Becoming the Boss

Managing the Psychological Transition
from Individual Contributor to Leader
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Learning Objectives

v/ Evaluate the “Transformation Model”
of leadership transition.

v/ Contrast five common myths of
Analyze the management with the realities of the
fundamental shift in v E?li-_ e

. : : istinguish between forma

pIOf?SSIOHal ldentlty authority and earned credibility.
required to succeed as

+/ Analyze the difference between
seeking compliance versus fostering
commitment.

d INldN4dger.
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Learning Objectives (Continued)

v Apply strategies to balance one-on-one supervision with
collective team leadership.

v/ Critique personal hesitations regarding seeking help and
managing upward relationships.

v/ Develop a plan to manage the “learning curve” and emotional
toll of the transition.
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The Friction of Transition

Psychological Realities

“On day X minus 1, you
C ) o The Str_etc!'l Assi.gnmet:nt:-
Stlll don [ have d Chlld. Promotion is not linear; it is a

fundamental identity shift.

On day X, (1” Of (1 SUdden The Skill Gap: Success as an

individual contributor (personal

you ,re a mOther Or a father_ & expertise) does not predict success

as a manager (agenda setting).

The Experience: Often described as
'disorienting,’ 'overwhelming,’ and
a 'loss of control.’

— Michael Jones, Securities Branch Manager



Framework: The Myths of Management

Category The Myth The Reality

Authority Freedom to implement ideas Interdependency (Hemmed in)
Power Formal Authority (The Title) nge c)libility (Everything but the
Outcome Compliance (Obedience) Commitment (Initiative)
Focus One-on-One Relationships Team Culture

Challenge

Keeping Operations Smooth

Change Agent
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Deep Dive 1: The Myth of Authority

The Expectation of Freedom

O

Managers often expect autonomy and
the power to command. “Now | will be
free of the burdens of others."

The Reality of Interdependency

External
2 ® Suppliers

Managers are enmeshed in a web of
relationships. They are "hemmed in" by
stakeholders over whom they have no

formal control.

& NotebookLM



“Becoming a manager is not about
becoming a boss. It’s about
becoming a hostage.”

— Sally McDonald, Product Development Manager

McDonald realized she had no formal authority over the
suppliers and divisions she needed most to succeed.



Strategy: Managing Interdependencies

External Suppliers
& Regulators

 Identify the Network: Map the
people your team depends on.

Direct Reports

* Negotiate Resources: Secure
support without relying on formal
rank.

©
)
Manager
» Manage Context: Shift focus from
. ’ managing the team to managing the

environment around the team.
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Deep Dive 2: The Myth of Power

Where does influence come from?

Myth Reality
Formal Position Credibility

Belief that the title Power must be earned. o
grants control. “I will f Talented subordinates
finally be on top of are the least likely to

the ladder.” blindly follow directives.

New managers are often “little bosses” with
limited leverage until they earn trust.
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The Three Pillars of Credibility

Character

(Intention to do the
right thing. Integrity.)

Warning:

Do not over-rely on
Technical
Competence.

CREDIBILITY

Example: Peter
[senberg failed when
he directed trades;
succeeded when he
asked questions.

Influence

(Ability to deliver.
Gaining resources
from superiors.)

Competence

(Knowing how to do
the right thing.
Managerial vs
Technical.)
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Deep Dive 3: Myth of Outcomes

Commitment > Compliance

Employees take initiative, Employees do exactly what is
calculated risks, and asked. Rooted in manager’s
ownership. fear of losing control.

If subordinates don’t take initiative, the manager cannot
delegate and remains trapped in tactical work.
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Case Study: Winona Finch

Generating Commitment through Inquiry

The Challenge The Strategy
e Launching Latin American e Created a “Culture of Inquiry”.
magazine edition. e Did not issue orders.
e Limited formal power. e Asked clarifying questions (‘You
e Sales staff belonged to a told me X, why are you doing Y?’).
different unit. e Empowered the team to find their

own methods.

Result
Team felt accountable. Project exceeded forecasts.
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Deep Dive 4: Myth of Focus

The Myth: Managing Individuals The Reality: Managing
(One-on-One) Team Culture

Employee Employee

.
G

Employee Employee
A B

Manager

b o

! Employee

D

Employee Employee
C D

Focusing solely on individuals can undermine group equity. The goal is to
establish group norms that unleash collective problem-solving.
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The Danger of Exceptions

Case Example: The Parking Spot

1. The Action 2. The Reaction 3. The Lesson

Manager gives a Star salesman (high Every individual
coveted parking spot to revenue generator) decision ripples through
a veteran employee to threatens to quit due to the team. Supervising
“build a relationship”. perceived inequity. individuals is not the

same as leading a team.
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Deep Dive 5: Myth of The Challenge

The Myth: Operations

e Job = Keeping the operation
running smoothly.

e Mindset: Maintaining the
status quo. “Keeping balls in
the air.”

The Reality: Change Agent

e Job = Initiating changes to
enhance performance.

e Mindset: Challenging processes
within and outside area of
authority.

e Key: Organizations must

transform to survive. _@
7
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Case Study: John Delhorne

Creating Conditions for Success

Situation: Marketing manager John Delhorne failed to reach
targets and blamed the CEO/System for lack of budget.

i

The CEO’s Verdict: It was Delhorne’s responsibility to create the
conditions for success. If the context prevents success, the
manager must change the context.

Don’t wait for permission. Passive managers blame systems; Leaders change them.
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The Learning Curve is Emotional

Individual Contributor Success

Managerial Mastery

The “Unlearning” Phase.
Painful, stressful,
and confusing.

Competence/Confidence

Time

Learning occurs through adverse experiences (trial and error). The
question shifts from “Will | be good at this?” to “Who am | becoming?”
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The “Don’t Ask for Help” Trap

The Misconception

Belief: The boss implies “expert”. Asking for
help is a sign of weakness or a hiring mistake.

The Consequence

Isolation.
Missed mentorship.
Denial of resources.

Reframing

View your own boss not as an Evaluator/Threat,
but as a Developer/Ally. Most bosses are tolerant
of early mistakes if communication is open.
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Scenario Analysis: The “Nice Guy” Trap

You approve a remote-work exception for one struggling
employee to build trust. Two weeks later, three other employees
demand the same privileges citing fairness. Team coverage
drops below safe levels.

Discussion Questions

1. Which "Myth" did you fall into? (Individual vs. Team)

2. How does this impact your Authority? (Interdependency)
3. How do you recover credibility?
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Knowledge Check

1. e 3.

Why is ‘technical Explain why a How does the

competence’ often manager might feel ‘interdependency’

a trap for new like a ‘hostage’ of the role affect a

managers? despite their title. manager’s ability to
give orders?

Answer hint: Answer hint:

Micromanagement Interdependency Answer hint:
Credibility must be
negotiated

REFLECTION & APPLICATION
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Strategies for Success

Final checklist summary
Abandon the Myth of Authority. Build a network.

Earn Credibility. Focus on character and influence, not just technical
answers.

Seek Commitment. Empower the team; don’t just demand compliance.

Manage Context. Don’t just run the operation; improve the system.

NN AN

Ask for Help. Isolation leads to failure.
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