where art, science 

and craft meet.
H e n r y  M i n t z b e r g
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C H A P T E R  S I X

PROVIDE SUPPORT
New managers need support as they build their skills and transition 

to their new roles. However, they may sometimes be reluctant to ask 

for help, for fear of appearing less competent. When creating a plan 

to develop new managers, be sure to build in some support systems. 

When there are support systems in place, and those systems are readily 

accessible, employees are much more likely to access them. Having the 

support of peers and mentors is key to a new manager’s success. In turn, 

today’s new managers will become tomorrow’s support system for the 

next generation of managers.

ENCOURAGE PEER NETWORKING

Peer networks are a powerful form of support for new managers. When 

interacting with peers who are either at the same stage of their careers, 

or who have recently had similar experiences, new managers may feel 

more able to ask questions or express fears or concerns than they might 

be with superiors. Cohorts of peers who enter management at about 

the same time can serve as support during the transition and learning 

process as well. Encourage peer networking at your organization. Some 

organizations create formal peer support groups, where employees at 

a similar career stage meet regularly to support each other. Informal 

networking is also valuable. Encourage new managers to reach out to 
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their peers in other departments, or in their same department in other 

locations of your organization. Also encourage established managers to 

reach out to new managers. Foster an environment where peers support 

and collaborate with each other.

ESTABLISH RESOURCE PEOPLE

Establish a network of “go to” people, and make new managers aware of 

this network. Including a list or table in the manual given to new managers 

is an effective strategy. Leverage the expertise in your organization! New 

managers might find it helpful, for example, to have a resource person 

in Human Resources to answer personnel questions, a resource person 

for questions about budgets, or a resource person who handles ordering 

supplies. When a new manager has a network of expert resources at 

his or her fingertips, this empowers action and decision making. It also 

fosters efficiency, as the manager can go directly to someone who can 

answer a question or solve a problem. By establishing a network of 

resource people, you also ensure that the information and answers given 

are consistent.

ENCOURAGE MENTOR RELATIONSHIPS

Mentoring relationships are vital to employee development, particularly 

as employees transition to management. Encourage new managers to 

continue past mentor relationships or seek out new mentors. Possible 

mentors might be part of your resource network – this will help new 

managers seek out mentors who are experts in specific areas. Encourage 
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established managers and other employees to act as mentors to new 

managers as well. If an employee is new to being mentored, take some 

time to talk about what the expectations of mentor and mentee are, and 

perhaps to help the new manager find some prospective mentors in the 

organization. Also encourage new managers to think about ways they 

can serve as mentors to their own direct reports, or to upcoming new 

managers in the future.

ESTABLISH REGULAR CHECK INS

Transitioning to any new role is an adjustment, whether you’re coming up 

within an organization or coming in from outside. New managers may be 

reluctant to ask for help, especially from a supervisor, for fear of seeming 

incompetent. However, they are likely to have questions or anxieties, 

especially early on. Establish regular check-in times with new managers 

so that there is time set aside to check progress, answer questions, or 

provide feedback. Make sure that the new manager knows that these 

check-ins are not about micromanaging or punishment, but rather an 

investment in his or her development. You might check in once a week 

for the first few months that a new manager is in his or her role, then 

transition to once every two weeks or once a month after some time 

has passed. Work with the employee to find what works best for both of 

you. You may do check-ins face to face, over the phone, or over email, 

depending on what you and the new manager prefer and need.
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PRACTICAL ILLUSTRATION

When Rhona took her new job, she was very nervous. She’d never been 

in a managerial role before, and she was anxious to do a good job. She 

was worried about knowing what to do and was afraid that she would 

appear less competent, especially because she was younger than other 

managers at her organization. On her first day, Rhona’s boss Marisol 

introduced her to two other managers who’d been in their positions for 

about a year. She also told Rhona that she liked to check in with her 

people once a week, just to see how they were doing, and asked her 

if Friday mornings were a good time for her. Rhona was very worried 

when Friday came around, as she was afraid Marisol would have a long 

list of things she was doing incorrectly. When they sat down, Marisol 

assured her that this regular meeting was about helping Rhona settle in 

and get comfortable in her role, not about punishment or looking over her 

shoulder. During their first meeting, Marisol helped Rhona identify some 

resource people who could help answer some questions that had come 

up during that first week.



