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How to Be a Great Boss
Book Summary

Introduction
"How to Be a Great Boss" by Gino Wickman and Rene Boer is a practical guide that delves into the qualities and practices that define effective leadership and management. The book emphasizes the importance of understanding, motivating, and leading employees to achieve both personal and organizational success. This summary highlights the key insights and actionable strategies provided in the book.
State of The Workforce
Workforce Engagement Statistics
· Gallup Data:
· 31.5% of full-time American workers are “engaged” at their jobs.
· 17.5% are “actively disengaged” at work.
· 51% are “not engaged” at work, meeting only minimum requirements without viewing their jobs as major components of their lives.
· Harris Poll:
· 39% of employees have no idea of their company's goals and objectives.
· 47% are unfamiliar with the state of their company's performance.
· 44% don't understand how their role helps the organization meet its goals.
These statistics underscore the critical need for clear communication and engagement strategies from management to align employees with the company’s objectives. The lack of engagement and understanding can significantly hinder productivity and morale, making it essential for bosses to actively work on bridging these gaps.
Three Requirements to Be a Great Boss
1. Get It: Have a natural aptitude and a thorough understanding of the job's ins and outs. Great bosses have an inherent grasp of what the role entails and the intricacies of the tasks at hand. This means understanding both the technical aspects of the job and the interpersonal dynamics that influence team performance.
2. Want It: Sincerely desire the role and its responsibilities. A genuine passion for leading and helping others is essential for being an effective boss. This desire translates into a willingness to invest time and effort into developing oneself and one's team.
3. Capacity to Do It: Possess the emotional, intellectual, physical, and time capacity to perform the job effectively. This involves having the necessary skills and resilience to handle the demands of the role. It also means being able to manage one's own energy and time to stay effective and avoid burnout.
Four Types of Capacity
1. Emotional Capacity: The ability to empathize, be open and honest, connect with others, and be self-aware. Emotional intelligence is crucial for understanding and managing the feelings and motivations of team members. It helps in building strong relationships and fostering a positive work environment.
2. Intellectual Capacity: The ability to think critically, solve complex problems, strategize, and systematize. Intellectual capacity involves using analytical skills to make informed decisions and plan effectively. It also includes the ability to innovate and adapt to changing circumstances.
3. Physical Capacity: The stamina, energy, and tenacity to complete tasks and manage workloads. Physical capacity is about having the endurance to handle the physical demands of the job. This can include managing long hours, high stress, and the need for consistent performance.
4. Time Capacity: The discipline to manage time effectively, prioritize tasks, and delegate responsibilities. Time capacity ensures that bosses can allocate their time efficiently and focus on high-impact activities. It also involves the ability to balance short-term demands with long-term goals.
The Delegate and Elevate Process
1. List Activities: Write down all business-related activities done over a day, week, and month. This comprehensive list helps identify where time is being spent and highlights areas for potential delegation.
2. Compare: Compare this list to a sample of boss-related activities. This comparison helps identify areas where time could be better spent on higher-value tasks.
3. Categorize: Use the Delegate and Elevate Model to place activities into one of four quadrants based on importance and preference. This model helps prioritize tasks and identify those that can be delegated to others.
4. Examine: Review the placement of activities, focusing on delegating tasks in the bottom two quadrants to free up time for more critical tasks. This step ensures that time is spent on activities that add the most value to the organization.
Sample List of Boss-Related Activities
· Technical Skills and Expertise: Achieving goals, building systems, developing strategies. These activities require specialized knowledge and are critical for driving business success. They often involve planning, analysis, and oversight of technical processes.
· Direct Reports: Coaching subordinates, performance reviews, training, mediating disputes. Managing people effectively involves providing support and guidance to help them grow and perform well. It also includes resolving conflicts and fostering a collaborative team environment.
Overcoming Delegation Barriers
Common reasons bosses avoid delegation include:
· "I'm good at these tasks."
· "I have no one to delegate to."
· "Training takes too much time."
· "I can do it faster myself."
· "No one can do it as well as I can."
Great bosses recognize that investing time in their people yields exponential returns. Delegation frees up time, empowers employees, and enhances overall productivity. By overcoming these barriers, bosses can focus on strategic tasks and foster a more capable and engaged team. Effective delegation also helps develop employees' skills and prepares them for greater responsibilities.
The People Analyzer
Putting Great People in the Right Seats
· Right People: Align with the organization's core values. Employees who share the company's values are more likely to contribute positively and stay committed. This alignment ensures that everyone is working towards common goals and maintaining a cohesive culture.
· Right Seats: Have the aptitude, desire, and capacity to fulfill their roles. Ensuring employees are well-suited to their roles maximizes their effectiveness and satisfaction. This involves matching their skills and interests with the demands of their job.
Four People Issues
1. Right Person, Right Seat: Ideal situation where employees are both capable and aligned with the company’s values. This combination leads to high performance and job satisfaction.
