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INTRODUCTION

Great managers make you feel y@anachieve more In this toolkit, 6 S Shbviyou somesimple tips and toolfor working
than you thought possible and that your personal with these practices and hejpu,as a manager géams,to
development is important. Haviagyreat manager becomea GrowthManager.

_makes you feel happier, more energised and more Your time is finiteTheseprovenpracticeswill helpyou to getthe
involved because yaansee your talents growing and bestvalue fromthat time as you develop youir S I &kifsand
your resultsmproving. thought processesThiswill haveboth immediateoperational

benefits andalongerterm positiveimpacton employee engagement
B - L and retention andrganisationatapabilityinvestment.
Great managersnlocké 2 dzZNJ WR A a ONRindigyfdmNE SY SNHeé QX
a Brand Learning researstudy.* Motivationis a dynamiprocess
ratherthan astable one, andnanagers are key this. It is . . . .
managers who turpotential into performance by identifying, WOI‘kIngWI'[h thistoolkit S threeStepS
integratingand helpingo developthe

Sowhat is itthat great manageractuallydo to lifti KSANJ G S YaQ
performanceHowdo their workingpracticesintentionally create
higher levels of performan@nd help the team acceleratewards

its full potential? Familiarise Use thePlanning Use the Framework
. . . ourself withthe to GrowTeam for Performance
A gree}t manager lifts performancg by workiogsistently and ¥hree Growth Performance Improvementin
consciously witffhree GrowthPracticedor Managers St worksheetonp16 weekly reviews to
Managers to consolidate build new habitsaand
your reflections assesprogress
Role and build your
Stretching plan

Modelling

© O

*BrandLearning conducted research into what it takes to drive growth in 2016. We surveyed more than 900 business leadersaotoes 42nd interviewed 70 CEOs, CMOs, CHROs and theadgirs.
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OURLATESRESEARCH

As part othe ongoingBrand Learningesearchinto how

to drive growthwe conductedjuantitative research with
more thanl00managers and spoke 20senior clients
acrossarange of industries. This research was an
opportunityto 6 dzA f R Yy ASNEQ OF LI
growth through people.

Threekeythemesfromthe research:

¢ KS NG QY
clearstructureto
support whata
manager doe®
develop theifi S |
performance

Helping others
performfeels
morechallenging
in matrixand
virtualteams

L (taRenfor

grantedthat
managers know
howto operaten
thisenvironment

Thereisarealopportunityto lift performance

by developingpeople

Managers catift performance by workingonsistently andconsciously
with three GrowthPracticesToday only 18%of managers believe

- their ,co nyfocuses o V peopleas a strategy for
0At }\gr@w&.%% corxnpzing%:em ?m%?r{ y I 3 Giedtieh andA Y S X

energy,and withoutclarity onhowto maximise performance through
people A (i Q& v #hat & 8zZNIYJIAKedlBJS tifefdllibenefit.

Only 40% of people s#yeir manager regularly offers

an effectivevisionof whattheir team needgo bedoing

Role & how they needo beperforming
Modelling .
Only 25% of people fedtleir manager role models
expected new ways of working frarapability
programmes

Just 38% of people styeir manager regularly helps
themto clarifytheir development area& find creative
solutions to fill theigaps

Less tham third(31%) of managers regulahnlglp
improvethinkingthrough effective? A yY #i XSy (i Q
feedbaclk& questions

Only 28% of people strongly feel their manager

throughthe encouragement ofisk &reflection

Stretching Less tham quarter (24%) of people strongly feel

their manager regularly proposes taking different
rolesin teamworkto capture newperspectives
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@ ROLBIODELLING

Fromthe momentwe W Nd@n, copyingothersis

the most influentialvay we learmnddevelop,
whichiswhyour behaviourandbeliefsare

heavily shapetlythose aroundis.If people

identifywith ateamandwantto be part ofit,

0 K S BkéhIadoptsimilarbehaviours.

L ¥ @axdz@MNBE SNE adok daqbBNhettied 2 ,
uKSe J\LBI- tAasS U,KSé,QNJS szy; AU
So-gKI 1 Qa AYLERNIFYyd Ay fAFOGAYS
modelling?
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ROLBMAODELLING:
Why,What, How& When

Good role modelling starts with continually demonstratithe teamwhythe
work matters. Showing them how y&ithey cananchorto ahigher purpose
builds engagement and productivity. Role modelling then continuks daily
detail of what you do, when yalo it and how you talk abouit.

WH ¥he work matters

Identify & articulate thesweetspotwherethe customercentred vision fothe
organisatiorconnectswith the visionfor yourteam & eachindividual

WHARs AYLERNI yi
Acquiringnew skills
Identify the precisakills youneedto perform at higher levelgndfind ways tduild thoseskills for yourself & youeam

Unlearning
Train individuals to give up skélsd redundant ideas quickiywhile showingyou dothe sameyourself

L HOWve work

Ourbehaviours
Setthe cultural expectationsf how you wantthe teamto work through your cumulativepnsistentoehaviours over time

Ourenvironments
Rewardrecognise supportaculturein which learning, information sharing, collaboratiamg innovatiorarethe norm

WH EN/oudoit

Whenyouarerole modelling,be overtabout what youare specificallydoing in that moment& the positiveimpactit will have.
Thissignalling will make your rakeodellingmore visible sthat otherswill moreeasilylearn from you &build their potential
to becomerole modelsthemselves.
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WHERE AREOUTODAWYS AROLEBMODEL?

