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    preface
 
  
 
   
   As someone who has always been drawn to software engineering, I have long harbored a keen interest in eventually transitioning from a software engineer role into management, specifically engineering management (EM). This aspiration stemmed from my admiration for my father, who worked in the same field.
 
  
 
   
   Let’s start with the reasons why an EM role would be exciting or even desirable for a software engineer. This role combines the principles of engineering and management to lead and deliver engineering projects. As such, the position requires true passion for leadership, strategy, a people-first mindset, and many other management skills. As an EM, you will be put in difficult situations and asked to identify and mitigate risks; make informed decisions, sometimes with limited information; help plan strategies for the organization and company; promote a culture of continuous improvement; handle resource allocations on projects; communicate to leadership; provide transparency; and help people with career development. Whether you’re an experienced EM, a newcomer to the role who’s stepping into the shoes of a predecessor, or a software engineer who’s contemplating moving into an EM role, the position encompasses more than meets the eye. Regardless of the company’s scale, the scope of responsibility is extensive.
 
  
 
   
   Fortunately, whenever I made career moves as a software engineer, I found an abundance of books and resources available to educate, support, and aid me in my preparations. After spending several years as a software engineer and becoming serious about exploring a career path in engineering management, I faced a significant challenge. Though numerous resources available on management in general were available (see the following list), I found nothing specifically about making a transition from engineering to engineering management. Here are a few of the books on excelling in management that I read or listened to:
 
  
 
   
   	 The Manager’s Path: A Guide for Tech Leaders Navigating Growth and Change, by Camille Fournier (https://mng.bz/2K1g) 
 
   	 97 Things Every Engineering Manager Should Know: Collective Wisdom from the Experts, by Camille Fournier (https://mng.bz/1GRX) 
 
   	 The Mythical Man-Month: Essays on Software Engineering, by Frederick P. Brooks Jr. (https://mng.bz/PZ7w) 
 
   	 Software Engineering at Google: Lessons Learned from Programming Over Time, by Titus Winters, Tom Manshreck, and Hyrum Wright (https://mng.bz/JZ7o) 
 
   	 The Phoenix Project: A Novel About IT, DevOps, and Helping Your Business Win, by Gene Kim, Kevin Behr, and George Spafford (https://mng.bz/wxAO) 
 
   	 Peopleware: Productive Projects and Teams, by Tom DeMarco and Timothy Lister (https://mng.bz/qOAA) 
 
  
 
   
   As you can see, there was a noticeable lack of guidance for someone like me—an engineer seeking to understand what EM entailed and whether it was the right move for my career. Neither was there information on how to transition from an individual contributor (IC; software engineer) to a manager of teams. To my dismay, I discovered that I was the only one in my immediate circle of friends who was considering an EM role, which meant that there were fewer people I could turn to for advice within my online friend network. Consequently, I had to actively expand my network, using platforms such as LinkedIn to connect with individuals who could offer career guidance. My immediate manager also provided valuable support throughout this process.
 
  
 
   
   The challenges and anxieties I experienced during my transition from software engineer to EM were the driving force behind my decision to write this book. Within its pages, you will delve into the EM role, learning about the progression from IC to EM, illustrated by some experiences from my journey as well as anecdotes from industry experts.
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   about this book
 
  
 
   
   The book aims to help you determine whether the EM role is right for you, guide you in preparing for the position, and provide insights on how to thrive when you assume the role. You will understand what the role entails, explore the challenges that come with being an EM, and introduce frameworks that can be invaluable in your day-to-day responsibilities. I will share factors to keep in mind when making decisions at the company level, especially as most decisions can have consequences that extending far beyond your tenure in the role.
 
  
 
   
   Through thought-provoking exercises at the end of each chapter, you will be encouraged to reflect on how the content resonates with your own job, role, and work. Take time to go through each question and reflect on it. These questions will help you in your current role as well as prepare you for future challenging roles. There are no right or wrong answers—just opportunities to consider and reflect.
 
  
 
   
   Finally, each chapter incorporates the perspectives of other industry leaders who are experts in their field. These provocative quotations are here to enhance your understanding of the topics discussed. Again, there are no right or wrong opinions; these leaders are simply sharing their perspectives and showing how different people think about the situations that confront an EM.
 
  
 
   
   Who should read this book?
 
  
 
   
   First, let’s address the fundamental question of who should read this book. If any of the following categories describes you, you have landed in the appropriate book:
 
  
 
   
   	 An engineer who is thinking about EM as your next potential career move 
 
   	 An EM who is new to the role 
 
   	 An experienced EM who is looking to learn and grow in the role 
 
   	 An EM who is changing jobs and will be taking over a team from a previous EM 
 
   	 An EM who will have new EMs under them or will help ICs go through the EM transition 
 
  
 
   
   How this book is organized: A road map
 
  
 
   
   This book contains 15 chapters divided into three parts dealing with the fundamentals of the EM role (people, product, and process):
 
  
 
   
   	 Part 1, Start with the people—This part of the book sets the stage for your journey to being or becoming an EM, focusing on the people aspects of the job. 
     
     	 Chapter 1 introduces the basics of management, roles, and responsibilities of an EM, discussing leadership versus management and leadership styles. 
 
     	 Chapter 2 is about the differences between ICs and EMs, addressing some common misconceptions about the role, motivations for being an EM, and a three-phased approach for moving from IC to EM. 
 
     	 Chapter 3 deals with importance of managing people, your team, and yourself, as well as career development, conflict resolution, and opportunities to learn and grow as an EM. 
 
     	 Chapter 4 talks about managing performance, including best practices for performance reviews and managing high performers and underperformers. 
 
     	 Chapter 5 dives into the concept of delegation, discussing the differences between delegation, substitution, and allocation. The chapter also provides a framework for applying delegation and teaching it to others to create a multiplier effect. 
 
     	 Chapter 6 is about recognition: its role in team development, effective recognition, and how to handle recognition at all levels. 
 
     	 Chapter 7 delves into hiring. Topics covered include using a framework for hiring, building teams from scratch versus hiring people for an existing team, hiring externally versus internally, building a hiring pipeline, and creating hiring programs for positive reinforcement. 
 
     	 Chapter 8 explores attrition, its effects, and ways to get ahead of it. 
 
    


 
   	 Part 2, Projects and the cross-functional world—Here, we explore projects and partnerships. 
     
     	 Chapter 9 shows the importance of cross-functional collaboration and discusses common challenges as well as ways to collaborate and communicate effectively in a cross-functional setting. 
 
     	 Chapter 10 dives into the project life cycle and the role that EMs play. It covers the stages of a project life cycle: preplanning, planning, execution, and postexecution. 
 
