
The Manager's Compass
A Guide to Your New Role

The Fundamental Shift

Your job is no longer to do the work. Your job is to ensure the work gets done—

and to develop the people doing it.

This is a bigger shift than it sounds. Everything that made you successful as an individual contributor—your

technical skill, your speed, your ability to deliver—is no longer the primary measure of your value. Your
success is now measured by the output and growth of your team.

This isn't a lateral move. It's a fundamentally different job.

The Three Shifts

From (Individual Contributor) To (Manager)

Skills Valued for technical expertise and
execution

Valued for planning, delegating, coaching, and
developing others

Time Spent doing the work Spent in conversation—aligning, supporting,
course-correcting

Satisfaction Comes from personal achievement Comes from watching your team succeed

The last shift is the deepest. If you still crave being the hero who saves the project at the eleventh hour, you'll

compete with your team instead of leading them. Learning to feel genuine pride in someone else's
accomplishment is the emotional work of becoming a manager.

You are no longer paid to have the best ideas. You are paid to get the best ideas out of your team—

and to create the conditions where those ideas can succeed.
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Your New Scope

As a manager, you are responsible for your team members' entire experience at the company—from the

moment they're hired to the day they leave.

HIRING

Defining the role,
interviewing, selecting

ONBOARDING

Setting them up for
success in first 90 days

DEVELOPMENT

Growing skills,
feedback, coaching

PERFORMANCE

Setting expectations,
evaluating honestly

RETENTION

Keeping engaged,
recognizing contributions

TRANSITION

Promotions, moves,
departures with care

The cycle continues—when someone transitions out, you hire again.

You don't do all of this alone—HR, your manager, and your peers are partners. But you are the person closest to

your team members. You see what others can't. That proximity is both your responsibility and your privilege.

Accountability vs. Responsibility

These words are often used interchangeably, but the distinction matters.

Responsibility

The work to be done. It can be shared. It can be

delegated.

Accountability

Ownership of the outcome. It stays with you.

EXAMPLE

You assign a team member to lead a client presentation. They are responsible for preparing and delivering
it. But if it fails, you are accountable—you answer for the result.

You can delegate responsibility. You cannot delegate accountability.
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The Adjustment

The transition to management is one of the most difficult adjustments in a career. Most new managers struggle

because the instincts that served them before now work against them. Here are the most common traps—and what
to do instead.

Trap 1: The Doer-Manager

You keep doing the work yourself because it's faster, you're better at it, or you don't trust the outcome otherwise.

The cost: You become a bottleneck. Your team doesn't grow. You burn out.

Instead: Ask yourself—"Am I the only person who can do this?" If not, delegate it. Accept that their way might be
different from yours. Different isn't wrong.

Trap 2: The Friend-Manager

You try to maintain the same peer relationships you had before, avoiding difficult conversations to preserve the
friendship.

The cost: You lose the respect that leadership requires. Problems fester. The team suffers.

Instead: Be warm. Be human. But accept that your role has changed. Your team needs a manager who will be honest
with them—even when it's uncomfortable. That's a form of care.

Trap 3: The Perfectionist-Manager

You hold work to your personal standard, editing and redoing what your team produces until it matches how you would
have done it.

The cost: Your team feels micromanaged and demoralized. You've taught them that their work will never be good
enough.

Instead: Define what "good enough" looks like before work begins. If it meets that bar, let it go—even if you'd do it
differently. Save your input for what truly matters.

Trap 4: The Hero-Manager

When things go wrong, you swoop in to fix it yourself rather than coaching your team through the problem.

The cost: You've solved this problem once. But you haven't built the capability to solve it again without you.

Instead: Ask questions before giving answers. "What have you tried?" "What do you think we should do?" Let them
struggle a little—that's where growth happens.
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Reflection

Use these questions to prepare for your conversation with your manager—and revisit them as you settle into

the role.

The Shift

What aspects of your individual contributor role

will be hardest for you to let go of?

When you imagine "success" as a manager, what

does it look like? How is it different from success
as an IC?

Your Scope

Which stage of the employee lifecycle do you feel

most prepared to handle? Why?

Which stage feels most unfamiliar or daunting?

What support might you need?

The Adjustment

Which of the four traps (Doer, Friend,

Perfectionist, Hero) do you think you'll be most

susceptible to?

What's one specific thing you could do in your
first 30 days to avoid that trap?

Looking Ahead

What question do you want to ask your manager

about this role?

This document is a compass—not a checklist. Return to it when you feel disoriented. The transition takes
time. Give yourself grace.
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