Hard work turns  
talent into genius.

A n n a  P av l o va
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C H A P T E R  S E V E N

IDENTIFY STRONG 
CANDIDATES EARLY
While every organization is likely to do a mix of internal promotions and 

outside hiring, oftentimes the best candidates for management are already 

within your organization. If you wait to develop potential new managers 

until you have to fill a vacant position, however, you may miss out on 

some talented employees. Identifying strong candidates for management 

roles should be an ongoing process, and employees with management 

aspirations and potential should be identified as early as possible. This 

allows the organization and the employee to invest time and resources in 

developing that potential.

DEVELOPMENT BEGINS EARLY

Employee development at all levels should be ongoing, of course. When 

it comes to new managers, development must begin early. Waiting until 

there is a vacant position to develop an employee with potential means 

trying to rush the process, which is stressful for all involved. Instead, begin 

developing employees who show interest and potential for management 

at the earliest opportunity. In some ways, this can be a company-wide 

initiative, with trainings and workshops. Individual development with 

employees who express a desire to move into management should also 
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begin as soon as possible. In this way, the organization ends up with 

many talented potential managers in the pipeline when positions need to 

be filled.

IDENTIFY CANDIDATES EARLY

Not every employee will have management aspirations, and not every 

employee who aspires to management will succeed. However, it is key to be 

alert for employees who express a desire to eventually enter management, 

who show strong potential for management, or who otherwise appear 

to be “management material.” Identifying these employees early in their 

time at your organization gives you the greatest opportunity to help them 

grow and develop. There are several ways to identify strong candidates for 

management. Employee evaluations or reviews are one excellent source, 

as you have the opportunity not only to examine the employee’s skill set 

but to discuss his or her goals. If an employee expresses management 

goals, you should explore this further. Highly productive or otherwise high 

performing employees may also be candidates for management. Asking 

managers and supervisors to identify potential candidates from among their 

direct reports is a third way to locate potential future managers. In all cases, 

discuss with the employee what his or her goals are, what the management 

track involves, and whether he or she wishes to move forward.

IDENTIFY CANDIDATES THROUGH REVIEWS

The annual (or other regular) employee performance review is perhaps 

the richest source when seeking to identify strong candidates for 
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management. Because the employee review offers a picture of the 

employee’s strengths, development areas, and overall progress, you 

can quickly evaluate whether he or she possesses some or all of the 

skills needed for management. The review also offers a chance to 

discuss with an employee what his or her future employment goals are, 

including whether he or she is interested in moving into management. 

The professional development plan portion of the employee review, in 

which you work with him or her to set forth professional goals for the 

next year, is an excellent opportunity to discuss the management track 

and begin the development of an employee who expresses interest in 

management. If your annual review process also includes evaluations 

from peers and colleagues, this information may also help you identify 

those employees who have the potential to be successful managers 

within your organization.

DEVELOP THOSE WITH MANAGEMENT GOALS

When an employee expresses having management goals, this is an 

opportunity to begin the development process. Not every employee with 

management goals will ultimately become a manager, it is true. However, 

investing in many potential candidates early on gives your organization 

the best chance of having a deep pool of talented candidates when 

management positions need to be filled. When an employee expresses 

a desire to transition into management, spend some time exploring this 

with him or her. Discuss the management track, the important milestones, 

and where the employee’s own career fits in relation to these. Identify 

strengths and development areas, and work with the employee to create 
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a plan. Check in with the employee regularly about this plan, even if it is 

just annually at review time. Identifying a group of potential candidates 

may be useful, as it allows you to create a peer cohort who can go 

through some trainings and development experiences together, and 

who can serve as support for one another. Do not discount an employee 

who expresses management goals, although you should approach the 

question of development needs honestly.