2. Right Person, Wrong Seat: Reassign to a better-fit role or, if necessary, let them go with support. This ensures that their skills are utilized effectively within the organization and prevents mismatches that can lead to frustration and inefficiency.
3. Wrong Person, Right Seat: Address behavior issues aligned with core values, and if unresolved, terminate employment. Maintaining the right cultural fit is essential for long-term success. Behavioral issues can undermine team cohesion and productivity.
4. Wrong Person, Wrong Seat: Identify and address issues within the first 90 days to avoid long-term consequences. Quick action prevents prolonged negative impacts on the team. Ensuring the right fit early on helps maintain a high-performing and motivated team.
Four Truths for Great Bosses
1. Simplicity: Keep management practices straightforward. Avoid overcomplicating processes and focus on clear, simple strategies that everyone can understand and follow. Simplicity enhances clarity and reduces confusion.
2. Authenticity: Be yourself to build trust. Authenticity fosters genuine relationships and encourages openness and honesty within the team. Being authentic helps build credibility and respect.
3. Genuine Care: Show genuine concern for employees. Demonstrating care and empathy builds loyalty and motivates employees to perform at their best. When employees feel valued and supported, they are more likely to be engaged and productive.
4. Desire for Greatness: Continuously improve and grow. A commitment to personal and professional development sets a positive example and drives overall team growth. Great bosses are always looking for ways to enhance their skills and effectiveness.
Leadership + Management = Accountability
· Leadership: Working "on" the business, providing clear direction. Leadership involves setting the vision and inspiring the team to achieve it. It requires strategic thinking and the ability to motivate others.
· Management: Working "in" the business, setting clear expectations. Management focuses on the day-to-day operations and ensuring tasks are completed efficiently. It involves planning, organizing, and monitoring performance.
The Five Leadership Practices
1. Giving Clear Direction: Using tools like the Vision Traction Organizer. Clear direction helps align the team with the organization’s goals and ensures that everyone understands their roles and responsibilities.
2. Providing Necessary Tools: Delegating effectively and using the People Analyzer. Providing the right resources and support enables employees to perform their best. This includes training, tools, and access to information.
3. Letting Go of the Vine: Empowering employees and avoiding micromanagement. Trusting employees to take ownership of their tasks fosters innovation and responsibility. Letting go of control allows employees to grow and develop.
4. Acting with Greater Good in Mind: Making decisions that benefit the company and its future. Considering the long-term impact of decisions ensures sustainable success. It involves thinking beyond immediate gains and focusing on lasting value.
5. Taking Clarity Breaks: Periodically stepping back to reflect and strategize. Regular reflection helps maintain focus and adapt to changing circumstances. Clarity breaks allow bosses to reassess goals, strategies, and progress.
The Need to Give Clear Direction
Eight Key Clarity Questions:
1. What are our core values?
2. What is our core focus?
3. What is our 10-year target?
4. What is our marketing strategy?
5. What is our 3-year picture?
6. What is our 1-year plan?
7. What are our quarterly rocks?
8. What issues need to be addressed?
Questions for Clarity Breaks
· Is the vision and plan for the business on track?
· What is the number one goal?
· Are we focusing on the most important things?
· Do we have the right people in the right seats?
· What are the key people moves needed this quarter?
· Are processes working efficiently?
· How can we simplify complex tasks?
· Are we leveraging the strengths of our direct reports?
· What can we delegate to use time more effectively?
· How can we be more proactive?
· What can we do to improve communication?
· What are the top priorities this week and this month?
The Five Management Practices
1. Keeping Expectations Clear: Define roles, core values, rocks, and KPIs. Clear expectations help employees understand their responsibilities and how their performance will be measured. This clarity reduces ambiguity and enhances accountability.
2. Communicating Well: Regular, clear communication to avoid misunderstandings. Effective communication ensures everyone is informed and aligned. It involves active listening, providing feedback, and fostering open dialogue.
3. Maintaining the Right Meeting Pulse: Conduct regular, effective meetings. Consistent meetings help keep everyone on the same page and address issues promptly. Meetings should be structured, purposeful, and focused on achieving specific outcomes.
4. Having Quarterly Conversations: Ongoing discussions about performance and goals. Regular check-ins support continuous improvement and goal alignment. These conversations provide opportunities for feedback, coaching, and development.
5. Rewarding and Recognizing: Acknowledge achievements promptly and appropriately. Recognition reinforces positive behaviors and motivates employees. It shows appreciation and encourages continued excellence.
Effective Communication Methods
1. Two Emotions: Ask employees to share one positive and one negative emotion they are feeling. This helps managers understand the current emotional state of their team members and address any concerns.
2. Question-to-Statement Ratio: Employees should do 80% of the talking; managers should ask questions. This encourages employees to express their thoughts and ideas, fostering a more collaborative and open environment.
3. Echoing: Repeat back what has been said to ensure understanding. This technique helps clarify communication and prevents misunderstandings.
4. Thump-Thump: Ask for confirmation of what was communicated. This ensures that both parties have a clear understanding of the conversation and can move forward with aligned expectations.
