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“Every manager | know would benefit from reading You Can Manage.
Daniel and Chris have loaded this book with practical tools, habits, and
simple but profound advice that forms the foundation of good management.
This book gives clarity without complexity - exactly what all leaders need.”

—JORDAN FRIESEN, Founder, Mindset Mental Health Strategy

“Humans first! It’s a simple, refreshing approach to management.
Simple doesn’t always mean easy, but in this book, the systems
are clear enough to make it both.”

—DR. CHRISTIE MCMULLEN, CEO, Intentionality Group

“After nearly 50 years as an OD consultant, | admit to feeling the frustration
of trying to make the world a better place - one client at a time. Better
management needs to be a movement, and it needs a manifesto. That’s exactly
what this book provides. It makes the ‘secrets of better management’ visible
and accessible to any reader who wants to become a better manager. If the
success of this book reduces my pool of needy clients, that’s a fair trade-off.”

—JERRY L. TALLEY, Leader and Mentor, Organization Development Network

“Reading through You Can Manage had me flashing back to various
mistakes I’ve made in my own career managing teams. This book
encourages managers to look inward as they take on the responsibility
of aligning their teams’ efforts while also offering practical tips and
structures that make an immediate positive difference. This should
be required reading for new managers who care about people.”

—MATT DIRKS, Founder and CEO, Neralake

“At last, a common sense approach to management that’s evidence-based
and easily applicable! This is the guide that every manager needs on day one.”

—MICHELLE WALLACE, Founder and Consultant, A Better Work



“Managing people is hard. You Can Manage makes it feel possible. A practical,
confidence-building guide for new and experienced managers that proves
you don’t have to be great to lead well - good is enough.”

—PAMELA KOLOCHUK, CEO, Peak of the Market

“Managers face more challenges today than ever before. Daniel and Chris’
five-point, research-backed book offers a clear, actionable road map to clearly
navigate the complexities of modern management. They outline the balanced

approach needed to build resilient teams that deliver results.”

—GAVIN RicH, President, Tough Duck

“You Can Manage offers vital, immediately usable tips. Managers, teams,
and entire organizations will benefit from this book. Boiled down to the
essentials, it shows how being human at work truly gets more done.”

—JOHN D. MILLAR, Founder and Executive Director, Water First

“If you agree with me and believe trust drives great leadership, then
You Can Manage delivers. Daniel and Chris provide practical tools that
make it easier to build trust with your team in concrete, repeatable ways.
Along the way, they offer thoughtful guidance on developing people,
designing meetings that actually work, and choosing decision-making
processes that leaders often ignore. A terrific, actionable read.”

—DR. CHRISTIAN WANDELER, Professor, California State University

“You Can Manage is the kind of book I wish we could give to every new
manager on day one. It cuts through the hero myths and gives them five
clear essentials, then shows how to live them out in real teams. | especially
appreciate the way it treats accountability as something you design into the
work through clarity and visibility, not just a hard conversation at the end.”

—Rick TiMLICK, CEO and Managing Partner, Blaze Performance
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To all the good managers out there.

You’re making a bigger difference than you know.
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COOD

MANAGERS
CHANGE
-VERY THING

“I need a new job.”

I sat across from a young man in a coffee shop who, after 10 years work-
ing for a manufacturing company, had realized that he no longer enjoyed
where he worked.

Curious to hear more, | invited him to share his story.

He explained that it started out as a pretty standard job - it was a
paycheck, but not much else. The work was straightforward and didn’t

offer many challenges. The people were okay - he was part of a “team,”
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but they mostly stuck to their own work. Most days, he could pop his

earbuds in when he arrived and keep them there until he punched out.
After a year of this, he was getting bored (I would be too).

He was ready to pack up and start looking for a new job when something

changed.
They got a new manager.

Immediately, work felt different. This manager wasn’t holed up in her
office all day - she spent time with the team and paid attention to them.
She asked questions and seemed genuinely curious to learn about them

and their work.

