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behind closed doors secrets of great management often remain elusive to many
aspiring leaders and even seasoned managers. These hidden truths, tucked away from the
public eye and official meetings, hold the key to transforming ordinary managerial skills
into extraordinary leadership. Great management is not just about adhering to best
practices or company policies; it’s about mastering the subtle art of influence, emotional
intelligence, and strategic thinking that happens away from the spotlight.

In this article, we’ll peel back the curtain and explore these lesser-known facets of
management that truly set exceptional leaders apart. Whether you’re a manager looking to
elevate your team’s performance or a business owner aiming to cultivate a thriving
workplace culture, understanding these behind the scenes dynamics can make all the
difference.

Understanding the Human Element: The Core of
Great Management

One of the most profound behind closed doors secrets of great management is the
emphasis on the human element. While metrics, KPIs, and workflows are essential, the real
magic happens when managers connect deeply with their teams on a personal level.

Emotional Intelligence as a Cornerstone

Exceptional managers possess high emotional intelligence (EI). They can read between the
lines, sense unspoken concerns, and adapt their communication accordingly. This skill helps
them navigate office politics, resolve conflicts quietly, and maintain morale even in stressful
times. Behind closed doors, these managers spend time understanding their team
members’ motivations, fears, and aspirations—information that is rarely captured in formal
reports but critical to effective leadership.

Active Listening: More Than Just Hearing

Great managers don’t just wait for their turn to speak; they actively listen. Behind the
scenes, they create safe spaces where employees feel heard and valued. This practice
encourages honest feedback and fosters trust. It’s this trust that often propels team
members to go the extra mile, knowing their voices matter even when no one else is
watching.



The Art of Strategic Decision-Making Beyond the
Boardroom

Behind closed doors secrets of great management also involve how leaders approach
decision-making when the stakes are high and the pressure is on. The best managers don’t
rush to conclusions; instead, they engage in a thoughtful, sometimes quiet process that
balances data, intuition, and input from key stakeholders.

Balancing Data and Intuition

While data-driven decisions are crucial, great managers know that numbers alone don’t tell
the whole story. Behind closed doors, they weigh quantitative insights against their gut
feelings and contextual understanding. This blend allows them to anticipate challenges and
seize opportunities that others might miss.

Inclusive Yet Decisive

Another secret is the ability to include relevant team members in the decision-making
process without falling into analysis paralysis. Behind the scenes, great managers gauge
when to solicit input and when to take the lead decisively. This balance builds ownership
and commitment while ensuring progress isn’t stalled.

Mastering Communication: The Unseen
Conversations

Communication is often touted as a key management skill, but the behind closed doors
secrets of great management reveal it’s the quality and timing of communication that
count most.

One-on-One Meetings: The Power of Private Dialogue

Regular one-on-one meetings are a hallmark of effective managers, but the secret lies in
how these conversations are conducted. Behind closed doors, managers use these
moments to offer personalized feedback, address concerns discreetly, and align individual
goals with organizational objectives. These private dialogues often prevent issues from
escalating and help nurture talent quietly and effectively.



Nonverbal Cues and Emotional Nuance

Great managers are acutely aware of nonverbal communication. They notice body
language, tone shifts, and subtle expressions during meetings or informal chats. Behind the
scenes, this helps them identify underlying issues or unspoken enthusiasm, enabling timely
interventions or encouragement that might never surface in group settings.

Building a Culture of Accountability and Growth

Another lesser-known aspect behind closed doors secrets of great management is how
leaders cultivate accountability without breeding fear or resentment.

Setting Clear Expectations and Follow-Through

Exceptional managers don’t just set expectations publicly; they reinforce them privately.
They ensure that team members understand their responsibilities and the consequences of
their actions through candid conversations. Following up consistently behind the scenes
signals that accountability is real and fairness is prioritized.

Encouraging Learning from Mistakes

Rather than penalizing failure, great managers view mistakes as opportunities for growth.
Behind closed doors, they mentor employees on how to analyze errors constructively and
develop solutions. This approach fosters a culture where innovation thrives, and risk-taking
is measured rather than feared.