     	 Chapter 11 deals with the importance of setting and managing expectations, addressing common challenges in expectation management and a framework for managing expectations. 
 
    


 
   	 Part 3, Learn the process—In this part, you learn best practices for managing the crucial challenges you’ll face. 
     
     	 Chapter 12 teaches the importance of engineering and operational excellence for EMs, as well as tools to get you started and help you focus on the iterative process. 
 
     	 Chapter 13 shares insights into reorganizations. It provides a framework for organizational change management and shows how to handle changes in leadership. 
 
     	 Chapter 14 dives into the importance of time management for EMs, providing tips on planning time and using tools such as the Eisenhower Matrix. 
 
     	 Chapter 15 shares insights into continuous learning, offering tips and strategies for nurturing self-development. 
 
    


 
  
 
   
   You do not have to read all the chapters in a specific order, as some may not immediately apply to your current role. But I strongly suggest going through even those chapters to gain insights into what you can expect in an EM position or see how to deal with situations better if you’re already in the role. The book will provide you a comprehensive understanding of the role from various angles, encompassing people, product, and process perspectives. Moreover, by familiarizing yourself with these topics, you will be better prepared to empathize with individuals who are undergoing a similar transition.
 
  
 
   
   liveBook discussion forum
 
  
 
   
   Purchase of Think Like a Software Engineering Manager includes free access to liveBook, Manning’s online reading platform. Using liveBook’s exclusive discussion features, you can attach comments to the book globally or to specific sections or paragraphs. It’s a snap to make notes for yourself, ask and answer technical questions, and receive help from the author and other users. To access the forum, go to https://livebook.manning.com/book/think-like-a-software-engineering-manager/discussion. You can also learn more about Manning’s forums and the rules of conduct at https://livebook.manning.com/discussion.
 
  
 
   
   Manning’s commitment to our readers is to provide a venue where meaningful dialogue between individual readers and between readers and the author can take place. It is not a commitment to any specific amount of participation on the part of the author, whose contribution to the forum remains voluntary (and unpaid). We suggest that you try asking the author some challenging questions lest their interest stray! The forum and the archives of previous discussions will be accessible on the publisher’s website as long as the book is in print.
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   about the cover illustration
 
  
 
   
   The figure on the cover of Think Like a Software Engineering Manager is taken from a book by Louis Curmer published in 1841. Each illustration is finely drawn and colored by hand. 
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Part 1 Start with the people

 
  
 
   
   This part of the book sets the stage for your journey to learning, establishing, and becoming an effective software engineering manager, focusing on the people aspect. Beyond spreadsheets and boardroom decisions, the resonance of human connections is what echoes through the corridors of effective engineering management.
 
  
 
   
   In chapter 1, you’ll learn about the basics of management, the key roles and responsibilities of an engineering manager (EM), leadership versus management, what differentiates excellent EMs from others, success metrics, and various leadership styles.
 
  
 
   
   Chapter 2 teaches you the differences between an individual contributor (IC) and an EM, common misconceptions about moving from IC to EM, motivations for being an EM, a three-phase approach to IC-to-EM transition, and ways to help others transition into an EM role.
 
  
 
   
   Chapter 3 covers the importance of managing people, teams, and yourself, discussing career conversations; conflict resolution; and the importance of goals, morale, and trust. It also discusses identifying opportunities and acknowledging mistakes to grow as an EM.
 
  
 
   
   Chapter 4 talks about managing performance: best practices, performance reviews, and how to manage high performers and underperformers.
 
  
 
   
   Chapter 5 delves into the intricate dynamics of delegation, meticulously parsing out its distinctions from allocations and substitutions. It navigates the complexities, elucidating the essence of delegation. Furthermore, it furnishes a structured framework that serves as a compass for effective delegation practices.
 
  
 
   
   Chapter 6 talks about recognition and its role in team development, effective recognition, ways to recognize and reward others, and how to handle recognition at various levels.
 
  
 
   
   Chapter 7 highlights the hiring framework, covering the nuances of building a team from scratch versus hiring people for an existing team, hiring externally versus internally, building a hiring pipeline, and creating hiring programs to promote positive reinforcement.
 
  
 
   
   Chapter 8 talks about attrition, including its effects and how to get ahead of it.
 
  
 
   
   When you finish this part of the book, you’ll have learned about the people aspect of the EM role and will be ready to embark on your journey to learn about project management, execution, and delivery and how to work with cross-functional partners.
 
  

 
   
   
1 Exploring the engineering manager role

 
  
 
   
   This chapter covers
 
    
    	The basics of management and the need for it
 
    	Key roles and responsibilities of an engineering manager
 
    	The nuances of leadership versus management
 
    	Traits that differentiate excellent engineering managers
 
    	Success metrics
 
    	Leadership styles
 
   
 
  

  
   
    
     Productivity is most important by engineering management rules, but enjoyment is most important for engineers. One stems from the other. 
     
       —Rob Pike 
     

    

   

  
 
  
   You are the new engineering manager for a team of six engineers. Each engineer is capable of completing 2 tasks per day, for a team total of 12 tasks daily. You, however, think they can do better, and you identify specific opportunities for improvement. Through streamlined code reviews, agile development, and skill-enhancing training sessions, along with cross-training between backend and frontend, the team’s productivity increases. With the changes, each developer now accomplishes three tasks a day, resulting in a 50% boost to daily output. Welcome to the world of engineering managers (EMs), the unsung heroes of organizational success!

  
 
  
   Effective engineering management is crucial for both the success of the company and the growth of the individual engineers on your team. The job is not just about project execution, but also demands coaching, motivating, delegating, hiring, and firing. As an EM, you play the roles of guardian, navigator, and bridge between your team’s brilliant minds and senior leadership’s strategic vision. Despite the challenges, including tough decisions and occasional refusals, you guide your team toward greatness. As an EM, you’re not just overseeing a team; you’re orchestrating a symphony of innovation and collaboration. The job is not about ticking boxes on a managerial checklist, but about creating a thriving ecosystem where everyone leaves work with a sense of accomplishment.

  
 
  
   Although fundamental management principles apply to the role, this book is tailored to EMs, emphasizing their pivotal role in the success of tech companies. Whether the task is leading a team in a warehouse or navigating a midlevel position in a tech company, the principles outlined here offer valuable guidance on overseeing people, projects, and processes.

  
 
  
   This book provides insights and strategies to guide software engineers who are considering the EM career path, newly installed EMs, or established EMs who want to improve their skills. With example stories, personal insights, and organizational tools and templates, it will put you into every aspect of the job so you can indeed start thinking like an EM. In this first chapter, we explore the role, looking at the scope of responsibilities, the traits that help you navigate the job, and ways to measure your success.