PRACTICAL ILLUSTRATION

Randolph just didn’t understand it. It seemed like every time he needed 

to fill a management position in his organization, he found that he had an 

internal candidate who was almost perfect for the job but was lacking 

one or two key competencies or experiences. He ended up doing a lot 

of outside hiring, which often left his employees resentful at the lack of 

opportunity for advancement. He asked his colleague, Cassandra, how 

she handled this issue in her division. Cassandra replied that she was 

almost always able to hire from within. Randolph said she must just have 

more motivated employees than he did. “No,” Cassandra replied, “I just 

start early. As soon as an employee expresses an interest in eventually 

becoming a manager, I help him or her make a plan for building the 

needed skills. And when I hear of an employee that might be management 

material, I talk to him or her and see what potential is there. This way, I’ve 

always got people who are developing and ready to take on new roles.”



Success in management 
requires learning as fast as 

the world is changing.
W a r r e n  B e n n i s
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C H A P T E R  E I G H T

CLEARLY DEFINE THE 
MANAGEMENT TRACK
Oftentimes, employees have an interest in transitioning to management 

but don’t understand the process. This may keep talented people from 

pursuing managerial positions. Having a clearly laid out management track 

in place is invaluable in developing new managers. When employees can 

see the path to management, including expectations and competencies, 

they can plan their professional development accordingly. A clearly 

defined management track is also useful for those in the role of developing 

new managers, as it provides a roadmap for mentors, managers, and 

supervisors.

MAKE THE PATH TO MANAGEMENT CLEAR

When creating a management track for your organization, clarity should 

be the primary concern. Employees who do not understand how they 

might move from their current roles into managerial roles are likely to 

become frustrated, feel that there’s no opportunity for advancement, and 

– ultimately – leave for other opportunities. To keep talent within your 

organization, and to ensure that talented employees are able to advance, 

you need to give them a clear sense of the process. Create a management 

track that provides clear expectations, requirements, and benchmarks. 
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While no two employees will follow exactly the same career trajectory, a 

clear general path from lower level positions into management can apply 

to most situations. A clear management track should give employees 

a sense of the education and training they will need in order to move 

into management. If there are intermediate positions they can or should 

assume between their current role and a future management role, make 

these clear as well. A flow chart or graphic may be helpful for employees as 

they map their own career onto the management track. Most importantly, 

the track should be easy to follow and easy to understand, with clear 

connections between each step.

A CLEAR TRACK IS A GUIDEPOST

One of the most important roles a clear management track serves is 

that of guidepost. When an employee has a clearly laid out management 

track, he or she can use it to shape his or her own development efforts 

and professional goals. Whether there are skills the employee needs to 

build, intermediate positions he or she should occupy, or education he or 

she must attain, a clear management track can provide the backbone for 

an effective development plan. When working with employees who aspire 

to management, use the management track to help them set goals. In 

annual reviews or other feedback sessions, tie the benchmarks on the 

management track to the employee’s strengths, development needs, and 

professional goals. Using the management track as a guidepost is also 

useful for both the employee and supervisor to measure progress towards 

professional goals. While a set timeline for advancing into management 

might not be possible, having benchmarks and guideposts along the way 
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keeps both the employee and management on the same page in terms 

of progress.

A CLEAR TRACK ENSURES QUALITY TRAINING AND SUPPORT

A clearly laid out management track is also useful when planning 

training, support, and development. When it is clear what employees 

must do or accomplish to move into management, the organization can 

then build in opportunities for both individual employees and groups of 

employees. Further, knowing that new managers came up along the 

same management track gives a level of assurance that they have all 

gone through the same (or similar) training and development experiences. 

Making certain types of training or education mandatory for those moving 

into management, either before they take the position or shortly after, 

helps ensure that there is a consistency of training across management 

roles. When the management track is clear, it helps the organization set 

priorities in terms of allocating human and financial resources towards 

training, development, and other forms of support.