Leveraging Influence and Building Relationships

Sometimes, the most powerful behind closed doors secrets of great management are about
influence rather than authority.

Networking Within the Organization

Successful managers understand the value of internal networking. Behind the scenes, they
build rapport with peers, higher-ups, and cross-functional teams. These relationships enable
smoother collaboration, access to resources, and support when navigating complex projects
or organizational changes.



Mentorship and Sponsorship

Mentorship goes beyond formal programs. Great managers often serve as informal mentors
or sponsors, advocating for their team members’ growth quietly. Behind closed doors, they
open doors, recommend promising employees for opportunities, and provide guidance that
can significantly impact careers.

The Invisible Work: Managing Stress and
Maintaining Resilience

Lastly, one of the most overlooked behind closed doors secrets of great management is
how leaders manage their own stress and maintain resilience to lead effectively.

Self-Awareness and Emotional Regulation

Behind the scenes, great managers practice self-awareness, recognizing when stress might
cloud their judgment or affect their interactions. They employ techniques such as
mindfulness, time management, or even professional coaching to stay balanced.

Modeling Resilience for the Team

By managing their own well-being, managers set a powerful example. Behind closed doors,
they develop coping strategies that enable them to remain calm and decisive during crises,
which in turn inspires confidence and steadiness in their teams.

---

Peeling back the layers of what happens behind closed doors reveals that great
management is as much about subtle human dynamics and personal mastery as it is about
strategy and execution. These behind closed doors secrets of great
management—emotional intelligence, strategic thinking, nuanced communication,
accountability culture, influence-building, and resilience—form the foundation for leadership
that doesn’t just manage but truly inspires and transforms.

Frequently Asked Questions

What are some common behind closed doors secrets of
great management?
Great managers often focus on active listening, giving honest feedback, and empowering
their teams, even if these practices aren't always visible to employees.



How do great managers handle conflicts behind closed
doors?
They address conflicts privately and constructively, aiming to understand all perspectives
and find solutions that strengthen team cohesion without public drama.

Why do great managers keep certain decisions behind
closed doors?
They keep sensitive decisions confidential to protect employee morale, maintain trust, and
ensure that changes are communicated thoughtfully and effectively.

What role does emotional intelligence play in the
behind closed doors secrets of great management?
Emotional intelligence allows managers to navigate complex interpersonal dynamics,
manage stress, and build strong relationships that foster a positive work environment.

How do great managers use behind closed doors
meetings to improve team performance?
They use private meetings to provide personalized coaching, set clear expectations, and
address individual concerns, which helps enhance overall team productivity and
engagement.

Additional Resources
Behind Closed Doors Secrets of Great Management: Unveiling the Hidden Dynamics of
Leadership Success

behind closed doors secrets of great management have long intrigued organizational
theorists, business leaders, and employees alike. While management books and leadership
seminars offer widely circulated principles and frameworks, the true essence of exceptional
management often lies beneath the surface — in the unspoken strategies, nuanced
behaviors, and subtle decision-making processes that occur away from the public eye.
Understanding these behind-the-scenes elements is crucial for anyone seeking to elevate
their leadership capabilities or comprehend why some managers consistently outperform
others.

In this article, we delve into the concealed facets of great management, exploring how
effective leaders operate behind closed doors, the psychological and tactical approaches
they employ, and the impact of these hidden practices on organizational culture and
performance.



Decoding the Hidden Mechanisms of Effective
Management

Great management is frequently judged by visible outcomes such as project success, team
engagement, and financial results. Yet, the path to these outcomes is paved with discreet
actions and decisions that few outsiders witness. Behind closed doors secrets of great
management often revolve around relationship management, conflict resolution, strategic
prioritization, and emotional intelligence.

These elements are not always codified in standard management training but emerge from
experience, introspection, and a deep understanding of human dynamics. For example,
while public meetings might showcase a leader’s decisiveness, it is often in private one-on-
one conversations where trust is built and true alignment is forged.