  
 
  
   
1.1 Demystifying the EM role

  
 
  
   EM is a versatile role that combines creativity and expertise, representing a fusion of a software engineer and a manager. An EM oversees the engineering team and also leads collaborations with other teams, known as cross-functional partners. Simply put: Engineering manager = Engineer + Manager.

  
 
  
   Titles may vary among companies, and this same role may be called software development manager, senior manager of software engineering, or site reliability engineering (SRE)/DevOps manager, but the core responsibilities and expectations remain consistent. Establishing a new company, especially in the tech sector, requires effective leadership across various domains, such as determining project goals, crafting execution strategies, and managing finances. In the initial phases of a startup, an individual often takes on the multiple responsibilities of engineering management, with engineers reporting directly to the chief technology officer (CTO) in the absence of a formal EM. As the company expands, this approach becomes impractical, leading to the customary introduction of multiple EMs in medium-sized enterprises. A company consisting entirely of engineers without EMs (or where EMs don’t do their job well) could lead to friction points such as the following:

  
 
   
   	 Lack of leadership—Without EMs, there may be a lack of leadership roles responsible for guiding and coordinating engineering teams, which can lead to confusion, disorganization, and unclear direction. 
 
   	 Communication challenges—EMs often serve as intermediaries between engineering teams and other departments or stakeholders. Without them, communication channels may become strained, leading to misunderstandings, delays in decision-making, and difficulty in aligning engineering efforts with broader business goals. 
 
   	 Unclear prioritization—EMs typically prioritize tasks and projects based on business objectives, resource availability, and other factors. Without this oversight, engineers may struggle to determine which tasks are most critical, leading to inefficiencies and misallocation of resources. 
 
   	 Conflict resolution—EMs play a crucial role in resolving conflicts within engineering teams or between teams and other departments. Without dedicated EMs, conflicts may escalate. 
 
   	 Resource management—EMs are responsible for managing resources such as budget, time, and personnel within engineering teams. Without them, there may be challenges in allocating resources effectively, leading to bottlenecks, missed deadlines, or overruns. 
 
   	 Career development—An EM can provide mentorship to engineers, managers, and even cross-functional partners. Without this support structure, engineers may feel stagnant in their careers, leading to attrition and talent-retention problems. 
 
   	 Engineering excellence—EMs oversee processes to ensure that engineering deliverables meet the required standards and specifications. Without them, there may be gaps in quality control, leading to product defects, customer dissatisfaction, and reputational damage. 
 
  

  
   This friction can compromise overall business health. In the dynamic startup world, EMs wear multiple hats, tackling technical problem-solving, team-building, and project management. They navigate challenges such as limited resources, tight deadlines, and the constant need for innovation, emphasizing hands-on problem-solving and effective leadership in uncertain environments.

  
 
  
   By contrast, EMs in large corporations face challenges with complex structures, extensive hierarchies, and established processes. The trick here is navigating bureaucracy while fostering innovation and maintaining team efficiency. EMs in large corporations must possess a strategic mindset that aligns technical efforts with business goals and acts as a conduit between technical teams and senior management, emphasizing communication and collaboration.

  
 
  
   Regardless of the setting, the role requires a delicate balance of technical prowess and managerial finesse. Although technical expertise is crucial for guiding teams and making informed decisions, managerial skills are equally vital for effective communication, conflict resolution, and overall project execution. In day-to-day operations, EMs seamlessly transition between technical problem-solving and managerial duties such as performance reviews, resource allocation, and strategic planning, ensuring alignment between their projects and the broader organizational objectives. Successful EMs possess qualities that enable them to manage at all levels, demonstrating empathy, soft skills, relationship-building, and effective planning and execution. These skills are refined through experience, particularly in handling ambiguous situations.

  
 
  
   EM is a unique position in engineering, and not all developers may be suited for or interested in transitioning to EM roles. Even a highly accomplished engineer may not necessarily excel as an EM, and vice versa. The fact is that career progression doesn’t necessarily lead to becoming an EM; alternative paths include remaining a software engineer (such as a solution architect or principal engineer) or exploring parallel roles such as product or project manager, business analyst, and DevOps architect. There’s no universal model, and it’s not unheard of to be a staff or principal engineer or lead architect while taking on some management responsibilities. Chapter 2 will delve into the career trajectories of software engineers and EMs, exploring commonly used titles and responsibilities associated with these roles. In the next section, we will further explore the nuances of the EM role.

  
 
  
   
1.1.1 Roles and responsibilities: The core competencies

  
 
  
   The role of an EM is complex, as it involves juggling numerous, varied responsibilities and mastering skills such as time management, organization, prioritization, and context-switching. In simplified terms, the EM is responsible for executing the team and the projects. In this section, we will delve into the fundamental competencies that characterize an effective EM.

  
 
  
   Building talent

  
 
  
   One of the primary responsibilities of an EM is to build talent and nurture the skills of the people on the team. This task involves a multipronged approach:

  
 
   
   	 Understanding the roles and responsibilities the team requires so you can better plan its composition 
 
   	 Conducting résumé screening, hiring new employees who are aligned with team and company needs, and providing a runway for employees’ success 
 
   	 Engaging in regular one-on-ones and career conversations with engineers (or managers, in the case of a middle manager), and understanding their motivations, aspirations, and blockers 
 
   	 Coaching and mentoring team members, addressing career gaps, bringing out the best in individuals, supporting career development, and promoting people when they’re ready 
 
   	 Managing performance by assisting both high and low performers and offering constructive feedback 
 
   	 Facilitating the growth of individuals within the organization and discerning when external hiring is necessary 
 
   	 Retaining existing talent by keeping them challenged and motivated 
 
  

  
   EMs achieve a high-performing, self-organizing team by demonstrating empathy, honesty, and emotional intelligence. The overarching goal is to empower team members, unleashing their full potential to achieve collective success. Prioritizing a people-centric culture enhances team engagement and job satisfaction, establishing a robust foundation for overall success within the company. We will dive deep in chapter 3 to learn more about managing people, teams, and yourself as EM.

