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INTRODUCTION

Great managers make you feel you can achieve more  
than you thought possible and that your personal  
development is important. Having a great manager  
makes you feel happier, more energised and more  
involved because you can see your talents growing and  
your resultsimproving.

Great managers unlock ȅƻǳǊ ΨŘƛǎŎǊŜǘƛƻƴŀǊȅ ŜƴŜǊƎȅΩΣ a finding from 
a Brand Learning research study.* Motivation is a dynamic process 
rather than a stable one, and  managers are key to this. It is 
managers who turn potential into  performance by identifying, 
integrating and helping to developthe

So what is it that great managers actually do to lift ǘƘŜƛǊ ǘŜŀƳǎΩ  
performance? How do their working practices intentionally create  
higher levels of performance and help the team accelerate towards  
its full potential?

A great manager lifts performance by working consistently and  
consciously with Three Growth Practices for Managers:

In this toolkit, ǿŜΩƭƭ show you some simple tips and tools for working  
with these practices and help you, as a manager of teams, to  
become a GrowthManager.

Your time is finite. These proven practices will help you to get the  
best value from that time as you develop your ǘŜŀƳΩǎ skills and  
thought processes. This will have both immediate operational  
benefits and a longer-term positive impact on employee  engagement 
and retention and organisational capabilityinvestment.

Working with this toolkit ςthreesteps

01
Familiarise
yourself with the  
Three Growth  
Practices for  
Managers

02
Use thePlanning
to Grow Team  
Performance  
worksheet onp16  
to consolidate  
your reflections  
and build your  
plan

03
Use the Framework  
for Performance  
Improvement in  
weekly reviews to  
build new habits and  
assessprogress

Role  
Modelling Guiding Stretching
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*Brand Learning conducted research into what it takes to drive growth in 2016. We surveyed more than 900 business leaders across 42 countries, and interviewed 70 CEOs, CMOs, CHROs and thought leaders.



OUR LATEST RESEARCH

As part of the ongoing Brand Learning researchinto how 
to drive growth, we conducted quantitative research with 
more  than 100 managers and spoke to 20 senior clients 
across  a range of industries. This research was an 
opportunity to  ōǳƛƭŘ ƳŀƴŀƎŜǊǎΩ ŎŀǇŀōƛƭƛǘƛŜǎ ƛƴ ŘǊƛǾƛƴƎ 
growth through  people.

Threekeythemesfromthe research:

Role  
Modelling

Guiding

Stretching

Helping others  
perform feels  

morechallenging  
in matrix and  
virtualteams

LǘΩǎ taken for  
granted that  

managers know  
how to operatein  
thisenvironment

¢ƘŜǊŜΩǎ no  
clear structureto  
support what a  
manager doesto

develop theirǘŜŀƳΩǎ  
performance

Thereisarealopportunityto lift performance  
by developingpeople
Managers can lift performance by working consistently and  consciously 
with three Growth Practices. Today, only 18% of managers  believe 
their company focuses on the development of people as a  strategy for 
growth. With competing demands ƻƴ ƳŀƴŀƎŜǊǎΩ ǘƛƳŜΣ  attention and 
energy, and without clarity on how to maximise  performance through 
people, ƛǘΩǎ ƴƻ ǎǳǊǇǊƛǎŜ that ǘŜŀƳǎ ŀǊŜƴΩǘ feeling  the full benefit.

Only 40% of people say their manager regularly offers  
an effective vision of what their team needs to be doing  
& how they need to beperforming

Only 25% of people feel their manager role models  
expected new ways of working from capability  
programmes

Just 38% of people say their manager regularly helps  
them to clarify their development areas & find creative  
solutions to fill theirgaps

Less than a third (31%) of managers regularly help  
improve thinking through effective Ψƛƴ ǘƘŜ ƳƻƳŜƴǘΩ  
feedback & questions

Only 28% of people strongly feel their manager  
regularly accelerates the ǘŜŀƳΩǎ ǇŜǊŦƻǊƳŀƴŎŜ  
through the encouragement of risk &reflection

Less than a quarter (24%) of people strongly feel  
their manager regularly proposes taking different  
roles in teamwork to capture newperspectives
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ROLEMODELLING

FromthemomentweΨǊŜborn,copyingothersis  
the most influential way we learn and develop,  
which is why our behaviours and beliefs are  
heavily shaped by those around us. If people  
identify with a team and want to be part of it,  
ǘƘŜȅΩǊŜlikelyto adoptsimilarbehaviours.