The Role of Emotional Intelligence in Behind-the-Scenes
Leadership

One of the most significant but less openly discussed secrets of great management is the
consistent use of emotional intelligence (EI). Leaders who master EI are adept at perceiving
and managing their own emotions and those of their team members. This skill extends
beyond surface-level empathy; it requires active listening, nuanced communication, and
the ability to adjust management styles to suit individual needs.

Research from TalentSmart indicates that emotional intelligence accounts for nearly 90% of
what sets high performers apart from their peers. Behind closed doors, effective managers
regularly engage in reflective practices to regulate their emotions before important
conversations, ensuring they respond rather than react. This controlled approach fosters a
culture of psychological safety where employees feel heard and valued, a critical factor in
boosting morale and productivity.

Strategic Communication: More Than Just Transparency

While transparency is often championed as a pillar of good management, behind closed
doors secrets of great management reveal a more strategic use of communication.
Exceptional managers understand that sharing information is not merely about openness
but about timing, framing, and tailoring messages to different audiences.

These leaders practice selective transparency — revealing enough to build trust and
maintain engagement while withholding sensitive or destabilizing information until the
appropriate moment. This approach prevents unnecessary anxiety within teams and allows
leaders to manage expectations effectively.



Balancing Authority and Collaboration: The
Invisible Tightrope

Another less visible but critical aspect of great management is the balance between
asserting authority and fostering collaboration. Behind closed doors, managers constantly
navigate this tension, calibrating when to lead decisively and when to encourage
autonomy.

Empowering Teams Without Losing Control

Empowerment is a buzzword in management circles, but its practical application often
unfolds behind closed doors through subtle delegation and support. Great managers
delegate not just tasks but ownership, enabling team members to develop problem-solving
skills and confidence.

However, this empowerment comes with vigilant oversight. Rather than micromanaging,
effective leaders monitor progress through informal check-ins and nuanced feedback
mechanisms. This hidden layer of supervision ensures alignment with broader
organizational goals without stifling creativity or initiative.

Conflict Management: The Quiet Art of Resolution

Conflict is inevitable in any group setting, yet how managers address it behind closed doors
sets the tone for team cohesion. Exceptional managers do not wait for conflicts to escalate
publicly; instead, they address issues early through private dialogue and mediation.

This proactive stance involves understanding underlying concerns, reframing disputes into
problem-solving opportunities, and sometimes making tough decisions to preserve team
dynamics. Behind closed doors, the ability to navigate conflict with discretion and empathy
often distinguishes great managers from average ones.

Behind Closed Doors Secrets of Great
Management: The Psychological Contract

Beyond formal agreements and job descriptions lies the psychological contract — the
unspoken expectations and mutual obligations between managers and employees. Great
management hinges on nurturing and managing this contract effectively behind the scenes.

Building Trust Through Consistency and Integrity

Trust is the cornerstone of the psychological contract. Behind closed doors, managers build



trust by consistently aligning words with actions, honoring commitments, and
demonstrating integrity even in difficult situations.

This consistency reduces uncertainty and builds employee loyalty. Studies show that
organizations with high trust levels enjoy 50% higher productivity and 76% more
engagement among employees. The secret lies not in grand gestures but in everyday
interactions — punctuality, follow-through on promises, and genuine concern for employee
well-being.

Recognizing and Rewarding Beyond Formal Systems

While formal rewards like bonuses and promotions are visible, many managers use informal
recognition behind closed doors to motivate teams. Personalized acknowledgments, private
praise, or small tokens of appreciation can have outsized impacts on morale.

This subtle art of recognition requires managers to pay attention to individual preferences
and contributions, reinforcing the psychological contract in a way that public accolades may
not. The cumulative effect of these small, thoughtful actions fosters a culture of
appreciation and continuous engagement.

Leveraging Data and Intuition: The Dual Engines
of Decision-Making

Modern management increasingly relies on data analytics to drive decisions, yet behind
closed doors, great managers balance quantitative insights with intuition.

Integrating Analytical Rigor with Human Judgment

Data provides objective perspectives on performance metrics, customer behavior, and
operational efficiency. However, the interpretation of data often requires contextual
understanding that raw numbers cannot convey.