  
 
  
   Fostering vision

  
 
  
   For an EM, fostering a clear vision significantly enhances team productivity. It is your responsibility to impart a clear mission statement to your team by translating the organization-wide strategy and vision. This approach ensures that your team understands its purpose as a cohesive unit. Achieving clarity involves the following:

  
 
   
   	 Clearly defining the team’s mission and charter 
 
   	 Communicating how team goals align with the company’s broader vision 
 
   	 Setting clear and achievable objectives for the team 
 
   	 Establishing task priorities for engineers so they are clear on their next steps 
 
   	 Encouraging team members to think big and sharing both short- and long-term visions 
 
   	 Guiding the team through dynamic tech environments, explaining shifts in strategy, and promoting adaptability 
 
  

  
   Embracing a visionary role requires mastering effective communication to promote transparency in conveying messages, especially in an era of unprecedented access to information.

  
 
  
   Leading projects

  
 
  
   EMs are integral to leading projects, actively involved from initiation to completion. Responsibilities may vary based on the organization and team structure but could include any of the following:

  
 
   
   	 Motivating engineers and cross-functional partners to lead projects efficiently 
 
   	 Making staffing decisions and ensuring that work aligns with individual engineers’ career aspirations 
 
   	 Creating project road maps, running standups, budgeting, and aligning stakeholders 
 
   	 If the company uses agile methodology, facilitating smooth agile ceremonies in collaboration with the scrum lead and product manager 
 
   	 Collaborating with peer managers and actively participating in shaping the product 
 
   	 Presenting the team’s vision to stakeholders and translating it into end customer products 
 
   	 Cultivating a culture of innovation and collaboration 
 
   	 Resolving conflicts within and outside the team 
 
   	 Striking a balance between achieving delivery goals and maintaining technical excellence while placing less emphasis solely on coding, which is crucial for the overall success of a project or organization 
 
   	 Removing roadblocks for the team, using experience and a 50,000-foot view to clear paths 
 
   	 Ensuring operational stability after the product has been launched into production 
 
  

  
   The role involves dealing with ambiguity and making decisions with limited knowledge and resources. EMs must know when to delegate, take ownership, and make decisions. It is crucial for EMs to avoid analysis paralysis and own their decisions, whether or not they go well. Transparency and ownership, even in the face of mistakes, foster a positive leadership approach, ensuring continuous improvement. We will learn about leading projects in chapter 10.

  
 
   
   NOTE Extreme Ownership (https://mng.bz/eoyz) is an interesting read for learning more about the concept of ownership. I found its teachings profound, and two principles especially resonated with me. The first one advocates for leaders to embrace extreme ownership, which means taking responsibility not just for the work, but also for every facet affecting the mission. This principle challenges leaders to cultivate a mindset in which accountability has a ripple effect, extending to every step and stage. The second principle is about the nuanced art of leadership, urging leaders to embody humility without succumbing to passivity and to maintain quiet strength without slipping into silence.
 
  
 
  
   As an EM, relying on your experience and skills is crucial. Recognizing the potential costliness of mistakes, you bear responsibility for both your work and your team’s work. Maintaining a problem-solving mindset is paramount when leading projects, especially for navigating ambiguity effectively. Your best judgment becomes a guiding force, ensuring thoughtful decision-making and proactive resolution of problems. Embracing challenges with a solution-oriented approach fosters a culture of continuous improvement and resilience, ultimately contributing to the success of projects and the growth of your team.

  
 
  
   Mastering delegation

  
 
  
   Effectively juggling multiple projects, facilitating career discussions, aligning stakeholders, and attending numerous meetings solo is simply unfeasible. To expand your capacity, mastering the skill of delegation is essential. This skill involves the following:

  
 
   
   	 Shifting from a “doer” mentality to a “trust, but verify” (https://hbr.org/2005/05/trust-but-verify) mindset 
 
   	 Adopting a coaching mindset to empower and guide your team 
 
   	 Sharing knowledge to create a multiplier effect within the team 
 
   	 Creating a safe environment for open communication and diverse opinions 
 
   	 Being organized, managing time efficiently, and prioritizing tasks effectively 
 
   	 Identifying tasks that can be delegated, determining when and to whom to delegate effectively 
 
  

  
   Effective delegation not only boosts morale and builds trust with your engineers, but also provides them opportunities to grow that align with their career aspirations. Simultaneously, it allows you to take on additional responsibilities that contribute to your career advancement. Scaling to manage multiple teams is a crucial consideration that is explored further in chapter 5, which is dedicated to the art of delegation.

  
 
  
   Focusing on engineering excellence

  
 
  
   For EMs, continuous learning and growth are paramount to both personal and team development. You influence the culture of your team. To foster engineering excellence, consider the following steps:

  
 
   
   	 Understand the existing process and identify constraints. 
 
   	 Cultivate a culture of process improvements, business excellence, and operational efficiency. 
 
   	 Improve service performance, reduce infrastructure costs, minimize downtime, and enhance value delivery to customers. 
 
   	 Raise awareness about technical debt and inspire the team to elevate their standards. 
 
   	 Implement better documentation, set up guardrails in change management, and establish standard operating procedures (SOPs). 
 
   	 Elevate the team’s operational excellence by actively participating in design discussions, code reviews, bug hunting, and ensuring legal compliance. 
 
  

  
   These efforts ensure that the team’s implementations are optimized for long-term scalability. At the same time, prioritization is the key, as not all tasks are designed for long-term sustainability, especially in dynamic settings where software architectures may change rapidly. Developing the skill to discern opportune moments for transitions is crucial. We will learn in depth about engineering and operational excellence in chapter 12.

  
 
  
   
1.1.2 Leadership versus management

  
 
  
   The terms management and leadership are sometimes used interchangeably, but they have subtle but distinct differences. Whether the title of the role is EM or engineering leader, embodying engineering leadership in practice is crucial. Approaching team management with an engineering-leadership mindset increases the likelihood of success, and the most effective managers seamlessly combine managerial skills with leadership qualities. Table 1.1 highlights the key distinctions. 

  
 
  
   Although the differences may seem to be nuanced, they often distinguish a successful EM from an unsuccessful one. An engineering leader focuses on team management, as well as providing vision and guidance for holistic problem-solving.

  
 
  
   
Table 1.1 Differences between leadership and management
 
    
     
     
      	 
       
        Category
       


      	 
       
        Management
       


      	 
       
        Leadership
       


     

     
     
     
      	 Role


      	 More a title or tactical role


      	 More a mindset, skill, approach to things, and strategic role


     
 
     
      	 Duties


      	 Management refers to the operational side of things. You help run sprint ceremonies (along with a scrum lead on your team), project deliveries, and more.


      	 Conversely, leadership is a superset of operational plus the emotional aspect of doing things. You help inspire and coach your team in the process.


     
 
     
      	 Outlook


      	 Management focuses on the current situation and keeps the present in mind.


      	 Leadership provides vision, keeping the big picture in mind and considering the present and future.


