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TABLE 3.1 Four Specific Manager Tools to Address the Four
Critical Behaviors

Critical Behavior Manager Tool

Get to Know Your People One On Ones

Communicate about Performance Feedback

Ask for More Coaching

Push Work Down Delegation

increase), the monthly One On Ones actually held back the overall
average improvement of the test group.

If we hadn’t tested monthly One On Ones (and, believe me, we don’t
recommend them), the results and retention improvement shown by the
test group would have been even higher.

I’ll explain why we think that is the case when we talk about One
On Ones in the next chapter.

After many years of testing all of the tools the way we did the
One On Ones, we crafted four specific tools to address the four
critical behaviors, as shown in Table 3.1.

As I’ve said before, these tools aren’t the only way to be an
effective manager. You may have your own tools, your own way. If
you’re getting results and retaining your team, and your methods are
teachable and sustainable, well done! I suspect you know by now
that you’re pretty rare as a manager.

However,

■ If you don’t really feel like you know what you’re doing
■ If you don’t have your own technique
■ If your technique is your personality
■ If you can’t teach others your technique
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Scheduling your O3s is actually more important than having
them weekly. That’s why it’s first on our list. It is more important to
schedule your One On Ones than to have One On Ones almost
every week that are unscheduled. The value of having One OnOnes
is that by doing this you are saying to your directs, “You’re always
going to have time with me. I’m always going to be investing in the
relationship.” If you don’t schedule your One OnOnes, you’re saying
to your directs, “This might be important in a given week. You might
be important, and the time with me might be valuable to me. I don’t
know. Let’s play it by ear. We’ll see how things go.”

We originally thought that frequency of O3s would be more
important than the scheduling of them, but we were wrong.

Here’s what our research showed. (We’ve repeated similar results
three times.) If we compare two groups of 100 managers who actually
conduct O3s, the managers who schedule their O3s outperform (against
results and retention) the unscheduled managers by significant margins (as
much as three to four times). What’s more, it’s really difficult to
conduct O3s if you don’t schedule them.

Take a look at the Table 4.1. We wanted to find out whether
scheduling One On Ones was important. In order to do that, we
wanted to compare two similarly sized groups of managers: those that
did schedule their O3s, and those that didn’t.

The first thing we learned was that it was much harder to actually
do O3s if you didn’t schedule O3s. We only had to assess 119
managers who scheduled their O3s to find 100 who then did

TABLE 4.1 Scheduled O3s vs. Unscheduled O3s

Scheduled Unscheduled

Managers Surveyed

Managers Tested

Improvement

119

�100
�8 percent

520

�100
�2 percent
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Figure 7.1 The Basics of Feedback

Before we learn the details of the Manager Tools Feedback
Model, let’s first change your perception about what the purpose of
feedback is. If you know the purpose, it’s much easier to get your
delivery right or to correct it when you get off track.

Consider the simple illustration of the basics of feedback, shown
in Figure 7.1.

Assume that you are at the “Now” moment in Figure 7.1. It’s
noon, on a workday. Time flows from left to right. What happened
this morning is represented on the left of the figure, and the future—
this afternoon and beyond—is represented on the right.

This morning, one of your directs engaged in some behavior,
either good or bad. The plus inside the circle represents the direct’s
good behavior, and the minus inside the circle represents a mistake
she made.

It’s now noon, and you have become aware of her mistake: you
read a report, you received an e-mail from her, you watched her give
a presentation, or a colleague shared something about her with you.
Now you have to decide what to do. Of course, the classic response is
to do nothing.

The direct probably knows she messed up; she’ll self-correct. If
it’s something good, there’s no need to say anything, since she was
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Figure 10.1 Coaching Model

Step 1: Collaborate to Set a Goal

The first step is really simple. Once we’ve decided what our direct is
going to get better at—more about which in a moment—we sit down
with the direct and set a goal.

Note that the first three steps of our model start with the word
collaborate. We sit down with the direct and set goals, brainstorm
resources, and create a set of action steps that we call a coaching
plan. Only in step 4, when the direct takes actions in the plan while
we monitor the direct’s actions, do our paths diverge, and then it’s
only slightly.

Coaching is most effective when it is collaborative. Managers
know where the most likely opportunities are, but the direct is the
one who will be learning and growing, and the manager can’t do that
for the direct any more than the direct can always be right picking
the topic or knowing the resources.

How do we set a goal? Easy. We describe a behavior or a result
that we want to achieve by a date when we want it achieved. Here
are some examples:

■ By 1 December, you will attain Certified Network Engineer
(CNE) status.