Behind closed doors, adept managers combine analytical rigor with their experiential
knowledge and gut instincts. This dual approach allows them to anticipate challenges,
identify opportunities, and make nuanced decisions that purely data-driven approaches
might overlook.

The Role of Confidentiality in Strategic Planning

Strategic planning sessions often occur behind closed doors to safeguard sensitive
information and encourage candid dialogue. Great managers use these private forums to
explore bold ideas, evaluate risks, and align leadership teams without external pressures.



This confidentiality enables more honest assessments and fosters innovation by creating a
safe space for experimentation and debate before ideas are rolled out broadly.

Organizational Culture: The Invisible Framework
Shaped Behind Closed Doors

Culture is frequently described as “how things really get done,” and much of its shaping
occurs in private interactions rather than public statements.

Modeling Values Through Consistent Behavior

Leaders set cultural tone not only through official communications but through their
everyday behavior behind closed doors. Whether it’s how they treat subordinates, handle
confidential matters, or respond to setbacks, these actions send powerful signals about
organizational priorities.

Over time, this modeling embeds values into the corporate DNA, influencing recruitment,
retention, and overall workplace climate.

Addressing Toxicity Before It Spreads

Toxic behaviors, such as favoritism, manipulation, or unethical shortcuts, often begin subtly
and can fester if unchecked. Effective managers identify and intervene in these patterns
privately to protect the broader team.

By addressing toxicity discreetly yet decisively, they maintain a healthy organizational
environment that supports sustained performance and employee satisfaction.

---

Peering behind the façade of leadership reveals that the mastery of great management lies
not only in visible skills but in the nuanced, often concealed practices that shape
relationships, decisions, and culture. These behind closed doors secrets of great
management are not easily replicated by formula but require a blend of emotional acuity,
strategic thinking, and authentic human connection. For managers aspiring to greatness,
embracing these hidden dimensions offers a pathway to lasting impact and organizational
excellence.
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  behind closed doors secrets of great management: Behind Closed Doors Johanna
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Rothman, 2005 You may never have seen great management. Or, more likely, you've seen pieces of
great management, but you may not know how to pull it all together. If you're a seasoned manager
who wants to be more effective, or if you're considering moving into management, this book will
show you what to do and how to do it effectively.
  behind closed doors secrets of great management: Behind Closed Doors Johanna Rothman,
Esther Derby, 2005-09-19 Great management is difficult to see as it occurs. It's possible to see the
results of great management, but it's not easy to see how managers achieve those results. Great
management happens in one-on-one meetings and with other managers---all in private. It's hard to
learn management by example when you can't see it. You can learn to be a better manager---even a
great manager---with this guide. You'll follow along as Sam, a manager just brought on board, learns
the ropes and deals with his new team over the course of his first eight weeks on the job. From
scheduling and managing resources to helping team members grow and prosper, you'll be there as
Sam makes it happen. You'll find powerful tips covering: Delegating effectively Using feedback and
goal-setting Developing influence Handling one-on-one meetings Coaching and mentoring Deciding
what work to do---and what not to do ...and more. Full of tips and practical advice on the most
important aspects of management, this is one of those books that can make a lasting andimmediate
impact on your career.
  behind closed doors secrets of great management: Manage It! Johanna Rothman,
2007-06-07 This book is a reality-based guide for modern projects. You'll learn how to recognize your
project's potholes and ruts, and determine the best way to fix problems - without causing more
problems. Your project can't fail. That's a lot of pressure on you, and yet you don't want to buy into
any one specific process, methodology, or lifecycle. Your project is different. It doesn't fit into those
neat descriptions. Manage It! will show you how to beg, borrow, and steal from the best
methodologies to fit your particular project. It will help you find what works best for you and not for
some mythological project that doesn't even exist. Before you know it, your project will be on track
and headed to a successful conclusion.
  behind closed doors secrets of great management: Free Your Inner Nonfiction Writer
Johanna Rothman, 2022-09-13 Free your inner nonfiction writer as you learn to write fast and well.
Do you want to write nonfiction better and faster? But when you try to write, you feel stuck, or you
don't like what you wrote, or you're not sure why anyone would want to read your words. You can
enjoy writing, especially when you integrate thinking and learning as you write. And, when you wait
to edit until the end, you can write faster. Learn how to educate, influence, and entertain people
with your writing. You'll learn how to: * Separate writing, which includes thinking and learning, from
editing. * Focus on your readers, so you write what they need to know. * Face your writing fears. *
Find your author voice, so you sound like you. * Be ready to write, so you never have to face a blank
page. * Empathize with your readers to write about what matters to them. * How to edit just enough.
* Evolve your writing system. And more. Buy this book and learn how to write nonfiction to educate,
influence, and entertain.
  behind closed doors secrets of great management: Creating Great Teams, Second
Edition Sandy Mamoli, David Mole, 2025-04-29 People are happiest and most productive if they can
choose what they work on and who they work with. Self-selecting teams give people that choice.
Build well-designed and efficient teams to get the most out of your organization, with step-by-step
instructions on how to set up teams quickly and efficiently. This new edition highlights ten years of
additional insights, real-world case studies, and adaptations for remote and hybrid environments.
Learn from the successes and challenges faced by organizations worldwide as they implemented
self-selection, and discover a practical roadmap to unlocking team potential and fostering a culture
of autonomy and engagement. Discover the transformative power of self-selection in building
high-performing, motivated teams. Whether you're a manager seeking to revitalize your team, an HR
professional looking to innovate recruitment, or a leader aiming to cultivate a more agile and
responsive organization, this book offers the tools and insights necessary to create teams that excel.
Learn to implement a self-selection event, a revolutionary approach that forms teams based on



