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    A Playbook In Twelve Chapters

    People First


    A playbook for the quiet, careful work of leading humans through the work.

    Written by

    David Webeklint

  





  
    Colophon

    First EditionPublished in 2026. Composed in Newsreader and Instrument Serif, with details set in Helvetica. Printed on warm cream paper, with one accent in terracotta.

    AuthorDavid Webeklint. Drawn from a decade of work alongside creative teams. The names, projects, and specific examples in earlier drafts have been generalised so the practice can travel.

    Rights© 2026 David Webeklint. All rights reserved. Short passages may be reproduced for review and teaching, provided the source is credited. No part of this book may be used to train automated systems without the author's permission.

    ISBN978-91-531-9802-4  ·  Digital edition, 2026.

    A Note On LanguageThis book treats people management as a distinct part of a manager's role, not as a separate job title. When you wear the people management hat you are tending to the humans behind the work. When you wear your other hats you are tending to the work itself. The distinction is clarified in Chapter Two and in the Glossary at the back.

    A Note On UseThis is not a rulebook. Adapt freely. The aim is not to make all managers the same, but to give them the same starting point.

  





  
    For every quiet leader who chose the person over the project, and found, in time, that they had done both.
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  §
  
    A Letter to the Reader

    An introduction, and a small invitation.

    Being trusted with another person's growth is one of the more serious things you will be asked to do in your career. This book is here to help you carry that trust with clarity and confidence, not perfectly, but well enough.

    
      How to read this In any order
      Time to read About five hours
      How to use it Like a toolbox
    

  




  
    The work of people management is still relatively young as a discipline. Even where the title does not exist, the function does: someone is tending to the humans behind the work, on purpose, every week. Most of us have learned by trial, error, and conversations with colleagues. Much of what we know lives in fragments, in scattered notes, hallway exchanges, the muscle memory of seasoned managers.


    This book is an attempt to bring some of that together. It is not a rulebook, and not a manifesto. Think of it as a guide and companion, a collection of principles, routines, and tools designed to help you carry the work with steadiness.


    Why this book exists


    To provide clarity about what good people management looks like inside a manager's wider job.


    To share practical routines and tools that make the human side of leadership manageable day to day.


    To offer guiding principles for how to lead people with care.


    To create some consistency, so that whichever team or project a person joins, they experience people leadership in a familiar, supportive way.


    How to use it


    You do not need to read this in one sitting. It is built to be returned to.


    
      	
If you are new to people management start at the beginning. The first three chapters lay the foundation.

      	
If you are seasoned dip in where the trouble is. Facing a difficult conversation? Open Chapter Eight. Planning your week? Chapter Four.

      	
If you only have ten minutes find the checklist at the end of any chapter. Each one is designed to be useful on its own.

    


    Above all, adapt the ideas here to your own voice. Each manager brings a particular temperament to the role. The goal is not to make everyone the same, only to give everyone the same starting point.


    
      A note on language
      This book treats people management as the part of your role that tends to the humans behind the work. HR partner refers to the people who maintain the legal and systemic frame around employment. These distinctions matter; see Chapter Two for the careful version, and the glossary at the back for quick reference.

    


    A shared effort


    This book is not final. The best managers I know are always learning, and so should our shared practice. If you find better ways to run one-to-ones, new tools for feedback, or approaches that build trust in your team, share them. Together, we keep improving.


    People management is about impact, not on code, art, copy, or process, but on people. When it is done well, individuals thrive, teams strengthen, and the work, almost as a side-effect, gets better.


    That is the book in a sentence. The rest is detail.


    ❦
  





  
    Part One

    Foundations.

    

    Before the routines, the meetings, and the templates, three short chapters on what the work is, why it matters, and the principles that hold it together.

    Chapters 01 · 02 · 03

  





  01
  
    Chapter One

    Why people management matters.

    Great work is made by people who feel supported, trusted, and motivated. Tools and process matter, but none of it matters without people at their best, and someone has to be looking out for that, on purpose.

    
      Theme Two jobs in one
      For Anyone managing humans
    

  




  
    Being a manager has always been two jobs in one. There is the work: the craft, the schedule, the decisions, the output. And there are the people: their growth, their well-being, their motivation, their careers. Most leadership writing is about the first job. This book is about the second.


    You may already run the work. You may already approve the design, sign off the sprint, or carry the P&L. That is not the subject here. The subject is the part of your role that is easiest to defer and hardest to do well: the part that gets squeezed first when delivery is tight, and the part that decides whether your team is still here, still growing, still engaged in twelve months.


    A useful way to hold the two halves of the job:


    
      	
The work asks for output. Quality, direction, progress, milestones.

      	
The people work asks for growth, well-being, engagement, motivation.

    


    Both are yours. This book is about how to do the second well.


    
§ 1The unique attention of the people manager


    When you wear your people management hat, your attention is not primarily on output, milestones, or delivery. It is on the person behind the work, their motivation, their challenges, the ways they want to grow while contributing.


    In that mode you:


    
      	Offer a safe space outside the immediate delivery rhythm for conversations about ambitions, feedback, or personal challenges.

      	Champion growth and development inside the current work, aligning individuals' aspirations with team needs.
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