     
 
     
      	 Value


      	 Management is about increasing developer velocity, striving for stability, and focusing on quantifying the value of the team.


      	 Leadership is about trying new things, challenging the status quo, thinking out of the box, and deciding what creates value rather than just delivers it.


     
 
     
      	 Culture


      	 Endorses the culture of the company


      	 Helps shape the culture of the company


     

    
   

  

  
   
1.1.3 Traits of a good engineering manager

  
 
  
   An EM holds a pivotal role that’s akin to a chief in the military. Their traits can profoundly affect both the team and its projects. In this section, we’ll look at key traits that distinguish a good EM.

  
 
  
   Caring for people

  
 
  
   The primary responsibility of an EM is to provide unwavering support for and engagement with team members. This responsibility can involve any or all of the following:

  
 
   
   	 Facilitating one-on-one discussions—Engaging in open and constructive conversations with team members. 
 
   	 Conducting career conversations and performance reviews—Supporting career growth through guidance, performance evaluation, coaching, and mentoring. Nurturing team members’ development is akin to tending a garden, including fostering mental well-being. 
 
   	 Navigating ambiguity—Providing clear guidance in uncertain situations, ensuring that team members can perform at their best. 
 
   	 Enabling team members to perform their best—Fostering respect, motivation, and challenges. 
 
   	 Prioritizing honesty and authenticity—Establishing a culture of trust, transparency, and genuine interaction. 
 
   	 Contributing to team-building activities—Boosting morale through collaborative and team-centric initiatives. 
 
   	 Acting as a patient listener and problem-solver—Addressing concerns and solving problems to maintain a positive work environment. 
 
   	 Maintaining fairness and an unbiased mindset—Ensuring equal opportunities and providing constructive feedback for growth. 
 
   	 Providing protection and support—Acting as a leader to shield and support team members’ well-being and satisfaction. 
 
   	 Managing at all levels—Successfully managing at all levels (your boss, your peers, and your reports), building trust and loyalty even in challenging situations. 
 
  

  
   In essence, a caring EM not only manages projects and tasks, but also actively supports the personal and professional development of each team member, creating a positive and thriving work environment.

  
 
  
   Consider a scenario in which a new engineer, Claire, inadvertently introduces a bug into the software. The reactions of two EMs, Alice and Bob, showcase distinct leadership approaches:

  
 
   
   	 Alice’s proactive approach: 
     
     	 Swiftly seeks a resolution to address the immediate problem 
 
     	 Reminds the team that failures are a natural part of rapid software development 
 
     	 Conducts a private discussion with Claire to explore preventive measures for the future 
 
     	 Also conducts a team discussion, sharing the message that it’s OK to make mistakes because the idea is to learn from them 
 
     	 Collaborates with the team to fix the bug, emphasizing a learning opportunity 
 
     	 Encourages Claire to view the experience positively, fostering a sense of safety and trust 
 
    


 
   	 Bob’s reactive approach: 
     
     	 Identifies the problem and works on a solution but reprimands Claire for the mistake 
 
     	 Deflects some blame to the partner quality assurance (QA) team, focusing on assigning fault 
 
     	 While aiming for short-term changes, adversely affects team morale and instills a culture of fear 
 
    


 
   	 Comparison—Alice’s approach demonstrates effective leadership by addressing the immediate problem, fostering a positive team culture, and turning the incident into a learning opportunity. By contrast, Bob’s reactive response may achieve short-term changes but risks damaging team morale and cohesion. His approach leads to hesitancy and reduced effectiveness within the team. 
 
   	 Key takeaway—Effective leadership in challenging situations involves proactive problem-solving, fostering a positive environment, and viewing setbacks as opportunities for growth. Alice’s approach highlights the importance of supporting team members through difficulties to ensure long-term productivity and collaboration. 
 
  

  
   Having a clear vision

  
 
  
   An effective EM excels in articulating a compelling mission statement and vision for the team, fostering a shared purpose and encouraging critical thinking. Let’s go back to the experiences of Alice and Bob, two EMs who approach this task differently.

  
 
   
   	 Alice’s proactive approach: 
     
     	 Quickly identifies the team’s preference for cross-functional collaboration 
 
     	 Actively engages with various stakeholders to gain comprehensive understanding of the company goals 
 
     	 Establishes a clear, concise vision for team members, igniting their motivation 
 
     	 Sets the team up for success by providing clear goals for the upcoming years 
 
    


 
   	 Bob’s passive approach: 
     
     	 Believes in the team’s self-sufficiency and avoids involvement in setting a team vision 
 
     	 Tries to engage with partners but faces difficulty in establishing connections with them 
 
     	 Experiences frequent pushback on projects and struggles as EM to provide a clear vision 
 
     	 Sets the team on a path toward failure despite initial empowerment 
 
    


 
   	 Comparison—Alice’s proactive approach in setting a clear vision enhances team motivation and strategic clarity, ensuring a path to success. By contrast, Bob’s passive stance leads to challenges and frequent pivots, showcasing the importance of having an articulated vision. 
 
   	 Key takeaway—Inspiring a clear vision involves proactive engagement with stakeholders, fostering critical thinking, and providing strategic direction. Alice’s approach demonstrates the positive effect of a well-defined vision on team motivation and success, emphasizing the importance of an engaged, visionary EM. 
 
  

  
   Leading with emotional intelligence

  
 
  
   In the complex and demanding field of engineering management, scenarios often arise that require delicate balancing of project responsibilities with the well-being of team members. Let’s look at a hypothetical situation. A crucial project deadline looms while the lead engineer faces a personal tragedy. Key steps for displaying emotional intelligence are

  
 
   
   	 Recognizing emotions—Acknowledge and understand the emotional challenges that team members face. An engineer on the team had a personal tragedy, so as the EM, you need to recognize that engineer’s emotions and support them. 
 
   	 Granting time and space—Allow team members the necessary time and space to cope with their personal situations. Demonstrate empathy by showing understanding and support during difficult times. 
 
   	 Inquiring and supporting—Inquire about the lead engineer’s needs for support. Offer assistance in accessing resources or support systems that can aid in their recovery. 
 
   	 Communicating with stakeholders—Communicate transparently with stakeholders about the situation and its potential effect on the project deadline. Set realistic expectations, emphasizing the importance of the team member’s well-being. 
 
   	 Planning for contingencies—Devise a contingency plan to address potential setbacks in project timelines. Distribute tasks among team members or explore temporary resources to mitigate the effect. 
 
   	 Fostering a supportive environment—Create a psychologically safe environment where team members feel comfortable expressing their challenges. Encourage open communication and ensure that team members know that their well-being is a priority. 
 