mutual interests and strengths, leading to increased levels of engagement and productivity. Adapt
self-selection processes for remote and hybrid environments. Use step-by-step guidance on
preparing for, executing, and following up on self-selection events to ensure smooth transitions and
high team performance. Address common obstacles in team formation with innovative solutions that
foster dynamic, resilient, and high-performing teams. This updated edition enriches the original
groundbreaking concepts with a decade’s worth of fresh insights, expanded case studies, and
strategies for navigating the complexities of remote and hybrid work environments. Through a blend
of practical advice and real-world examples, the book equips you with everything you need to
implement self-selection in your organization. From the initial groundwork and planning phases to
executing self-selection events, and the crucial steps that follow, you'll learn how to create
environments where people choose their teams, fostering a sense of ownership, satisfaction, and
dynamism. What You Need: No specific software is required to implement the principles and
strategies outlined in this book. However, access to basic collaborative and communication tools
may enhance the self-selection process, especially in remote or hybrid settings. These could include
digital whiteboards and video-conferencing platforms to facilitate discussions and decision-making.
A foundational understanding of team dynamics and a willingness to embrace change are essential
to apply the book's concepts effectively.
  behind closed doors secrets of great management: Liftoff Diana Larsen, Ainsley Nies,
2016-06-10 Ready, set, liftoff! Align your team to one purpose: successful delivery. Learn new
insights and techniques for starting projects and teams the right way, with expanded concepts for
planning, organizing, and conducting liftoff meetings. Real-life stories illustrate how others have
effectively started (or restarted) their teams and projects. Master coaches Diana Larsen and Ainsley
Nies have successfully lifted off numerous agile projects worldwide. Are you ready for success?
Every team needs a great start. If you're a business or product leader, team coach or agile practice
lead, project or program manager, you'll gain strategic and tactical benefits from liftoffs. Discover
new step-by-step instructions and techniques for boosting team performance in this second edition
of Liftoft. Concrete examples from our practices show you how to get everyone on the same page
from the start as you form the team. You'll find pointers for refocusing an effort that's gone off in the
weeds, and practices for working with teams as complex systems. See how to scale liftoffs for
multiple teams across the enterprise, address the three key elements for collaborative team
chartering, establish the optimal conditions for learning and improvement, and apply the GEFN
(Good Enough for Now) rule for efficient liftoffs. Throughout the book are stories from real-life
teams lifting off, as seasoned coaches describe their experiences with liftoffs and agile team
chartering. Focused conversations help the team align, form, and build enough trust for
collaborating. You'll build a common understanding of the teams' context within business goals.
Every liftoff is unique, but success is common!
  behind closed doors secrets of great management: Managing the Unmanageable Mickey
W. Mantle, Ron Lichty, 2019-11-12 The Essential Guide to Effectively Managing Developers So You
Can Deliver Better Software–Now Extensively Updated “Lichty and Mantle have assembled a guide
that will help you hire, motivate, and mentor a software development team that functions at the
highest level. Their rules of thumb and coaching advice form a great blueprint for new and
experienced software engineering managers alike.” –Tom Conrad, CTO, Pandora “Reading this
book’s nuggets felt like the sort of guidance that I would get from a trusted mentor. A mentor who I
not only trusted, but one who trusted me to take the wisdom, understand its limits, and apply it
correctly.” –Mike Fauzy, CTO, FauzyLogic Today, many software projects continue to run
catastrophically over schedule and budget, and still don’t deliver what customers want. Some
organizations conclude that software development can’t be managed well. But it can–and it starts
with people. In their extensively updated Managing the Unmanageable, Second Edition, Mickey W.
Mantle and Ron Lichty show how to hire and develop programmers, onboard new hires quickly and
successfully, and build and nurture highly effective and productive teams. Drawing on over 80 years
of combined industry experience, the authors share Rules of Thumb, Nuggets of Wisdom, checklists,