LŦ ȅƻǳΩǊŜ a ƳŀƴŀƎŜǊΣ ȅƻǳΩǊŜ ŀƭǎƻ a role model. Whether  
ǘƘŜȅ ǊŜŀƭƛǎŜ ǘƘŜȅΩǊŜ ŘƻƛƴƎ ƛǘ ƻǊ ƴƻǘΣ ǇŜƻǇƭŜ ǿƛƭƭ ŎƻǇȅ ȅƻǳΦ  
So -ǿƘŀǘΩǎ ƛƳǇƻǊǘŀƴǘ ƛƴ ƭƛŦǘƛƴƎ ǇŜǊŦƻǊƳŀƴŎŜ ǘƘǊƻǳƎƘ ǊƻƭŜ  
modelling?
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ROLEMODELLING:
Why, What, How & When

Good role modelling starts with continually demonstrating to the team why the  
work matters. Showing them how you & they can anchor to a higher purpose  
builds engagement and productivity. Role modelling then continues in the daily  
detail of what you do, when you do it and how you talk aboutit.

WHYthe work matters

Identify & articulate the sweet spot where the customer-centred vision for the  
organisation connects with the visionfor your team & each individual

WHATΩǎ ƛƳǇƻǊǘŀƴǘ  
Acquiring newskills

Identify the precise skills you need to perform at higher levels, and find ways to build those skills for yourself & your team  
Unlearning
Train individuals to give up skills and redundant ideas quickly ςwhile showing you do the sameyourself

HOWwe work  

Ourbehaviours

Set the cultural expectations of how you want the team to work through your cumulative, consistent behaviours over time  
Ourenvironments

Reward, recognise & support a culture in which learning, information sharing, collaboration, and innovationare the norm

WHEN you doit

Whenyouarerole modelling,be overtabout what youarespecificallydoing in that moment& the positiveimpactit will have.
This signalling will make your role modelling more visible so that others will more easily learn from you & build their potential  
to become role modelsthemselves.
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WHERE ARE YOU TODAY AS A ROLE MODEL?

WHY our workmatters

Howareyoudemonstratingthe connection
of your own purposeto the ƻǊƎŀƴƛǎŀǘƛƻƴΩǎ
goals?

Howareyouarticulatingthe typesof  
outcomes that are important to you  
personally & to theteam

Howconsistentlyandcontinuouslyareyou  
ǊƻƭŜ ƳƻŘŜƭƭƛƴƎ ǘƘŜ Ψ²ƘȅΩΚ CǊƻƳ ǘƘŜ ǘŜŀƳ  
perspective?

²I!¢Ωǎimportant

To meet your goals over the next year, what  
technicalandΨǎƻŦǘΩskillsmustindividualteam  
membersdevelop?

Whichframeworks& structuresare limiting
yourability to seedifferent solutions?What
doyouneedto bepreparedtoΨǳƴƭŜŀǊƴΩΚ

ListtheotherΨ²ƘŀǘΚΩprinciplesyoufeel  
need to bemodelled

HOW wework

Whatarethe keybehavioursthatyouneed  
to demonstrate more? e.g. curiosity,  
experimentation

How are you creating the conditions for  
ingenuity to flourish, in which the team is  
encouragedto takeappropriaterisks,and  
failure is positionedappropriately?

How clearly are you signalling your role  
modellingsothatotherscanseeyouractions  
& theirconsequences?

An important first step is  
clarity on the type of role  
model you want to be to help  
maximise performance in the  
short & long terms.

To begin, consider the good  
and bad attributes you are  
displaying today. How are you  
consciously or sub-consciously  
signalling what isvalued?

Make notes on why the work  
of your team matters, the  
skills members need to  
master and the behaviours  
that will guide them in  
delivering effective  
meaningfulwork.
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GUIDING

GuidingistheGrowthManagerpracticefor nudging  
and steering the team through its challenges to  
secure improvedresults.

Guiding starts with understanding your individual team  
ƳŜƳōŜǊǎΩ ǇŜǊǎƻƴŀƭ ƳƻǘƛǾŀǘƛƻƴǎ ŀƴŘ Ƙƻǿ ǘƘŜǎŜ can unlock  
their ingenuity.

9ǉǳŀƭƭȅΣ ƛǘΩǎ ŀōƻǳǘ Ƙƻǿ ȅƻǳ ŘŜǎƛƎƴ ǿƻǊƪ ǇŀǘǘŜǊƴǎ ŀƴŘ ŎǊŜŀǘŜ  
new habits for the team. Great managers support useful  
habit formation and design work practices moreconsciously.