She met with them regularly, both one-on-one and as a team. She
noticed and named all that the team was doing well but also wasn’t
afraid to respectfully challenge the status quo and bring up issues that

could use improvement.

She was comfortable talking openly about problems and mistakes with
the team. It was never a personal attack or a game of pointing fingers, but
rather a group effort to identify the root cause and possible solutions to
test out. This manager sincerely believed that the team had the wisdom

and capability to grow, improve, and tackle whatever came their way.

To my young friend, this all felt a bit strange at first - he wasn’t used to
being consulted or asked for his opinions at work, let alone having those

opinions acted on.
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He soon found himself quite engaged by this new management style. He
showed up with more energy and was eager to take on whatever new

problem would come their way, and his teammates would do the same.
Before long, the earbuds came out.

The team felt connected. As they climbed out of the individual silos that
had been built, they discovered how much fun it can be to work on a

team where everyone is moving in the same direction.

He was no longer bored. It felt like his work mattered. It felt like he mat-

tered.

At this point, | stopped my friend. This didn’t sound like a work environ-

mentthat would be easy to walk away from. | had to ask, “What changed?”
Simple.

They got another new manager.

Eventually, the manager who had led them so well for years decided to
retire and was replaced by an external person that the senior leadership
team had selected.

Sure, the new manager seemed nice enough. He would greet them in the
morning on the way to his office, but that’s where he would stay for most

of the day. The team stopped meeting as often, which meant they also

stopped wrestling through shared problems together.
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The new manager also didn’t ask a lot of questions or seek the team’s
input. He seemed content to do his work and let the team do theirs.
When he did pay attention, it was usually to share his frustrations about
something that wasn’t going as well as he expected. Their connection
with him was weak, and as a result, their connections with each other

also started to weaken.
The earbuds started going in again.

Within a year of this new manager, it felt like their team culture had
reverted back to what it was nine years before, and nearly a decade of

progress and intentional team building was lost.
Thisisn’t your story, but | bet you can relate.

You’ve had ups and downs in your work history. You know what it feels
like to be engaged and what it feels like to be disengaged. You’ve had
jobs you’ve enjoyed and jobs that felt like a grind.

If we sat down together over coffee to talk about what made your work
experiences different, | can almost guarantee the conversation would

eventually focus on your manager.

I’ve had this conversation hundreds of times, and it doesn’t matter if
someone is fresh out of school in an entry-level position or if they’re
a senior leader who’s near retirement. When they share their best and

worst work stories, the topic of management always comes up.
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There is a simple truth here that we all know from experience: nothing
impacts the experience of work or the effectiveness of a team as much

as a manager.

Not only does our experience validate this concept, but so does the

research:

+ When it comes to employee engagement, 70% of the variance
between engaged and disengaged employees ties back directly
to one’s manager.*

« When it comes to overall job satisfaction, a positive relationship
with one’s manager is the number one contributing factor -
far above compensation, benefits, or even relationships with
coworkers.?

+ When it comes to an employee’s sense of well-being, one report
found that managers have just as much of an impact on a per-
son’s mental health as their spouse (both 69%); and even more

of an impact than their doctor (51%) or therapist (41%).

As you might have guessed, all of this impact on the employee experi-
ence also has significant consequences on performance. When employ-
ees move from an average boss to a high-quality boss, productivity is
shown to rise by as much as 50%.* And this performance boost lasts
even after the relationship is over - the employee retains 25% of any

performance gains for the next year of employment.

Do we need to go on?
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The research is overwhelmingly clear on this point - if we were to focus
on just one element to create healthier, more effective organizations, we

would put all our energy on building the skills and capacity of managers.
We would put all our energy into you.

THE PROBLEM TO SOLVE
While managers like yourself have enormous potential for good, we

need to address the elephant in the room right up front here.
The way we’re managing work isn’t working.

