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\,J\mj this zine 7

I've been working as a programmer for 6 years and I've had
8 managers. When 1 started out, I didn't really understand
my manaﬂer‘s job or how fo work with them.

o°°

Since then, I've had some GREAT working relationships with
managers and a few less Sood ones. Having a 3ood
relationship with my manager is the most important factor in
my happiness at work.

i+ working with my manager well

IS so impo(‘l’arﬁ‘/ maybe }:};5 can

do things to make thot betferT

What this zine is about:

— strategies that would have helped my past self
work better with her managers
— a little bif of explaining what a manager’s job is

What this zi ! t: \
hat this zine ISN'T abou \;erg)\“o"d .

— how fo deal with a bad manager ¥
—» universal advice for everyone. 1 am just one person

who's mosf(3 worked at one company QJ
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\,J"\QJ( 'S 3ou(’
mana.ger's job

Understanding a little about your manager's job helps you work
well with them! Some things your manager is responsible for:

Keep projects
on Track

moke sure. the team is
doin3 imp0('|'ar\‘l‘ projects

X is o whot!s —H;e -~
PrlO(l‘\"j +his — stotus o? <
QUQ(‘\'P_(' X projed. R

needs Yo
onswer

communicote with
other teams

S A We(e dOIﬂS

our teams shoulJ $

collaborate
on +that?

od /L \EameJ
SO much

Hhis gear !

pecson on
other team




how to work well
wWith Yyour manager

Most of the rest of this zine is about

J N\ L =)
Q,]C.Cv)t"ﬂ"lk)v ICATILO

Y

Basica((:j your manaser's job is fo make svure that your team
is getting work done that will help the business.

\\\! Ve teeyg,,

This is wv awesomeww because it means that if you just
communicate with them well, then you can mostly focus on
programming!t!

Communicating well can help you:

oppor+uni+ies P(Ob &M
understand
def promoted qet Feedbock

priorities
To start, let's talk about 1:1s (which hopefully your
manager schedules regularly )

%e+ OWESome




whot +o Talk
about in 1:1s

whats been what's not +eam
going well qoing well priorities
how does m
T LovE T got paged _ > MY
~ +his pro",ec)’? - loghmes last work fit in
week to company
goal S ?
ask for career
oppor‘l'uni'l'i es plannin3
T want 4o - T4 like Yo
" work on a be promoted
customer-facing +his year
project
osk for
_Feedback %iVQ ’Feed bOc.CK
do ouv have_ on ~ ‘H‘\e +eam has ‘Fe”’
= Conchns abou¥ th really unfocused
PROSECT ¢ 8oin5? fecen')'h<,
: osk for
bramS‘)’orM resources
| .
+his problem? ‘)‘rainmﬁ would

reallb helP me



Keep conversations
mos‘Huj constructive

I've had periods with some managers where, every time
we talk, we're talking about SOME problem:

w\mj did Y X has been o prob\m
happen? for a wear CMAJ %
me me

STILL not —Fixed

These days, 1 try fo bring up problems that I'm
interested in fixing and brinﬁ ideas for solutions when 1
can. Often we jusf talk about our work:

here's an ideq here's an in+eres+u'n3
% T hod... {% bug from Hhis

past week...

m(j intecn 19

doing, awesome
work f%

0id you see that
greal -I-hmg +his
other team did?

T 'H\ou%k‘\' of an
onboarding project
for +he new person ¥

Vem‘ing can be vseful too +hou3h sometimes! If there's
a problem, it's often helpful to bring it up even if 1 don't
have a solution.



se+ clear €><pec+oc\'ion5

I vused to often Sef stressed out about whether the way 1
was prioritizing my work was reasonable.

T'm sper\ding o. lot of time on ¥
and notime on VY. T hope +hat's oka(j LIl

Everjfhinﬂ So’r easier once 1 could jusf:

(D come vp for a plan for what to prioritize
@ tell my manager the plan and ask if it sounds good
(® trust them when they say yes &

this quar'l:er I'm planning to get BIG
PROSECT done and spend time with
my tntern. T'm not planning to work
on OTHER PRSTECT ot all.

Sounds gooé;'
Tust do X too?

Setting expectations is awesome because:

—+ 1 feel confident that my plans are reasonable
- my manager is aware of what I'm planning and can
coordinate

Everybody wins 1Y
Q



talk about
problems earlg

Every so offen T'll start with a small problem

THIS lS_ whoa whece did
TERRIBLE thot come from?

mana 36(’

It's way better to bring up a problem early and
figure it out before it furns into a big deal!

I go‘l' paged IS times
this week, can we talk

about how 1o improve
this?




work)'w'a’r\r\'{%our manager-
+o ge'\' promo+ed

Where 1 work, my manager swants¥ people on the team
to get promoted. If people are being promoted, it
(hopefully) means that they're growing 4 getting more
awesome at their jobs, which makes the team’s
manager ook Sood!

huh, mo.%be prorV\o+fon5 are
:»)U.S‘i' a normal 'Ihincs we can
have o conversation obout?

Some ways to start conversations:

—v can we walk through the expectations for the
next level to make sure that 1 understand them?
— what areas do you think I should focus on?
—»if 1 accomplished X Y Z, do you think that would be
enough to get promoted?

If this is some+hin3 You care about, Keep checKin3 in
periodically! The person who cares the most about your
career is Yyou Q@
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on survivmg
performance review S

Performance reviews can be rea((:j stressful.

AWESOME PLAN:
hece's the self procrastinate for
assessment form 2 weeks and then do it
‘o £il out ! ot the \ast minvte

in o panic

Here's what I've been doin3 for the last year or so, which
has helped! About a month before performance review
season comes around, I'll compile a HUGE DOCUMENT with:

- every projecf 1 did in the last year

% the project's goals § results
% cool Sraphs/me’rrics that show it was a success
x what my contributions fo the project were

-+ people I've mentored (e3 an intern!)
» Project plans & documentation I've written

and send it to my manaser. Mj manager's reaction:

THANK Youl Having ol +hig informaction
makes i+ reall«j easy for me o explain
th your work is so great!