and other Tools for successfully leading programmers and teams, whether they’re co-located or
dispersed worldwide. This edition adds extensive new Agile coverage, new approaches to
recruitment and onboarding, expanded coverage of handling problem employees, and much more.
Whether you’re new to software management or you’ve done it for years, you’ll find indispensable
advice for handling your challenges and delivering outstanding software. Find, recruit, and hire the
right programmers, when you need them Manage programmers as the individuals they are Motivate
software people and teams to accomplish truly great feats Create a successful development
subculture that can thrive even in a toxic company culture Master the arts of managing down and
managing up Embrace your role as a manager who empowers self-directed agile teams to thrive and
succeed Register your book for convenient access to downloads, updates, and/or corrections as they
become available. See inside book for details.
  behind closed doors secrets of great management: Leading Ladies Maria B. Murad, Jan
McCarthy, 2009-03 Do you want to know how to put together a successful team that has age,
gender, and experience differences? How to meld the company's goals with yours and your team's?
How to go on to a new career when the show folds? The authors of this book, Maria B. Murad and
Jan McCarthy, have more than 40 years' experience in the corporate world. Let them help you get
over the opening night jitters so you can respond like the star you will become.--Cover [p. 4]
  behind closed doors secrets of great management: Hiring Geeks That Fit Johanna Rothman,
2013-09-13 Hiring a person for your team is the single most important decision you can make. It has
long-lasting impact, whether you are the manager or a team member. Would you like to learn to hire
great people? Not sure how? You need this book. Great geeks are not the same as skill-based staff.
You need to analyze your culture, determine your problems, define the essentials you need in a
candidate, and then you’re off and running. Great geeks adapt their knowledge to your context. One
developer or technical manager is not interchangeable with another. Hiring Geeks That Fit takes the
guesswork and cost out of hiring.
  behind closed doors secrets of great management: Tribal Unity (paperback) Em
Campbell-Pretty, 2016-10-11 Are you ready to create a one team culture? Tribal Unity is a real
world, practical guide for leaders committed to making their organisation a great place to work.
Based in the true story of how one inspiring leader transformed a highly toxic organisational culture,
into an internationally recognised case study of success. Tribal Unity shares proven patterns that are
revolutionising the way teams of teams connect and perform. Em Campbell-Pretty is an
internationally acclaimed business strategist, speaker and one of Australia's leading Enterprise Agile
consultants. After 20 years in senior business roles within multinational blue chip corporations, Em
discovered Agile and became passionate about the chance it provides to align business and IT
around the delivery of value. Today Em is instrumental in empowering Australia's largest enterprises
in improving the effectiveness of their teams.
  behind closed doors secrets of great management: From Chaos to Successful Distributed
Agile Teams Johanna Rothman, Mark Kilby, 2019-03 Distributed agile teams have a terrible
reputation. They don’t deliver “on time,” and too often, they don’t deliver what the customer needs.
However, most agile teams, have at least one remote team member. And, agile approaches are here
to stay. Don’t blindly apply agile practices designed for collocated teams. Instead, learn to use three
mindset shifts and the agile and lean principles to create your successful distributed agile team. Use
the tips and traps to help your team succeed. Leave the chaos of virtual teams behind. See how to
help your distributed team succeed.
  behind closed doors secrets of great management: Manage Your Project Portfolio Johanna
Rothman, 2016-08-01 You have too many projects, and firefighting and multitasking are keeping you
from finishing any of them. You need to manage your project portfolio. This fully updated and
expanded bestseller arms you with agile and lean ways to collect all your work and decide which
projects you should do first, second, and never. See how to tie your work to your organization's
mission and show your managers, your board, and your staff what you can accomplish and when.
Picture the work you have, and make those difficult decisions, ensuring that all your strength is