Don’t get us wrong, we believe in you, but by all accounts, the average

manager is struggling to move the needle in the right direction.
Consider the following:

«  T79% of employees globally are disengaged at work - that’s over
100 million people in North America alone.®

«  Worker stressis at an all-time high, with 71% saying work is
negatively impacting their home life.®

« More than half of employees report that they are relatively

unproductive at work.”

Organizations are stumbling, and those that are tasked with leading

them are increasingly finding the challenges overwhelming.

Given the vast influence that managers have to address these issues,

youd think organizations would be quite intentional in how they
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select and equip their managers for success, right?

Nope.

According to Gartner research, 85% of managers receive no training

whatsoever when they first step into the role.®

Worse, over half of those selected for management roles also do not
begin with any management or leadership qualifications. They’re often
chosen because they were strong in their individual contributor roles,
connected to theright people, or simply the only ones available on short

notice to take on the responsibility.®

Not exactly a recipe for success.

By all appearances, it would seem that the most influential role in the
entire organization is being treated as an afterthought. Every day, man-
agers are being thrown into the deep end and expected to learn how to

swim on their own.

This is the problem we face every day in our work, and it’s the one we’re
aiming at in this book. If we were to define it in one sentence, it would go

something like this:

Organizational health and effectiveness are failing, and the people
who have the best chance to turn the ship around are under-sup-
ported and under-resourced - set up to do little more than main-

tain the status quo.
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The problemis real.
We can, and must, do better.

FINDING A WAY FORWARD
Despite the enormity of the problem, we believe there is hope for the
future. We see organizations and managers bucking the trends on a reg-

ular basis.

With a little coaching and a smart investment in leadership develop-
ment, research shows that manager performance can rise by as much
as 28%, while employee engagement and productivity can rise by up
to 32%.1°

While the problem is complex, the solution doesn’t have to be. A little
bit of investment in your own growth and development can yield huge

returns. And you’ve already taken the next step by reading this book!

In these pages, our goal is to provide a path forward by answering two

questions:

« What are the roles of a manager? Let’s get clear on what the job
actually entails.

« What do the best managers do differently than the rest? Let’s
get practical and look at the behaviors of real managers who

are leading the way.

To answer these questions, we’re drawing not only on our organiza-

tion’s 17 years of experience working with thousands of clients across all
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sectors and industries, but also on a survey we conducted to under-

stand the real practices of managers across our country.*

In these pages, you’ll find the insights and practices we use with our cli-
ents every day and see examples of how real managers are changing the

story for their teams and organizations.

Let’s jumpin.

WHAT IS A MANAGER?

What do we mean when we use the word, “manager”?

You’d think this would be pretty straightforward, but it’s really not.

For many, the term has become little more than a title that determines
where you sit on the org chart and how much you get paid. To get a
sense of the confusion that exists around this term, consider the follow-

ing questions:

+ Isamanager different than a director, vice president, supervi-
sor, or team lead? This title might matter a great deal for your
salary, but does it change the primary work?

+ Areyou a manager if you don’t have any direct reports? If you're
a property manager, office manager, or even HR manager of a
small company, you may have a large area of responsibility but

operate independently.

* For those who want to nerd out on the survey analysis, see page 250.
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« What if you lead a team, but only temporarily? As a project man-
ager of a short-term team made up of both subcontractors and

employees from across the organization, for instance.

Thereis a great deal of nuance here, and it’s no wonder that the role can
feel muddy in so many organizations. We throw it around and assume

everyone knows what we’re talking about.

In an attempt to provide a little more precision and clarity, here is how

we are defining “manager” as we use it throughout this book:

A manager is responsible for leading a team and creating the condi-

tions that enable others to do their best work.

In other words, a manager is accountable for and empowers the work of
other people. They take the lead to plan, organize, coordinate, and moni-

tor work that they are not solely responsible for executing.