SUCCESSION PLANNING AND CHANGE MANAGEMENT

A final way in which a clear management track can benefit not only individual 

employees but the organization as a whole is in planning succession 

planning and change management. When there are employees who are 

on the management track, especially when they are also working with 

mentors, it is much simpler to determine who might be ready to move into 

management when someone leaves the organization. Mentors are able 
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to start grooming new managers to take over early on, so that succession 

goes as smoothly as possible. If personnel changes are sudden, having a 

cohort of new managers in development helps to ensure that at least one 

person is prepared to step in and assume a vacant position. Similarly, if 

the organization grows or otherwise finds itself creating new management 

positions, it can draw on the employees who are furthest along on the 

management track to fill them. This helps minimize outside hiring (with all 

its associated costs) while also ensuring that qualified candidates who 

possess the key competencies are placed into vacant or new positions. 

Promoting internal candidates has the added advantage that these 

employees are already familiar with organizational culture and resources, 

may have powerful peer networks in place, and have an understanding 

of the day to day of the organization as a whole.

PRACTICAL ILLUSTRATION

Over the last four years, Reginald’s organization has grown a lot. As 

their business has expanded, they have had to hire nearly a dozen new 

managers. Nearly all of these came from outside the organization, and 

the transitions were often difficult. While these new managers were clearly 

smart and talented, they often did not easily adjust to the organization’s 

culture. There was a higher degree of turnover than Reginald would have 

liked among these new managers. “I don’t understand why more of our 

people don’t want to move into management,” Reginald told Katherine, 

one of his colleagues. “I think they do, but they are not sure how,” she 

replied. “Maybe we should find a way to make that clearer.” Together with 

a group of high level managers, Reginald and Katherine worked to create a 
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clear path to management. They decided on requirements, expectations, 

and benchmarks. Katherine created a flow sheet for each division to 

show some potential paths through lower positions into management. 

They presented this to the organization in a webinar and posted it on the 

intranet. The next time a managerial position came open, Reginald was 

pleased to see that four internal candidates applied, and each was far 

enough along on the track to be considered.



Confidence and 
empowerment are cousins 

in my opinion.
A m y  J o  M a r t i n
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C H A P T E R  N I N E

EMPOWER  
NEW MANAGERS
One of the most important things you can do to develop new managers 

is to empower them. New managers may be hesitant or nervous to take 

on their new responsibilities and authority. It is not enough to simply put 

someone in a managerial position – they must be empowered to do the 

job. Find ways to empower new managers from the outset, balancing 

empowerment with support. This helps new managers develop their 

skills and their confidence.

MAKING DECISIONS

New managers must be empowered to make decisions. When first in a 

managerial position, new managers may be reluctant to make decisions 

out of fear of being wrong. If they have come up within your organization, 

they may still be used to old power dynamics and reporting relationships. 

Empower new managers to make decisions by encouraging them to do 

so! Be willing to serve as a sounding board as the new manager gets 

comfortable in the role, but resist making decisions for him or her. Assure 

the new manager that you support him or her in making decisions, and 

that you will support the decisions made. With new managers who are 

especially hesitant, you may start by empowering them to make simple, 
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low-stakes decisions independently, and encourage them to seek advice 

in making more major decisions. However, ultimately new managers 

must move fully into their role. Avoid second-guessing or overriding a 

new manager’s decision unless the consequences of that situation are 

truly dire. Also refrain from undermining a new manager’s decisions with 

employees. If you have misgivings about a decision, you might bring it up 

with a new manager, but do so privately.