focused where it needs to be. All your projects and programs make up your portfolio. But how much
time do you actually spend on your projects, and how much time do you spend on emergency fire
drills or waste through multitasking? This book gives you insightful ways to rank all the projects
you're working on and figure out the right staffing and schedule so projects get finished faster. The
trick is adopting lean and agile approaches to projects, whether they're software projects, projects
that include hardware, or projects that depend on chunks of functionality from other suppliers. Find
out how to define the mission of your team, group, or department, with none of the buzzwords that
normally accompany a mission statement. Armed with the work and the mission, you'll manage your
portfolio better and make those decisions that define the true leaders in the organization. With this
expanded second edition, discover how to scale project portfolio management from one team to the
entire enterprise, and integrate Cost of Delay when ranking projects. Additional Kanban views
provide even more ways to visualize your portfolio.
  behind closed doors secrets of great management: 7 Rules for Positive, Productive Change
Esther Derby, 2019-08-06 Change is difficult but essential—Esther Derby offers seven guidelines for
change by attraction, an approach that draws people into the process so that instead of resisting
change, they embrace it. Even if you don't have change management in your job description, your
job involves change. Change is a given as modern organizations respond to market and technology
advances, make improvements, and evolve practices to meet new challenges. This is not a simple
process on any level. Often, there is no indisputable right answer, and responding requires trial and
error, learning and unlearning. Whatever you choose to do, it will interact with existing policies and
structures in unpredictable ways. And there is, quite simply, a natural human resistance to being
told to change. Rather than creating more rigorous preconceived plans or imposing change by
decree, agile software developer turned organizational change expert Esther Derby offers change by
attraction, an approach that is adaptive and responsive and engages people in learning, evolving,
and owning the new way. She presents a set of seven heuristics—guides to problem-solving—that
empower people to achieve outcomes within broad constraints using their personal ingenuity and
creativity. When you work by attraction, you give space and support for people to feel the loss that
comes with change and help them see what is valuable about the future you propose. Resistance
fades because people feel there is nothing to push against—only something they want to move
toward. Derby's approach clears the fog to provide a new way forward that honors people and
creates safety for change.
  behind closed doors secrets of great management: Practical Ways to Lead & Serve
(Manage) Others Johanna Rothman, 2020-12-23 You can excel at managing people when you lead
and serve them. You might have only seen managers try to direct and control others. You might
think you can't possibly lead and serve others. Especially not with all the pressure you feel. You can.
Great managers create an environment where people can do their best work. These excellent
managers lead and serve others—not control or direct them. Based on research and backed up by
personal stories, this book will show you how modern managers lead and serve others. Through
questions and stories, learn how you can: · Change your focus from individuals to teams. · Create
more capability in each person and as a team. · Create more engaged teams or workgroups. ·
Support people as they manage their careers and eliminate the need for performance reviews. ·
Support teams as they can learn to manage themselves. · And, much more. With its question and
myth, each chapter offers you options to rethink how you lead and serve others. Become a modern
manager. Learn to lead and serve others to deliver the results everyone needs.
  behind closed doors secrets of great management: Manage Your Job Search Johanna
Rothman, 2015-08-13 A job search is an emergent project. How do you handle an emergent project?
By creating a system that allows for serendipity and flexibility: personal kanban and one-week
timeboxes. Once you have a system, you can use the tips in Part 2 to prepare for your job search:
choose your career, write your resume, prepare for your interviews, and decide how you will decide
on an offer. In Part 3, you'll learn how to network without feeling slimy. You'll learn to build your
target network, where to look for the jobs that you need, and how to spot the warning signs of a job