You might be thinking, But/only have one direct report - do I really have a
team? Yes. Ateam isn’t defined by size but by shared purpose. Even ifit’s
just you and one other person working together toward a common goal,

that’s a team, and everything in this book applies to you.

While we are open to debate on this definition, in practice we have found

it provides a helpful set of boundaries to focus the conversation.

It grounds management in two primary areas:
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+ People
+ Work

These are your focus. A manager helps the work get done, and they

intentionally invest in the people doing that work.

You can’t have one without the other.

Some managers feel very comfortable planning, coordinating, and mon-

itoring tasks, but run for the hills as soon as the “people stuff” comes up.
Others go out of their way to make sure the relationships and vibes on
their team stay positive, but they’re in the dark when it comes to work-
flows, finances, and designing better processes.

Make no mistake, both of these elements are core parts of your job.
Growing as a manager means learning how to integrate these two seem-
ingly competing focus areas. While it may seem difficult, it is possible to

do both well, so keep reading.

A SCORECARD FOR SUCCESS
If we can agree on the definition of “manager” at least tentatively, the
next question we need to answer is this:

What does success look like?

If we are truly managing both the people and work aspects well, what

will we notice?
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LEADERS VS. MANAGERS

Some of you are waiting for us to talk about the difference
between leaders and managers. Many want to make a big deal
about this and typically paint managers as slow, bureaucratic
pencil-pushers, while leaders are inspiring, visionary agents of

change. This is unfair and overly simplistic.
Managers aren’t the villains, and leaders aren’t the heroes.

We do believe that leadership and management are two
separate concepts, but the endless lists we make comparing
the two are largely a waste of time. A leader is simply some-
one who is being followed by others - anyone and everyone
in an organization can be a leader. A manager, however, has
a specific set of roles and responsibilities that are assigned
to particular people in an organization to help accomplish

a purpose.

We need both. A good manager will be a trusted and influential
person, which also makes them a good leader. The two con-

cepts, in a practical sense, are inextricably linked.

So, let others endlessly debate about managers versus lead-
ers, but we’re going to focus our energies on what matters -
helping people and organizations figure out how to practically

build healthier teams and organizations.
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Before we talk about what managers do, we need to talk about why
we’re doing it. The outcomes we’re aiming for will dramatically change

how we show up and where we put our energy.

While the context of management will look different from one person to
the next, we believe there is a basic scorecard for success that will look
the same regardless of where you find yourself. Good managers achieve

positive outcomes in three key areas:

@ ©e @

Performance Engagement Well-Being

Performance

Organizations exist to accomplish a purpose - there is a problem in the
world that they are designed to solve. Our ability to bring together a
complex range of variables to effectively realize this purpose is called
performance. As managers, our role is to create the conditions that
enable this performance. If this isn’t happening, it’s on us to analyze the
problem and work together with our team to find a solution that keeps

us moving forward.
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Engagement

At the individual level, when we’re managing well, our team members
are engaged in their work and the work of the organization. This means
they are committed and enthusiastic about their jobs and are working
in roles that suit their abilities and interests. As we’ve already identified,
the number one factor for a person’s engagement at work is their man-
ager, so if someone on our team is disengaged, the first person we look

to should be ourselves.

Well-Being

As a vital third component of our scorecard, well-being ensures that
everyone is operating in a way that is sustainable and supports their
overall mental and physical health. Performance and engagement alone
are effective as short-term metrics, but they are unsustainable without
well-being. If people get overwhelmed and burn out, it works against
all three outcomes in the long run. Healthy organizations contribute to

healthy people, and healthy people build healthy organizations.

You can think of these three components as gauges on a dashboard.
If any of these dials are getting low, it’s time to pay attention and take

action to bring them back up to where they belong.

You’ll emphasize each of these differently at various times in your
team’s journey, but returning to them regularly will help you maintain a
balanced approach to management, focusing on both your people and

the work.
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WHAT THE GOOD DO BETTER THAN THE REST
Keeping all three gauges in a healthy position is easier said than done,
yet some managers seem to do this with an ease and mastery that

escapes the rest of us.