ASKING FOR HELP

Be sure that you empower new managers to ask for help. Many 

new managers may feel as though asking for help makes them look 

incompetent or weak. New managers must know that it is fine to ask 

for advice or help. The list of resource people you establish is a first line 

of assistance, and you should also make sure that new managers you 

mentor or who report to you can ask you for help. When people are 

empowered to ask for help, this helps to reduce both stress and errors 

on the job. Reinforce often that everyone asks for help sometimes, and 

that is nothing to be embarrassed about or feel ashamed of. When a new 

manager approaches you for help, be receptive and helpful while still 

empowering him or her to take action or make decisions. Similarly, if you 

see a new manager struggling, approach him or her and ask if you can 

help. Make sure that new managers know that they will not be punished 

for asking for help.
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SUPPORT, DON’T MICROMANAGE

Your goal is to support new managers without micromanaging. Empowering 

new managers to make decisions and ask for help facilitates this goal, 

as they may feel more comfortable operating independently. You should 

check in often with new managers and be a sounding board. However, 

resist the temptation double check every aspect of a new manager’s work 

or be kept abreast of everything he or she is doing. This can be difficult 

if a new manager wants to seek approval for every action or decision. 

In these cases, make clear that you trust the manager’s judgment and 

do not need to sign off on everything he or she does. Find the balance 

between micromanaging and being too hands-off, which may be a little 

different for each new manager.

CONTINUOUS GROWTH AND DEVELOPMENT

Developing a new manager doesn’t end when he or she assumes 

that managerial role. Provide opportunities for continuous growth and 

development. This can include internal workshops, external trainings, 

and formal development opportunities. You may also provide continuous 

growth opportunities by encouraging a new manager to take on new roles, 

make increasingly important decision independently, or assume broader 

responsibilities. Through the feedback process, in both regular check ins 

and employee reviews, continue to identify areas of development for the 

manager. Help him or her identify ways to build strengths even further, 

and address areas of needed development.
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PRACTICAL ILLUSTRATION

Xander prided himself on his ability to work independently. He was 

decisive and resourceful, and had strong problem-solving skills. So when 

he moved into a new managerial position, he was determined to rely 

only on himself. He had been with the organization for six years and felt 

like he knew all there was to know. During his first month as a manager, 

however, he found himself facing a number of problems he didn’t know 

how to solve, from supply chain slowdowns to personnel conflicts. He was 

frustrated and worried that he was not cut out for the job. His supervisor, 

Carlos, noticed that Xander seemed more and more stressed by the day. 

“You know, you’re not in this alone,” Carlos told him during their biweekly 

check in. “It’s OK to ask for help. When I first started as a manager here, I 

called HR or IT almost every day with a question!” Xander was surprised – 

Carlos seemed so self-sufficient. He told Carlos a bit about the problems 

he was facing. Carlos gave him the email addresses of two people who 

would be able to help. Xander left the meeting feeling much less stressed 

and much more comfortable with the idea of asking for help.



Growth is the best 
separator between  

those who succeed and  
those who do not.

J o h n  C .  M a x w e l l
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C H A P T E R  T E N

PROVIDE GROWTH 
OPPORTUNITIES
We are never done growing. Even when an employee has grown into 

a management position, the development process must continue. 

Employees who feel they cannot grow in their current position or 

organization are likely to be unhappy, and may ultimately not stay. New 

managers need to be given opportunities to grow and develop within 

their managerial role, whether this is in order to eventually move into 

even higher positions or simply to become more skilled at managing. 

Continuously challenging new managers to grow, strengthen their current 

skills, and develop new ones will benefit not only the individual managers 

but the organization as a whole.

PROVIDE CONTINUOUS GROWTH OPPORTUNITIES

No matter what your industry or role, there is always room to grow. 

Whether an employee wants to eventually move into upper management 

or another position, or simply to make the most of his or her current 

managerial position, it is key to find ways for new managers to continuously 

grow. Work with individual new managers to explore what areas they’d 

like to grow in. When a new manager expresses interest in building skills 

in an area such as budgeting or marketing, work with him or her to find 
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opportunities. This might mean taking courses outside of work, completing 

internal training, or working with others on a special project or committee. 

Empower your new managers to take charge of their own development. 

