“PREP TALK

glng Managers




First, sc \LE,

Each of us is born with a distinct set of gifts and talents.

Subconscious 6ifts
| sAbkonfos grfts |

n.) skills/ 'talen‘ts/ abil ities/ insigh'ts/ wisclom
That are such an nherent part
of who you are that you'r‘e_ ne_a\r*lt/
Cor comple‘te‘y) unaware ‘tlne_t/ exist.




Despite those differences, we are all
equally valuable in a broad sense.




Sut‘pﬁsing Compe‘ti‘tive AdVantages:

'1 Beins kind to people.

A Doing what you Say you ‘re going to.
' Apo[ogizing when You serew up and...

(4 ) Making things right.







No matter where you sit
or what you do in an

organization, your work has
a customer.

Your SUCCELSS ‘tlne_re, w'i“ Be
In'iglnlt/ Jependen‘t on how
Qus‘tomeﬁpocusecl t/ou are.




Because of these
differences, every one of ¢ @
us is completely unique. \ _

There are no universal

solutions.
Managers often r‘e;sPonol Don ’t I’\OsMSt("iﬂg .
to bad behavior by one ffC’Od pe_ople_ with POI!CJQS

e—*‘“P‘O‘/@-e- by ""‘Ple"“e"t‘“ﬂ de_signe_d for bad pe_ople_.
polic_y that addresses

the behavior rather than
ole,a.l‘mg with the e,mployee,. Deal with 'the C&Ctuakl P(‘Ol:[em.




There are “introverted' and “extroverted''
management S‘tl/l es.
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Therefore, personality tools - Enneagram,
MBTI, Strengths Finder, DISC, and more -
offer single lenses, but never the full picture.

Introverted mamage,me,n‘t forms o Few ole,e,lo,
high bandwidth relationships for mentorship.
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Extroverted mama\?eme,n't forms numerous

* transaction-level relat?onships for operations.

Use both w‘isely.
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Therelin lies both the beauty | The most difficult wordds ace
and the complication of
working with people. [ I was wrong.

also the most powe,r‘Pul:

I:l I'm sorry.
D I 'Porgive, you.

|:| I need to give you
feedbock.

[ ] It's time to call it
qu?'ts.

D I have e,noualn.
D I don't know.




TaTaT










It’s counterintuitive, but
one of tThe most 'Pre,ejnﬂ ‘th‘ings
you can do For your Teoam

is set boundaries.

Process and structure
(decreased autonomy) offer
the most effective path to
predictable behavior.




The healthiest (but less
effective) way is to create a
culture. It's way harder.




Create a
:lob and 'tlne_t/'“ 'oring tTheir Time.
career and they’ll bring their mind.

Help your tTeom 3@,“5 300(1 retumns
on those investments.

Caring about people makes
business short-term harder
and long-term better.







Not caring about
people makes business
short-term easier and
long-term worse.




Next, some things about
managers.

Management is the first and only

job that is not a trade.



Typica.l Transitions to
mamaxge,me,n‘t are one clou/
Eejng told “oh my gosh yau’re,
SO amazing ot this" and the
next dau/ Being told “oh my
gosh don‘t do that anymore."
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A/o, r‘ea.”y. We talk
plumbe_r‘s andl

about
elec’tr*icia.ns

But soptware

h a certain amount

of work. Mama\gemen't does not,




Because of this, management is a different career.

1. Human connection : . fﬁve team 3. Translate qi‘ Traslns|aute ?mn't 5. Teach others
for individual “eover” to inmovate s‘bm'te.gy ine blockers into how to manage

contributors without fear to execution \management priorities

It’s common to have a
neﬁa'tive_ perception of
“mic‘d[e_ Mano\ge_me_n't.”

But done Me_“, These
monagers allow an ory to
lead with humanity instead
of Policy.

Sowme chlue, adds T
of “wﬁddle mama.?e,r‘su



F’e,ople, mamaxge,me,nt 'S
o skill that is
de,ve,lope,d, not a
reword For Bejng

A ::,ood ndividual

contributor.







a9.9%, of Gye,neroxl Manage,r‘s
MANAGe > 1 Punction where
‘they’ ve never been an individual

contributor,
The deeper you go, the more
y . Yet 99.9%, of GMs started
you're taking your eye off their careers ot o
something else. specialist in something.