What are they doing differently?

First off, we believe you already know most of the answer. While manag-

ing well isn’t easy, we don’t believe it’s complicated.

You can get most of the way there by reflecting on your own lived expe-

rience - just answer these two questions:

+ Whois the best manager you’ve ever had?
« What did they do (or not do) that you believe made them so

effective?

We’ve asked these questions informally in our training sessions for
years, but our survey also formally gathered responses from almost a

thousand employees.

As we analyzed the responses, there were a few key themes that kept
getting repeated. While the industry, sector, and culture of each orga-
nization were different, the descriptions and practices of effective man-
agers remained remarkably stable. To ensure that what we were seeing
was accurate, we’ve compared our findings to those of other research-

ers and leading management thinkers.
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The result is a framework that can guide you to become a better man-

ager, regardless of your context.

While there are many important things to focus on as a manager, we
believe there are only a few that truly deserve to be called “essential,”
acting as first-order priorities to keep you pointed in the right direction.

Get these right, and everything else starts to fall into place.

We bring these core elements togetherin a framework we call The Essen-

tial Five.

©
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We’ll be unpacking these five Essentials throughout the rest of this book,

but here is a snapshot to get you started.
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Essential 01 | Start with You

Being successful as a manager starts with how we show up every day.
Our beliefs, mindset, and character can make or break our ability to

build trust and influence with others.

Committing to personal growth and development is a critical first step
to ensuring we have the impact that we desire. It flows out of a deep
understanding and conviction about the type of manager we want to be,
how we want to be experienced, and what we want for those we lead.
Just as we attend to developing our skills and abilities, we also need to

nurture our self-awareness, beliefs, and attitudes.

Essential 02 | Invest in People

As we’ve already established, people are at the core of what it means to
be a manager. Our primary role is to enable others to do their best work.
This requires us to build a foundation of trust and develop healthy, pos-

itive relationships with those on our team.

When we work together toward a shared purpose, our goal isn’t to simply
get as much as we can from people. Instead, we focus on contributing to
their growth - helping them develop both personally and professionally
while they’re with us. As the saying goes, a good manager leaves people

better than they found them.

Essential 03 | Build the Team

Unlike an individual contributor, a manager is responsible for leading a
team of others. This level of leadership requires an entirely new set of

skills and abilities.
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While we often associate team-building with off-site retreats and trust
falls, the reality is that building a team is a continual effort of intention-
ally guiding a group as they grow and mature together. When doneright,
your team has the potential to outperform a collection of individual con-

tributors any day of the week.

Essential 04 | Advance the Work
Managers and employees both have one primary goal: accomplish the

mission. If we miss this one thing, we miss everything.

Organizations are created around a purpose, and the only reason any-
one has a job is because they add value towards achieving that purpose.
Amanager’s job is to create an environment that helps others to succeed
in this focus. They support, resource, and equip employees with what
they need to move forward. They design processes, remove hurdles,

and create a culture of performance and accountability.

Essential 05 | Strengthen the Organization

As managers, it’s easy to focus all our energy on our own teams and
departments. This makes sense, but if we’re not careful, it can create

silos and unhealthy division across the organization.

The best managers recognize that they play a key role in the overall lead-
ership team and have a responsibility to contribute to the bigger picture
and help the organization accomplish its mission. When we become a
manager, we also become a member of a new team - the management
team. It is now our job to collaborate, align, and work across depart-

ments and functions to achieve a shared purpose.
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GOOD IS GREAT

These Essentials may seem overwhelming at first, especially if you’ve
never really taken stock of what all falls within your realm of responsi-
bility.

The good news isthat you don’thave to master them right away. They are
meant to be practiced and honed over many years as you slowly develop
a style and rhythm that is authentic to who you are and uniquely suited

for your context.