   	 Providing optimism and productivity—Foster optimism within the team by highlighting the importance of collective well-being. Cultivate an atmosphere where individuals can freely express their true selves, which contributes to heightened productivity. 
 
  

  
   When a team member faces a personal tragedy during a critical project, an EM is required to navigate the situation with emotional intelligence. Balancing empathy, effective communication, and strategic contingency planning ensures that the team can weather challenges while maintaining a positive, productive work environment. In such instances, the human-centric approach not only supports the affected team member, but also contributes to the long-term resilience and success of the entire team.

  
 
  
   Being a learner with both business and technical acumen

  
 
  
   An effective EM thrives on continuous learning, recognizing the dynamic nature of technology and business landscapes. Their role requires both business acumen and technical expertise to ensure that they can guide both the business and engineering teams. Doing so requires a continuous-learning mindset, including the following:

  
 
   
   	 Admitting limitations—Proficient EMs are comfortable admitting when they lack answers, demonstrating their commitment to ongoing learning. Strength lies not in knowing everything, but in finding the right resources and solutions for the team. 
 
   	 Providing adaptability and motivation—Embracing adaptability, EMs adjust quickly to changing circumstances within the tech and business realms. They motivate the team by fostering a culture of learning and improvement. 
 
   	 Understanding organizational goals—Business acumen involves comprehending organizational goals, metrics, financial aspects (capital expenditure), revenue streams, and key performance indicators such objectives and key results (OKRs; https://www.atlassian.com/agile/agile-at-scale/okr). 
 
   	 Taking a tech-savvy approach—Technical acumen requires deep understanding of engineering challenges as well as active participation in code reviews, technical design discussions, and brainstorming sessions. 
 
  

  
   Maria, a junior engineer on the team, has to decide whether to use in-memory calculations or Elasticache based on data size for an application. She reaches out to the EM for guidance and explains the problem. Alice, the EM, does not know the right choice, so she offers assistance by suggesting relevant online courses and connecting Maria to a tech lead on a sister team. This open-to-learning approach and open communication between the EM and a junior team member fosters confidence in Maria.

  
 
  
   On the flip side, a manager like Bob, who leans more toward people management than technical acumen, might redirect the engineer to their team’s tech lead without trying to understand the technical problem. For an EM, emphasizing the importance of technical knowledge involves sharing learning resources, encouraging attendance at conferences, and providing time for skill development.

  
 
  
   Being an effective communicator and facilitator

  
 
  
   Mastering dual communication styles—one tailored to technical audiences and another to nontechnical stakeholders—is crucial for EMs. Effective communication involves written and verbal skills in various contexts, from project documentation to addressing diverse audiences that include higher-level leadership and customers. Constructive feedback and a coaching mindset are part of effective communication and facilitation.

  
 
  
   Under Alice’s guidance, new engineer Jason overcame initial communication hurdles within the team. Alice took proactive measures to identify and rectify communication gaps by implementing practices that encourage diverse viewpoints. Conversely, Bob’s tendency to rely heavily on a senior engineer for decision-making left team members feeling disconnected. Alice’s adept communication and facilitation skills nurtured a more inclusive atmosphere, enabling Jason to participate actively in the team’s activities.

  
 
  
   Delegating effectively

  
 
  
   Effective delegation for an EM involves understanding team members’ career goals and assigning relevant tasks to propel their progress. First, you must recognize the value of empowering individuals; then you must build trust with your team members while avoiding micromanagement. Alice and Bob, our two senior engineers turned EMs, faced initial challenges in delegating tasks and responsibilities. Alice empowered her tech lead to collaborate with other teams, an act that demonstrated her trust in the tech lead’s abilities. Conversely, Bob’s reluctance to delegate meant that he was the only point of contact with other teams, which confused and frustrated team members and hindered their success.

  
 
  
   The initial struggle of new EMs is adapting to delegation. They should identify this gap early and seek mentorship to overcome it. Though the process is not straightforward initially, effective delegation enables EMs to tackle more significant challenges while avoiding the trap of getting lost in technical details. In organizations where EMs also serve as tech leads, balancing engineering and management responsibilities requires coordination with the leadership chain.

  
 
  
   Leading by example

  
 
  
   Demonstrating commitment to doing the work you ask of your team builds confidence and trust. When team members see their leader actively involved, they are motivated to persevere. This approach fosters a culture of trust, motivation, and collective commitment to reaching project goals.

  
 
  
   Here is an experience I had while planning a project for a previous employer. The team was tasked with building a new Amazon Web Services (AWS) backend service from scratch. Recognizing the need to familiarize ourselves with the AWS stack, I delved into project details with a senior engineer and decided to pursue AWS developer certification for myself. Collaborating with another senior EM, I initiated group learning sessions on AWS, hoping to encourage other team members to join us. After two months of study, I passed the exam and shared my achievement with the team, inspiring them to prepare to take it themselves. Six of eight engineers obtained AWS certification, contributing to the timely delivery of the project—a significant success for the team that started when I decided to lead by example.

  
 
  
   Fostering innovation

  
 
  
   Optimizing team delivery involves fostering an environment that encourages feedback, new ideas, and innovation. You can create a culture in which everyone feels heard through initiatives such as team hackathons and brainstorming sessions for future backlog ideas. It’s crucial for companies to support employees by providing time and resources for such events. Embracing a blameless culture, as outlined in the postmortem approach (https://sre.google/sre-book/postmortem-culture), contributes to a healthy workplace.

  
 
  
   A strong EM focuses on learning from failures rather than playing the blame game. Innovation involves a fail-fast mentality: not every idea may make it to production. Treating discarded ideas as learning opportunities and creating a safe environment for healthy mistakes is an integral part of an EM’s role. For an EM, it is important to focus on correcting errors, conducting root-cause analysis, and giving team members opportunities to learn and grow.

  
 
  
   Recognizing effort and success

  
 
  
   Recognizing and appreciating the talent within your team is vital for building trust and motivation. Acknowledging hard work, quick turnarounds, and successful projects sends a positive message, showing that engineering leadership values and supports team members’ growth. Effective recognition involves understanding individual motivations, such as public or private praise, rewards of choice projects, or other individual preferences. Here are some methods I have used to recognize my team members:

  
 
   
   	 Giving the person or team a shout-out on team and leadership channels, sharing the details of the situation and what the team or person did that had a huge effect 
 
   	 Recognizing people on internal platforms or tools, showing how they met or exceeded the company’s leadership-principles standards 
 
   	 Using monthly meetings to acknowledge all the great work done in the previous period 
 
   	 Finding opportunities for team members to present their excellent work in all-hands or leadership meetings to help them get visibility 
 
  

  
   In chapter 6, we’ll delve deeper into rewards and recognition.