11



remember they're on\lj human

Sometimes 1 fall info a frap where 1 think my manager should

WMV 10y,

be able to solve ‘,EVERY. problem on the team and if they're
not then they're not doin3 their job.

It's helpful for me fo remember fhat at any given fime
they're probably dea(inﬁ with a (of!

coordinate with
other teams

N __ Mmanager can

make sure +he
intern gej‘s on offer
on time (®

write 0

pe('\:ormance reviews |n+ermew Nnew

didate

Yinalize plans focj _~

next quactec

AN

o team membec (S
unhappy, ‘Figufe out
whadt's going on

... personal life &,

I ’rr3 to be somewhat aware of what my manager is
dealing with & help out when T can.

Herels o project T +hink
could be o sood £it+ Sor
l
12

the new person ! manager

make sore we have an
onboardin Plo.r\ for
the newt person




On emotional labour

"Emotional labour" is the idea that dea(in3 with
feelinﬂs-relQTed problems is work.

understanding

foce \
Th angry thot my contributions Jommg —¥
on +hat project weren't recognized... work
/
manager

Emotional labour is part of what managers are paid
to do. But!l! Managers aren't therapists.

“_ not 800(5 1:1
\ ma+eria| \llJ

When I'm upset about somefhing, I try to be clear

about why and ideally explain what 1 think a
reasonable resolution would be.

..con we just make sure |
it features in my next ves Ae‘Fim’felg.' %
?
1%

performance revied




Undershmd their goa‘s

and priorities

wk%? That
won't help us

get the code
done ¥

con %0 O %Q+

L\

X

momage(

metrice aon

X's sPeeA?

T hey miﬁhf be asKinj for metrics becavse:

® they're hearing complaints about X being slow
(that you migh’r not be hearing!)

(@) without metrics, it's hard for them to have an
informed conversation about those complaints
(& defend you if X is actually fastV)

Having regular conversations about their priorities
for the team is SO USEFUL and means that I'm
surprised less often {,{,,

pecformance [ speed
1S 3e-H-in3 more.
impoctant fecerr'l'lb!

00d to knou,
should T work on
SPGEdfﬂﬁ up K7

manaﬁ er me
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osk ¥or
sPe,ciJF ic feedback

1 vsed to ask for feedback like this:

do Yoo have any
‘Feedback forme” %

Nnot r‘tgh‘\' nowr

Some_-l—hm3 Yhey're
not -|'ellm3 me?

what areo ig she
ad’ua\\bin’rerestecJ N
feedback on?

I've learned that 1361‘ xWAY BETTER% answers if
I ask more specific questions!

dio L pr{or\"HZQ

whot do you
these —l'lr\.'ngs well?

‘H’\fﬂk o+
this design?

shoold I be

doing mMmore
or less of X7

do You have
Qmj concernsS
obout+ PROsECT!

was +thot

email clear?

Bonus: asking specific questions forces me to actually

think about which areas 1 mshf want to focus on &j

1S



‘FiSu(Q Ou‘|‘ what
they're great ot

Different managers are 3ood at different fhinﬂs! I've
worked with manaﬂers who are amazinﬂ at:

helpin le Unders+andin3
buildingy Prioﬁhzing
ruthlessl
remote teams Y
Organi zotional
politics

Not every manager is Sood at every sing(e fhins,
and that's okay! I like to fiﬁure out what my
manager is awesome at and lean on them for
those fhings Q

solvi ng + ricku
+echnical problems

Also, sfrenﬁ’rhs chanﬂe over time! If they're not
Sood at somefhins today, maybe check back in a
year & see if that's chanﬁed.

16



build the suppart
Sys+em You need

The flip side of "figure out what things they're great at"
is that there are always going to be ’rhings your manager
can't help you with. When that happens, there are a few

choices:

® Get mad that they can't help

@ Resign yourself to not getting help with
those +hin33

(@ Find help elsewhere 71

hec blog i GREAT

"
Lara Hogan has an eamazinge blog post called

"When your manager isn't supporting you, build a Voltron"™
about bui(dinj a crew of people with lots of different sKills
who you can ask for help!
Some tips she has:

¥ A Voltcon is o robot built out
of several other robots

bif.(j/managervo(’rronbinjo
has a useful binﬁo card!




36“""\%3 G
News manager

Beinﬂ assisned a new manager is a little scary.
Not all of my manasers have been Srea’r!

OH NO what i¥ My new

manager is hard to
wock with 717

But! More than once I've started out fhinKinﬂ

who is +hrs persan
‘Hﬂe:—) seem sSuspicious

and ended up, a year later, at

o0?

wow H\e«j have helped
me and the +eam so much
this is AMAZING

a0

so I fry fo assume that's where we'll end up.

Some things I've found helpful:
— write a document explaining my
past work to them
—+ ask them about any concerns directly -
often they have Srea’r answers!
—» pay close attention fo what they do well
— tell them when they do somefhin3 3rea1'

19



Yorther read mg

X

The Manager's Path § by Camille Fourniersx_ ,lso has
o great b\os!

A Sreaf book about engineerinﬁ manaﬂemem‘.
Super useful for learning what a manager's Job is, even if

thank You SO much for feadingY
Here ace a couple people
Tve learned from:

you never want fo be a manager )

Lara H03an's b(og (https:// (arahogan.me/ b(oS)

Mostly aimed at managers, but has some amazing posts
for non-managers (for instance "what do I do if I'm bein3
underpaid?")
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