■ By 30 October, you will run the staff meeting successfully.
■ By 1 January, you will submit the Capital Plan without errors

Manager Tools uses a goal structure called DBQ: Deadline,
Behavior, Quality. We start with the Deadline portion because
deadlines drive behavior. Also, because we remember that coaching
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TABLE 10.1 List for Coaching Someone on The Habit of
Interrupting

Tannen Book Vanderbilt book Amazon

Notify team Private coach Google

Books Predetermined rewards Blogs

Weekly reporting Physical cheat Weekly check-ins

Apology required Interpersonal skills class Charm school

Stopwatch YouTube videos Podcasts

Charm coach Self-reporting Manager Tools Forums

Peanut butter Influence book Cadet hostesses

Step 3: Collaborate to Create a Plan

We’ve got a goal, we’ve got a pile of ideas to get us there; what now?
Now we just create the first few weeks of a plan—a series of steps that
Derek will take, to help him start learning and improving his
behavior. We can either use one resource, if we agree that it’s a
great one to use and is free, or we can use two to three together. We
could, perhaps, use one resource (for example, visiting other meet
ings for a few days) until we can use the book we ordered from
Amazon about meetings: Meetings for Dummies.

The steps in the plan each have three parts: a deadline, a
behavior, and the reporting that the task is done, which is inherent
in the task. The reporting (see the list below) is what makes a task a
deliverable.

Here are some examples of tasks from a different plan, showing
each of the three parts.

■ By 15 July, e-mail me a receipt for your order of the book The
Effective Executive from Amazon.
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you’re the clearinghouse for who gets assigned what on your team
(generally). You’re not delegating a task when it’s not a task you
would normally do, and you’re simply assigning that task among
members of your team. This is an example of task assignment.

Delegation, on the other hand, is you turning over responsibility
for one of your regular responsibilities—something you routinely
do—on a permanent or long standing basis, to one of your directs.

Task assignment is different from delegation. [There’s a Cast For
ThatTM.]

Why Delegation Is the Solution—The Delegation Cascade

I’d like to walk you through a workload management scenario that
we often share with managers who attend our Effective Manager
Conferences. You’re a manager with five directs. The diagram that
follows represents your weekly managerial workload (see
Figure 12.1). The box itself represents your 50-hour work week.
Think of it as “holding” 50 hours’ worth of work. (I know you may
work more or less than that, but allow me to simplify things a little.)
Each ball in the box represents one of your responsibilities—
something that you spend time on each week. You’ll note that
there are five big balls and 15 small balls—a total of 20 balls. And, for
simplicity’s sake, we’re going to assume that everyone in your
organization has 20 balls in their box, and everyone works 50 hours

Figure 12.1 Work Life Diagram: 20 Balls

http://www.manager-tools.com/resources/effective-manager-book
http://www.manager-tools.com/resources/effective-manager-book
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Figure 12.2 Work Life Diagram: 21 Balls

You immediately realize this is going to take you a bunch of time
to get done—it’s not just any ball, it’s a big ball.

Suddenly, you’ve got 21 balls, and now not five but six of them
are big (see Figure 12.2). And there’s not room in your existing
workweek for this new workload. Your box, your professional day-to
day life, is now out of stasis. You’re going to have to make a change.

Before you start finding solutions to this problem, there are some
constraints. You cannot work more hours. The size of the box is the
absolute maximum your spouse or body will allow you to work. You
could work more hours for a short period, but this isn’t a responsi
bility you can dispatch in a couple of all-nighters. This is a new,
permanent part of your job and responsibilities. Your boss used to do
it, which means it matters.

You can’t work “smarter.”Over time, we all get smarter about our
work, and we all can do more, but that isn’t the solution in this case.
You can’t instantly get smart enough to be able to do the work
required for the new ball, too. Nor can you suddenly/immediately get
a lot better at doing the rest of your responsibilities (the rest of the
balls).

And finally, you can’t say no. You’ve told your boss you want
more responsibility. It wouldn’t be smart for you to turn down what
you’ve been asking for.
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Figure 12.3 Delegate One of Your Small Balls

What does it look like when you delegate one of your small
balls to one of your directs? Look at Figure 12.3.

Just in case you didn’t get it, we’ll say it again. This is what it
looks like when you delegate one of your SMALL balls to one of your
directs.

One of your small balls is a big ball to your direct.
The direct doesn’t know how to do the task, and the expect

ations are higher. It’s tough. They have to spend more time to get it
done. And because it was something you used to do, by definition it’s
going to be as important as any of the big balls they’re already
working/spending time on.

Why shouldn’t you delegate one of your big balls to your direct?
Because it would get bigger, and it would crush him. Because the
balls get bigger as they go down the organizational hierarchy, your
directs will be overwhelmed.

If you thought about splitting a big ball among multiple directs,
that’s generally not a good plan, either. We’ve tested it. If it were
easy to split the ball, the ball probably would have already been split
up into smaller balls. Plus, you’ll end up spending more time than
you realize coordinating all the work that you split up, so you don’t
get as much time savings as you want/need.
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