  
 
  
   Staying organized

  
 
  
   A skilled engineering leader excels in effective time management, balancing diverse responsibilities such as meetings, staffing planning, one-on-one sessions, project oversight, and senior leadership reporting. Managing time efficiently requires strong organizational skills, strategic thinking, prioritization, and the ability to discern urgency. If an EM continually needs help, distinguishing between personal and team commitments is crucial. Falling behind hampers catching up and addressing various responsibilities. Using project management and organization tools such as Slack, Trello, Jira, and Asana can enhance efficiency.

  
 
  
   From caring for people to staying organized, these traits are not exhaustive, but they encapsulate essential qualities that differentiate a strong engineering leader. Continuous refinement of core skills is key for helping both the EM and the engineering team reach their potential. Recognizing growth opportunities and focusing on improvement is crucial, as some skills can be coached and developed.

  
 
  
   
1.2 Success metrics as an engineering manager

  
 
  
   Although understanding and practicing the traits we’ve just discussed is crucial for success as an EM, it’s equally important to define objective measures of success. The old saying holds true: “You can’t improve what you don’t measure.” Success can be subjective and can evolve. Metrics provide an assessment to gauge performance against success criteria, aiding you in strategic planning and identifying areas for improvement. Key areas for measuring success in EM roles include the following:

  
 
   
   	 Optimizing for key business metrics and delivering value 
 
   	 Increasing team development velocity 
 
   	 Creating and maintaining healthy team morale, fostering team members’ career progress 
 
   	 Optimizing for operational metrics 
 
  

  
   These areas are interconnected, and success or failure in one can affect others. Enhancing developer velocity, for example, can influence key business or operational metrics, provided that proper processes are in place. Conversely, persistent failure to affect business metrics can affect team morale. Exploring each area in depth provides comprehensive understanding of success.

  
 
  
   
1.2.1 Business metrics

  
 
  
   The success of an EM can be measured through business metrics that reflect the value the team delivers to the business or customers. Metrics should be realistic and aligned with the company’s vision, goals, and strategic direction. Common tech-company metrics include customer satisfaction (https://mng.bz/X1ql), retention rate, and customer feedback. Success is determined by meeting or surpassing metrics set during project initiation.

  
 
  
   Shipping a new product that increases customer satisfaction by 20% and reduces escalations by 30%, for example, is considered to be successful when aligned with established metrics. For an EM, collaboration during project initiation helps define success metrics, and meeting set goals indicates project success. Advocate for establishing success metrics if they are not already in place.

  
 
  
   Although optimizing for business metrics may appear straightforward on the surface, complexities arise in scenarios involving multiple stakeholders and vendors, as well as accurately pinpointing the root causes of changes in metrics. A 30% reduction in escalations, for example, may result from various factors, and you won’t be able to identify them without meticulous analysis. Acknowledging responsibility in case of negative outcomes is also essential, as is avoiding shifting blame to other teams. As you can see, optimizing for business metrics is valuable but can become complex in certain situations.

  
 
  
   
1.2.2 Development velocity

  
 
  
   Measuring the success of an EM involves carefully choosing the metrics based on the work situation and company. Your team’s development velocity (https://mng.bz/y8Z7) can help you measure success. DORA metrics (https://codeclimate.com/blog/dora-metrics), proposed by the DevOps Research and Assessment team, is another way to measure the success of your engineering team and your own success. It includes four key metrics:

  
 
   
   	 Deployment frequency—How often services are deployed to production, using continuous integration and continuous deployment 
 
   	 Change lead time—The duration from code change commitment to deployable status 
 
   	 Mean time to recovery—The time it takes to recover services or products in case of an problem 
 
   	 Change failure rate—The frequency at which changes or hotfixes result in failures after deployment 
 
  

  
   Other metrics beyond DORA that can help are

  
 
   
   	 Sprint velocity —Seeing how many story points your team can deliver in a sprint, including assessing burndown charts 
 
   	 Time to complete code reviews—Ensuring that engineers help review peer code to improve developer velocity as a whole 
 
   	 Number of bugs reported and resolved—Monitoring the number of bugs reported by customers and QA and bringing the count down 
 
   	 Failed deployment recovery time—Monitoring how long it takes to recover from a failed deployment 
 
  

  
   Indeed, you can explore numerous avenues for improving development velocity, but maintaining focus on quality is crucial. Although we’ve discussed key metrics, improving development velocity is challenging and requires a longer observation period for fair assessments. Comparing velocity among team members, teams, and projects is also difficult, and we should prioritize value delivered over velocity.

  
 
  
   Teams may use story points, but those story points should serve as references for understanding team capacity, task comprehension, and estimation accuracy. Using story points to compare individuals can lead to confusion and unfair assessments when what we really want to know is the overall value delivered by the team.

  
 
  
   To drive improvement, it’s important to identify high-priority areas where the team is struggling. When improvements are observed, gradually expand focus to other areas. Addressing downtime problems in essential services can significantly affect the team’s overall performance; then you can identify the next challenge and optimize for it.

  
 
  
   
1.2.3 Team morale

  
 
  
   Team morale is a critical aspect that significantly influences team performance and success. High morale fosters collaboration, open communication, and a positive work culture, which in turn contributes to increased job satisfaction and engagement. Conversely, low morale can lead to negativity, bottlenecks, and potential single points of failure.

  
 
  
   Team morale serves as a key success metric, as it affects participation in meetings, job satisfaction, retention rates, levels of trust, and collaboration. Monitoring team morale involves the following:

  
 
   
   	 Actively participating in and observing meetings and interactions 
 
   	 Holding one-on-one discussions with team members 
 
   	 Having candid, informal coffee chats 
 
   	 Conducting periodic surveys, both companywide and at team level, to gather objective data 
 
   	 Holding regular team meetings to address concerns openly and find collaborative solutions 
 
   	 Facilitating upskilling opportunities and ensuring career progression 
 
  

  
   A successful EM leads a team with high morale, whose members are motivated to go the extra mile for one another, contributing to a conducive learning environment.