Much like an athlete, musician, or woodworker who learns the funda-
mentals and then goes off to create their own approach, these Essen-
tials are meant to act as a catalyst that will help you create something

unique and wonderful.

You see, management is a craft. It’s something you get better at by
doing. It requires consistent training and refinement. With enough time,
intentionality, and practice, you begin to approach a level of mastery,

but it will have your unique signature on it.

We don’t want you to manage like everyone else - to crank out carbon

copies of some “perfect manager.”
You get to be you. You need to be you.
Please don’t read this book and try to contort yourself into a mold that

stifles your natural energy, curiosity, and talent in pursuit of some rigid

picture of what “great” looks like.
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In fact, we think greatness is overrated.

We have a bad habit as humans of becoming enamoured with “great”
leaders and setting an impossibly high standard for ourselves and oth-
ers. Spend any amount of time listening to leadership speakers and

authors and you’ll be ready to throw in the towel pretty quickly.

| mean, if you’re not starting your day at four in the morning with a cold

plunge and a protein shake, are you even a leader?

Okay, it’s not quite that bad, but you know what we’re talking about. The

pressure to be great is real.

We want to take the pressure off. Yes, your job is important, but you’re

also a human, and you get to fumble your way through a bit.

You don’t need to be a perfect manager.

You don’t even need to be a great manager.

We just want to help you be a good manager.

We don’t need more heroes. We don’t need rockstars. We need aver-
age people stepping up to the responsibility of management with a
clear-eyed sense of their priorities and a conviction as to why their role

matters.

We want the new average to be good.
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We believe good is transformational.

We believe good is sustainable.

We believe good is enough to silently and consistently change the
landscape of our workplaces and the stories of the people who keep
them going.

And we believe you can be good.

WHAT TO EXPECT IN THIS BOOK

Each chapter has the same structure and rhythm:

« Anoverview: We’'ll introduce the Essential and why it matters.

« Three focus areas: Without getting too granular, we help you dig
deeper into what each Essential means for you.

» Practice pages: We provide activities or tools that you can test

out right away as you practice the craft of management.
We hope this becomes a playbook that you pull off the shelf regularly as
you grow as a manager. Mark up the pages, fold down the corners, and
make it your own.

This isn’t meant to be another book on the theory of management.

We’re here to help you know what to do.
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You don't need to be a perfect manager - youdon't even need to be great.
The manager that everyone wants and needs simply needs to be good.

The reality is, most managers are handed the title with little training and over-
whelming expectations. And the path forward can feel impossible when you're
told to be a charismatic leader, a visionary, a strategist, and the go-to technical
expert all at once.

But what if management didn't have to be so complicated?

You Can Manage offers a different approach. Based on research and a survey of
almost 1,000 employees, this book introduces The Essential Five - a framework
that distills management down to the practices that actually matter. No endless
lists. No superhero expectations. Just five core essentials that, when practiced
consistently, create engaged teams, drive results, and transform workplaces.

Each chapter offers relatable stories, actionable tools, and practical guidance -
not theory, but what to actually do.

If you're ready to move from overwhelm to impact, You Can Manage will help
you become the manager your team wants, and your organization needs.

“Less theory, more practical tools - exactly what new managers need on day one.
I wish I'd had this book when | stepped into my first management role.”
—MINETTE NORMAN, Author, The Boldly Inclusive Leader

“If you want your leaders to step up with confidence, this is the playbook.
It’s fast, clear, and packed with insights that actually move a team forward.
A must-read for anyone who manages people.”

—TYLER GOMPF, CEO, Global Drain Technologies

“I've read a lot of management and leadership books, but this one
feels different in the best possible way. You Can Manage offers practical,
actionable tools that managers can use every day to create workplaces

where people feel seen, heard, and valued.”
—MARION COOPER, President and Lead Executive Officer,
Canadian Mental Health Association
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