Also be sure that new managers are aware of growth opportunities 

that exist within the organization, such as workshops, committees and 

projects, or special initiatives. If you hear of an opportunity that seems 

a good fit for one of your new managers, bring it to his or her attention. 

Encourage new managers to also be alert for growth opportunities and 

to discuss possibilities with you.

CREATE A DEVELOPMENT PLAN

Take the time to create a development plan with each new manager. 

This plan should clearly identify strengths, areas of development, and 

professional goals. This plan should be a living document – it will change 

over time, and should be revisited at least annually. Working with the 

employee, explore what his or her short and long term goals are. Find 

ways to support these goals and to encourage the employee to grow and 

develop toward them. Much as the clear management track serves as a 

way to map and measure progress, the personal development plan helps 

the new manager shape the next phase of his or her career. The personal 

development plan is also useful for those who supervise new managers, 

as it alerts them to areas in which the manager might contribute his or 

her strengths as well as opportunities to help the new manager develop 

in areas of less strength. Having a clear development plan not only helps 

the new manager clarify his or her goals and the steps towards them, but 

better enables supervisors to best support new managers.
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PROVIDE REGULAR FEEDBACK

Regular feedback is important in the development of any employee, and 

especially so in the case of developing new managers. Take the time 

to provide regular feedback, both positive and developmental, to new 

managers. Also ensure that you take the time to ask them for feedback, 

as they may not approach you with concerns or questions. When a new 

manager first assumes a management role, it is a good idea to schedule 

regular check ins or feedback sessions, perhaps as often as once a 

week. After the employee has settled into the management role, you 

may cut these back to biweekly or monthly. Also take opportunities to 

give feedback on projects or anything else you observe. Do not just give 

feedback when you see something go wrong or observe a development 

need. Be sure to give positive, affirming feedback when things are going 

well. When new managers only receive developmental feedback, they may 

feel as though they can do nothing right. Take the time to acknowledge 

growth, improvement, and work done well.

ENCOURAGE MENTORING

Mentoring is a wonderful way to keep employees learning and growing. 

Encourage new managers to continue to work with past mentors, and 

encourage mentors to continue finding ways to help their mentees grow. 

If a new manager wishes to develop a particular skill or explore a new 

aspect of management, encourage him or her to find a mentor who is 

skilled in this area. Being paired one on one with a mentor provides a 

chance not only to learn new skills and strengthen existing ones, but 
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to build professional relationships and networks. Finally, encourage new 

managers to become mentors to their own employees, and to those 

who wish to enter management in the future. By becoming mentors 

themselves, new managers have a chance to build skills in building talent, 

as well as invest in their people.

PRACTICAL ILLUSTRATION

Carrie had just moved into a new managerial position. She was enjoying 

the increased responsibility and the chance to contribute in a different 

way. After she had been in the job for about a month, her mentor Julianne 

called and asked to take her to lunch. Carrie and Julianne had worked 

together ever since Carrie realized she wanted to move into management. 

At lunch, Carrie said, “I kind of figured that our time was done. I mean, 

your job was to help me get into management, and I did.” Julianne replied, 

“I hope we’ll keep working together! I think it’s important to always be 

looking to the next step, and it helps to have someone to guide the way. 

You’ve achieved your first goal of becoming a manager. Now, what’s the 

next goal? How can I help you?” Carrie was surprised – she hadn’t thought 

much about what came next. As she and Julianne talked, however, 

she realized that she still had a lot to learn from Julianne’s 30 years of 

experience. She became excited to resume their regular meetings.



In every business,  
in every industry, 

management does matter.
M i c h a e l  E i s n e r
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CLOSING THOUGHTS
•	 Guy Kawasaki: When I finally got a management position, I 

learned how hard it is to manage people

•	 Henry Kissinger: The task of a leader is to get his people from 

where they are to where they have not yet been.

•	 Goethe: Treat people as if they were what they ought to be and 

you help them become what they are capable of being

•	 Collin Powell: There are no secrets to success. It is the result of 

preparation, hard work, and learning from failure
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