The joumey is o Transition

from knowing e,ve,nfth'ing about
one. ’thing to kﬂowins very ittle
about lots of ’thingfs.






Distinguish between managers
and principals.







It's hard to manage managers
with misalighed incentives.
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You cannot
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“Drink from the same straw.”
Make it as similar as possible
— even slight differences can
lead to tough conversations.




\__

Incentivize on things they
can control and only those. hor
The higher on the org chart,
the lower on the income
sheet.




Ego is not your friend as a manager of managers. If the
relationship is important, save your chips for items of strategic
Importance.

be beco
your success s &




What you lose when you o!elega‘te:

Speed (‘te_m‘ooraﬁly)

Q oo Qo Q@ Q- Q

Accuracy empom |

@%@ Q -

wality Ctemporarily)

O—> . O

SelP-impose,ol limits on growth (Porever)




Your chances of
changing someone’s
mind are Far better
when your 30&' S
tTheir we“l:e‘ing and
not your supeﬁoﬁ‘ty.




On the Php side, MANAGENS

reWON
"‘WH Pu" o o 30 P n unPoNor‘a\b‘e.
- Wi rd"ma 3rea:b outcomes % led To &
rewoN o\

oulcome.
i they came from

bad process. Don't give feedback based on
) outcomes, give feedback

based on inputs:
Hypothesis — how they thought about the problem

As J'EPP‘\CLAHS as ‘b s

Givin Process — how they chose which steps to take
< l 3 ‘/Our tec\m PPQSQP;Pt?Ve_ Execution — how each step was performed
O utlons To PPO‘: [ ems not l Analysis — how they interpreted the result
(o
robs them ny
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Let thewm solve, proble,ms
for you now
and ‘the,y ‘[l prevent
'Pu'tuf‘e, ones ‘Pr‘om even
crossing your desk. L




Managers are like you — they like
their own ideas. It's worth the extra
time to make your case rather than

force the issue.

O mae

The best teawms...

..are built Bt/ People who are aware of their weaknesses
and unafraid to hire Pe,olole, smarter than ‘tlf\e,t/ are.




If you aspire to empower your team
teach them how you assess rsk.

You can train them on tools and tactics
but you w’i“ continue to be a Bo‘t‘tle,ne,ck
on decisions (either for approval or cleanup)

until they understand healthy risk-toking.







“You are the average
of the 5 pe,ople, you spe,nd
the most time with."

In business, Lou ‘re The average
of the 5 pe,ople, you isten to
the wost. AVe,r“a.g'ing finds the
m'idoue, of extremes. Surround
(/our‘se,l'P with diverse vie_wpoin'ts

ond your average will serve you we,“.
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{ REMINDER now \

True leaders work for their

Teams, not vice versa
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L E REMINDER now
True leade_rs seek rec03n?tton

L X 77

for their teams, not themselves

" < )
| REMINDER ”OVX

Highest achievement of o true leader

is to moke themselves obsolete J

1IN

True management is an
iInversion. We should be doing
everything we can to make
their jobs easier. So ask how

you can help, and follow
through when they give you
something.




from Permanent Equity’s Ops Desk

Leadership is hard. And it can be lonely. Big decisions, hard conversations, and ambiguous futures are day-to-day
realities — particularly in small businesses. We all occasionally need a sounding board and someone cheering us on.

Here on the Permanent Equity Operations Team, we have the privilege of helping 15 businesses in different industries
and geographies, with different people and skills. For us to stay helpful, we do our best to collect wisdom from our
experiences so we can share it with our leaders. And now we want to share it with you.

We're collecting what we call Prep Talks (you know, a Preparatory Pep Talk) for the tough calls and conversations
leaders face. Each Prep Talk is based on conversations we've had internally and with our portfolio companies. They're a

bit stream of consciousness, but guess what? So is leadership. Think of them as collections of those bits of wisdom (on “ﬂ&\\

topics from moving into management to firing well to finding the right tech for your business) we've picked up along the Qi'::ﬁ

way. g‘ﬂ&\
Wee

For more Prep Talks, visit www.permanentequity.com/prep-talks. We hope they're helpful! “egiii\

1N
— Co-President and COO Mark Brooks ‘57


http://www.permanentequity.com/pre-talks
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