  
 
  
   
1.2.4 Operational excellence metrics

  
 
  
   Operational excellence and process improvements serve as the backbone of the engineering culture within a company. These metrics reflect the health of services and processes, as well as indicate the team’s focus on launching new products versus maintaining existing ones. Key metrics for assessing operational excellence include

  
 
   
   	 Technical debt on the team (further explored in chapter 12) 
 
   	 Defects resolution rate (incoming versus resolved) 
 
   	 Test code coverage (the absence of which can indicate a problem) 
 
   	 Extensibility and readability of code 
 
   	 Code maintenance and on-call reports 
 
   	 Reduced costs and downtime 
 
   	 Ability to meet defined service-level agreement (SLA) contracts 
 
   	 Availability of services in production 
 
  

  
   These metrics offer valuable insights into the state of team services and the codebase. Successful teams actively manage and reduce technical debt while implementing process improvements to enhance their efficiency. Metrics such as the number of lines of code or raw count of user stories closed by a developer can be misleading. The true testament to success lies in the team’s ability to operate smoothly even when the EM is on vacation.

  
 
  
   Allow me to share an example from my previous team. We noticed a gradual increase in on-call workload—the first line of defense for any problems raised during a designated on-call period. Team members typically rotated and took turns assuming these responsibilities. Upon closer examination, we discovered that our core services deteriorated slowly due to several factors, such as increased technical debt from quick fixes and infrastructure degradation due to missing updates. If left unaddressed, this situation could have had severe consequences for the team in the long run, including reduced developer velocity (as the team was more occupied with resolving problems than delivering new products), decreased team morale, and increased risk of burnout. To tackle this challenge, our team collaborated closely with the site reliability teams to generate ideas and improvements that would enhance the overall health of our services. We prioritized and dedicated a full quarter to working on this endeavor. This exercise was pivotal and ultimately allowed the team to regain its full development capacity.

  
 
  
   After you examine diverse success metrics for evaluating an EM’s effectiveness, it’s apparent that exemplary companies and teams function with seamless efficiency reminiscent of a finely tuned machine. Managing and leading a team effectively requires recognizing different leadership styles and identifying the ones that align best with the team’s dynamics.

  
 
  
   
1.3 Leadership styles

  
 
  
   A defined leadership style helps set expectations for your team and yourself. Let’s explore six common engineering leadership styles, understanding that each style has its own merits and may be most effective in different situations. The key is adapting and using these styles based on context, team maturity, size, and product.

  
 
  
   
1.3.1 Autocratic

  
 
  
   Meet Alissa, an experienced EM who adopts an autocratic leadership style. She takes pride in maintaining control of situations, often being prescriptive and micromanaging her team. Alissa recently mandated that all team members must be present in the office every Thursday, leading to dissatisfaction. Team members feel restricted, but they have no channel through which to provide feedback. Soon, the team experiences declining creativity and innovation. Alissa’s rigid approach created a trust deficit and low morale, especially for team members who face personal constraints, such as a new parent who found working from home to be crucial at this stage. If Alissa’s leadership style resonates with you, you may

  
 
   
   	 Prefer full control of situations 
 
   	 Disregard others’ opinions 
 
   	 Tend to micromanage 
 
   	 Possess overconfidence in your knowledge 
 
   	 Embrace a restrictive leadership style 
 
   	 Adhere strictly to rules and playbooks 
 
   	 Make decisions without considering others’ input 
 
   	 Potentially prioritize self-interest over team focus 
 
  

  
   Nonetheless, this leadership style can work effectively in some scenarios. When a project has a tight deadline or a team lacks accountability, an autocratic leader can provide guidance. In general, though, teams do not appreciate an EM who uses this style all the time; it hampers team morale and promotes the feeling that members’ needs and concerns are not being heard. Again, depending on the situation, you may or may not decide to use this style.

  
 
  
   
1.3.2 Democratic

  
 
  
   Meet Brayden, a relatively new EM with a democratic leadership style. He values building relationships and actively seeks input from his team members in decision-making, even though the final call is his. Brayden recently used a poll along with team discussions to determine the day for sprint grooming, ultimately choosing Monday based on the team’s preferences. If Brayden’s leadership style resonates with you, you may

  
 
   
   	 Value ideas from your team members 
 
   	 Be a good listener 
 
   	 Embrace innovation and creativity 
 
   	 Welcome diverse viewpoints 
 
   	 Be willing to make compromises for team satisfaction and motivation 
 
  

  
   Although this approach fosters a sense of participation and satisfaction, it has drawbacks. Decision-making can be slow, and collecting timely feedback may be challenging. For crucial decisions, relying solely on democratic methods may hinder strategic direction. Setting clear deadlines or using rapid-feedback tools can address these problems.

  
 
  
   
1.3.3 Delegative

  
 
  
   Meet Charlie, an experienced engineering leader with a delegative leadership style. Charlie believes in delegation to manage multiple teams across various geographical areas efficiently. He empowers individuals by giving them decision-making authority and minimal supervision, adopting a hands-off approach that focuses on what needs to be done rather than how. In a recent decision-making scenario, he delegated the load-testing strategy for backend services to his team, emphasizing the importance of outcomes over micromanagement. Identifying with Charlie’s leadership style means that you

  
 
   
   	 Prefer to delegate decision-making to your team 
 
   	 Trust your team members to make the right decisions 
 
   	 Adopt a hands-off management approach 
 
   	 Cultivate a culture of empowerment and leadership within the team 
 
  

  
   Although Charlie’s approach motivates his team and fosters a positive work culture, challenges arise, especially for junior engineers seeking more guidance. Striking the right balance between hands-off and hands-on management is crucial for preventing problems, such as the perception that the leader shows up only for results. Balancing autonomy with support and clear communication is key to achieving optimal outcomes for the team.

  
 
  
   For a delegative leader, maintaining effective oversight requires balancing autonomy with team goals and individual capacities. Strategies for achieving this balance include

  
 
   
   	 Clearly defining expectations and ensuring comprehensive understanding of the big picture 
 
   	 Clarifying roles, responsibilities, and the support individuals can expect from the leader 
 
   	 Implementing frequent communication and check-ins to discuss progress, address blockers, and sustain momentum 
 
   	 Providing necessary training support to enhance individual and team capabilities 
 
   	 Encouraging feedback and adaptability to foster a collaborative, empowered team environment 
 
  

  
   The goal is to create an environment in which collaboration thrives and the team feels empowered. We’ll discuss delegation in depth in chapter 5.

  
 
  
   
1.3.4 Transactional

  
 
  
   Meet Dave, who employs a transactional leadership approach, motivating his team through incentives and consequences. He views work as a gamified experience, fostering healthy competition to bring out the best in individuals. Recognizing hard work, he rewards achievements and provides training to ensure results. Leaders with a transactional style, like Dave, typically

  
 
   
   	 Incentivize exceptional work with rewards 
 
   	 Employ consequences for work that doesn’t align with expectations 
 
   	 Cultivate a competitive culture within the organization 
 
   	 Tend to engage in some level of micromanagement 
 
   	 Place high value on achieving set goals 
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