WH Your workmatters W
Howare youdemonstratinghe connection Howareyouarticulatinghe typesof Howconsistenthandcontinuoushareyou E
of your own purposeto the 2 NE | y A & | (ohté@yie3 that are importarib you NEtS Y2RStfAy3a G(KS W2
goals? personally &o theteam perspective? Animportantfirst stepis

clarity onthe type of role
model you want to be tbelp
maximise performance ihe
short &long terms.

To begingonsider thegood
and bad attributeyouare

2 | | dngpartant displayingoday.Howare you
consciously osub-consciously
To meetyour goal®verthe nextyear, what Whichframeworks& structuresare limiting Listthe otherW?2 K lpiin&ifles/oufeel signalling what isalued?
technicabndW & akHlsm@stindividuateam your ability to seedifferent solutionsVhat need tobemodelled

membersdevelop? doyouneedto bepreparedo Wdzy t S+ Ny QK Makenoteson whythe work
of yourteammatters,the
skills membergaeedto
master and théehaviours
that will guidethemin
delivering effective
meaningfulwork.

HOW wevork
Whatarethe keybehaviourshatyouneed Howare you creating theonditions for Howclearly are you signalling your role
to demonstrate more®.g.curiosity, ingenuityto flourish, in which the team is modellingsothat otherscanseeyouractions
experimentation encouragedo takeappropriaterisksand & theirconsequences?

failure ispositionedappropriately?
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@ GUDING

Guidingsthe GrowthManagetrpracticefor nudging
andsteeringthe teamthroughits challengeso

securemprovedresults. ...
Guiding starts with understanding your individual team % ..
YSYOSNBEQ LISNBR2YI f Yeahundk G A2y a b ¥R '..

their ingenuity.

9ljdzZl ffex AlGQa Fo2dz2i K2g &2dz RS
new habits fothe team. Great managers support useful
habit formation and design work practices moassciously.

Qx
m.ou...g..
@)

Increasinghe frequency and quality of feedback is also
criticalto guidingthe team towards maximurperformance.

Closely linketb this is yourchoiceof questions posed ithe

moment. Great managers give less adbigteask more

questiongo buildthed ST YQa OF LI 6Af-Ad& | yR
dependency.

In this section athe toolkit, we focuson justone of these
areas: howo ask better questionshich focus théeam on
how they are working. We call these Guidhgestions.
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http://www.brandlearning.com/contact-us/

GUDING

Understanding
motivationsand
strengths

Guidingstarts with
understanding your
teamYSY 0o SNA Q
personal motivations,
and howyoucan
makethe mostof

LIS 2 Lifrén@is.

Designingurpose
into the working
pattern

How couldyouchange
the patternof meeting
andcollaboration to
movecloserto your
ultimate goal?

Habitsare patterns that
the brain uses to create
easyways ofdoing
things.Your role as a
manager is to create
new habits.

How caryoudesign
new cues, routines and
rewardsinto ways of
working?

Increasinghe
frequencyand
qualityoffeedback

Most skillsused today
in knowledge work are

Wa2F0Q alAftftax

complex problem
solving, creative
judgement and
decisionmaking.

Feedbackrom others
is disproportionately
important for
developinghesetypes
of skills.

Increase the frequency
and qualityof the
feedbackyou giveand

e 2 dzfehtig
improvement in
performance.

Usingguiding
guestions

2 Kl GQa K2t RAy3

team backrom
performing at a higher
lexelp Ot dzRA y 3
When peopldeel
overwhelmedthey
lose theirperipheral
visionandsense of
possibilities. Your
guiding questions can
reversethis.

Askquestions that
focusthe teamon how
they are workingusing
guestions that draw
attentionto more
effectivebehaviours.

iKS
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FIVETYPESF GUIDINQUESTIONS
Tomaximiseperformancen the moment

When you try and solve all problems yourseH asnager, you can

almost provide toanuchvalue. This increastse i S| YQa RSLISYRS
2y @2dz YR R2SayQi AvitheHoincd. KSA NJ 2
Instead, there are five types of questions that will help you unlock

higher levels of performance from ydeam.

© @ ® &

01 Clarifyingyoals 02Revealing 03 Building 04 Movingto action 05 Capturdearning
Wheni (1 Qa dza $ T dzf thigkeng relationships Whenprocrastination Whenthere is a riskhat
help understand When thinkings Whenan interpersonal hits, or the teamis learningis being losin
motivation or define unclear,or people relationshipappearsto unsure howto move the fastpaceof task
more usefullywhat are narrowing be holding back the forward accomplishment
successookslike optionsunnecessarily team
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GUIDINGQUESTIONS

Tomaximiseperformancein the moment

Clarifyinggoals

Revealinghinking

Buildingrelationships

GUIDIN@AREAS

=)  Movingto action

@ Capturdearning

What getsyouup in themorning?
Whatdifferenceareyoulookingto makehere?
Describevhat greatlooks liketo you in thelong term& now
2 K | iim@odtantto you inthisactivity?

Which bitof yourthinkingdo youneedmy helpwith?
Talkusboth throughthe approact® 2 dzQ @S G { Sy
What haveyouassumed that couldechallenged?

2 K| feddyihe issuehere?

Whatdo youunderstandasbeingimportantto X- &why?

Howbigis therelationshipyouhave withcolleague]?

Whatdo youthinkistheir levelof engagemen& how canweimproveit?
Howcanyouco-inventwith [colleague]?

2 K| Bofdiagyouup?

What arethe options? Whictonewould givethe bestresult?
What small thing capoudo nowto movetowardsthe big
goal?What else coulgoudo?

What haveyoulearnedaboutyourself?
Whatisusefulfor other team membert know?
Whatis usefulfor the organisatiorto be awareof?
What wouldyoudo differentlynexttime?
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