Weekly Meetings
Overcoming Common Excuses for Not Having Meetings
· "I don't have time."
· "Meetings are a waste of time."
· "We don't have that many issues every week."
· "It's impossible to get everyone together for a meeting every week."
· "I have an open-door policy, so we talk all the time."
· "If they need to talk to me, they know where to find me."
· "I meet with my people when necessary."
Benefits of Weekly Meetings
· Improved communication and teamwork. Regular meetings ensure that everyone is informed and aligned, enhancing collaboration and team cohesion.
· Timely resolution of lingering issues. Weekly meetings provide a platform to address and resolve issues promptly, preventing them from escalating.
· Increased accountability and follow-through. Regular check-ins hold everyone accountable for their tasks and commitments.
· Greater productivity and goal alignment. Weekly meetings help keep the team focused on priorities and ensure that everyone is working towards common goals.
Rewarding and Recognizing
Three Recognition Disciplines
1. 24-Hour Rule: Give positive feedback within 24 hours of the event. Prompt recognition reinforces desired behaviors and shows appreciation. It also ensures that feedback is relevant and timely.
2. Public and Private Recognition: Praise in public; criticize in private. Public recognition boosts morale, while private feedback addresses issues discreetly. Balancing public and private feedback helps maintain a positive and respectful environment.
3. Boss vs. Buddy: Maintain a professional boundary while being supportive. Balancing friendliness with authority ensures effective leadership. While it's important to be approachable and supportive, maintaining professional boundaries helps ensure that expectations are clear and authority is respected.
Ways to Praise Others
· Verbally acknowledge their efforts. Simple expressions of appreciation can have a significant impact on morale and motivation.
· Write thank-you notes. Personalized notes show thoughtfulness and effort, making the recognition more meaningful.
· Give small tokens of appreciation like gift cards. Tangible rewards can be a powerful motivator and a way to show appreciation.
· Send thank-you notes to their families when they put in extra effort. Recognizing the sacrifices and support of employees' families can strengthen loyalty and engagement.
Handling Performance Issues: The Three Strike Rule
1. Strike One: Identify the issue, agree on a course correction, and set a follow-up meeting. Addressing issues early prevents escalation and sets clear expectations for improvement.
2. Strike Two: Review progress, provide feedback, and set another follow-up if necessary. Ongoing monitoring ensures accountability and supports continued improvement.
3. Strike Three: If unresolved, terminate employment with clear documentation. Clear and consistent consequences uphold standards and demonstrate commitment to maintaining a high-performing team.
Quarterly Coaching Conversations
What’s Working
· Identify accomplishments and successful processes. Recognize and appreciate efforts to ensure employees feel valued and supported.
· Ensure employees feel valued and supported. Regular recognition and positive feedback foster a supportive and motivating work environment.
What’s Not Working
· Identify broken processes and obstacles. Determine root causes and responsibility for solutions. Develop action plans to address issues and ensure continuous improvement.
Framing Solutions
· Discuss alternative actions and future plans. Identify necessary resources and support to implement solutions effectively. Set clear goals for resolving issues and ensure accountability.
Categories of Boss Issues
1. Unsolvable Issues: Be honest and move on. Not all problems can be fixed, and it’s important to recognize when to let go and focus on solvable issues.
2. Boss-Solvable Issues: Set timelines and action plans. When the issue is within the boss’s control, they should take responsibility and act promptly.
3. Employee-Solvable Issues: Delegate responsibility and set expectations. Empower employees to solve problems themselves, fostering growth and accountability. This approach encourages ownership and development of problem-solving skills.
Annual Review: Four People Issues
1. Right Person, Right Seat: Challenge them to avoid complacency and encourage growth. Even top performers need new challenges to stay engaged and motivated.
2. Right Person, Wrong Seat: Reassign to a better-fit role or, if necessary, let them go with support. Ensure their skills are utilized effectively within the organization. This approach respects the employee’s strengths while aligning them with the organization’s needs.
3. Wrong Person, Right Seat: Address behavior issues aligned with core values, and if unresolved, terminate employment. Maintaining the right cultural fit is essential for long-term success. Behavioral issues can undermine team cohesion and productivity.
4. Wrong Person, Wrong Seat: Identify and address issues within the first 90 days to avoid long-term consequences. Quick action prevents prolonged negative impacts on the team. Ensuring the right fit early on helps maintain a high-performing and motivated team.
Final Thoughts
"How to Be a Great Boss" by Gino Wickman and Rene Boer provides essential strategies for effective leadership and management. By focusing on understanding and developing employees, setting clear expectations, and recognizing achievements, managers can create a motivated and high-performing team. Implementing these principles ensures a productive and positive work environment, driving both individual and organizational success. This comprehensive approach covers all aspects of management, making it an invaluable guide for current and aspiring leaders. Through these practices, bosses can foster a culture of excellence, engagement, and continuous improvement within their organizations.
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