Increasing the frequency and quality of feedback is also  
critical to guiding the team towards maximumperformance.

Closely linked to this is your choice of questions posed in the  
moment. Great managers give less advice but ask more  
questions to build the ǘŜŀƳΩǎ ŎŀǇŀōƛƭƛǘȅ ŀƴŘ ǊŜŘǳŎŜ ƻǾŜǊ-
dependency.

In this section of the toolkit, we focus on just one of these  
areas: how to ask better questions which focus the team on  
how they are working. We call these GuidingQuestions.

Get in touch if you want to learn more about other guiding  
practices.
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GUIDING

Understanding  
motivationsand  
strengths

Guiding starts with  
understanding your  
team ƳŜƳōŜǊǎΩ  
personal motivations,  
and how you can  
make the most of  
ǇŜƻǇƭŜΩǎstrengths.

Designingpurpose  
into the working  
pattern

How could you change  
the pattern of meeting  
and collaboration to  
move closer to your  
ultimate goal?

Habits are patterns that  
the brain uses to create  
easy ways of doing  
things. Your role as a  
manager is to create  
newhabits.

How can you design  
new cues, routines and  
rewards into ways of  
working?

Increasing the  
frequency and  
quality of feedback

Most skills used today  
in knowledge work are  
ΨǎƻŦǘΩ ǎƪƛƭƭǎΣ ƛƴŎƭǳŘƛƴƎ  
complex problem  
solving, creative  
judgement and  
decisionmaking.

Feedback from others  
is disproportionately  
important for  
developing these types  
of skills.

Increase the frequency  
and quality of the  
feedback you give and  
ȅƻǳΩƭƭ see a big  
improvement in  
performance.

Usingguiding  
questions

²ƘŀǘΩǎ ƘƻƭŘƛƴƎ ǘƘŜ  
team back from  
performing at a higher  
level?

When people feel  
overwhelmed, they  
lose their peripheral  
vision and sense of  
possibilities. Your  
guiding questions can  
reversethis.

Ask questions that  
focus the team on how  
they are working, using  
questions that draw  
attention to more  
effectivebehaviours.
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FIVE TYPES OF GUIDINGQUESTIONS
To maximise performance in the moment

When you try and solve all problems yourself as a manager, you can  
almost provide too much value. This increases the ǘŜŀƳΩǎ ŘŜǇŜƴŘŜƴŎŜ  
ƻƴ ȅƻǳ ŀƴŘ ŘƻŜǎƴΩǘ ƛƳǇǊƻǾŜ ǘƘŜƛǊ ƻǿƴ ŎŀǇŀōƛƭƛǘȅ to lift performance.  
Instead, there are five types of questions that will help you unlock  
higher levels of performance from yourteam.

02Revealing  
thinking
When thinking is  
unclear, or people  
are narrowing  
optionsunnecessarily

01 Clarifyinggoals
When ƛǘΩǎ ǳǎŜŦǳƭ ǘƻ  
help understand  
motivation or define  
more usefully what  
success lookslike

03 Building  
relationships
When an interpersonal  
relationship appears to  
be holding back the  
team

04 Moving to action
When procrastination  
hits, or the team is  
unsure how to move  
forward

05 Capturelearning
When there is a risk that  
learning is being lost in  
the fast pace of task  
accomplishment
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GUIDINGQUESTIONS
To maximise performance in the moment

veit?

G
U

ID
IN

GA
R

E
A

S

Clarifyinggoals

What gets you up in themorning?

What difference are you looking to makehere?
Describe what great looks like to you in the long term &now  
²ƘŀǘΩǎ important to you in thisactivity?

Revealingthinking

Which bit of your thinking do you need my helpwith?  
Talk us both through the approach ȅƻǳΩǾŜ ǘŀƪŜƴ  
What have you assumed that could bechallenged?
²ƘŀǘΩǎ really the issuehere?

What do you understand as being important to X - &why?  
How big is the relationship you have with[colleague]?

Buildingrelationships What do you think is their level of engagement & how can weimpro
How can you co-invent with [colleague]?

Moving to action

²ƘŀǘΩǎ holding youup?
What are the options? Which one would give the best result?  
What small thing can you do now to move towards the big
goal?  What else could youdo?

Capturelearning

What have you learned aboutyourself?
What is useful for other team members to know?  
What is useful for the organisation to be aware of?  
What would you do differently nexttime?
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