that organizations might no longer need. There are many traps for unsuspecting job hunters, so Part
4 has a section on traps to avoid and tips to try. If you're in special circumstances, such as being a
new grad, in a career transition, or over 50, then Part 5 is for you. Even if you've been diligent, any
job search can take more than three months. Part 6 addresses your feelings and how to persevere
when your search seems as if it takes forever. Written with her trademark practicality, humor, and
empathy, Johanna will help you learn how to find your next job. This book was written and produced
entirely by the author. We are proud to be distributing it.
  behind closed doors secrets of great management: Predicting the Unpredictable Johanna
Rothman, 2015-06-12 If you have trouble estimating cost or schedule for your projects, you are not
alone. The question is this: who wants the estimate and why? The definition of estimate is “guess.”
But too often, the people who want estimates want commitments. Instead of a commitment, you can
apply practical and pragmatic approaches to developing estimates and then meet your
commitments. You can provide your managers the information they want and that you can live with.
Learn how to use different words for your estimates and how to report your estimate that includes
uncertainty. Learn who should—and should not—estimate. Learn how to update your estimate when
you know more about your project. Regain estimation sanity. Learn practical and pragmatic ways to
estimate schedule or cost for your projects.
  behind closed doors secrets of great management: Diving for Hidden Treasures Johanna
Rothman, Jutta Eckstein, 2016-03-26 Does your organization value and rank projects based on
estimation? Except for the shortest projects, estimation is often wrong. You don’t realize the value
you planned when you wanted. How can you finish projects in time to realize their potential value?
Instead of estimation, consider using cost of delay to evaluate and rank projects. Cost of delay
accounts for ways projects get stuck: multitasking, other projects not releasing on time, work
queuing behind experts, excessive attention to code cleanliness, and management indecision to
name several. Once you know about cost of delay, you can decide what to do about it. You can stop
the multitasking. You can eliminate the need for experts. You can reduce the number of projects and
features in progress. You can use cost of delay to rank projects and work in your organization. Learn
to use cost of delay to make better decisions for your project, program, or project portfolio.
  behind closed doors secrets of great management: Create Your Successful Agile Project
Johanna Rothman, 2017-10-18 You think agile techniques might be for you, but your projects and
organization are unique. An out-of-the-box agile approach won't work. Instead, unite agile and lean
principles for your project. See how to design a IPS approach, reap the benefits of collaboration, and
deliver value. For project managers who want to use agile techniques, managers who want to start,
and technical leaders who want to know more and succeed, this book is your first step toward agile
project success. You've tried to use an off-the-shelf approach to agile techniques, and it's not
working. Instead of a standard method or framework, work from agile and lean principles to design
your own agile approach in a way that works for you. Build collaborative, cross-functional teams. See
how small batch sizes and frequent delivery create an environment of trust and transparency
between the team, management, and IPSers. Learn about the interpersonal skills that help agile
teams work together so well. In addition to seeing work and knowing what done means, you'll see
examples of many possible team-based measurements. Look at tools you can use for status
reporting, and how to use those measurements to help your managers understand what agile
techniques buy them. Recognize the traps that prevent agile principles from working in too many
organizations, and what to do about those traps. Use agile techniques for workgroups, and see what
managers can do to create and nurture an agile culture. You might be surprised at how few
meetings and rituals you need to still work in an agile way. Johanna's signature frankness and humor
will get you on the right track to design your agile project to succeed. What You Need:No technical
expertise or experience needed, just a desire to know more about how you might use agile in your
project.
  behind closed doors secrets of great management: More About Software Requirements
Karl E. Wiegers, Karl Wiegers, 2005-12-20 No matter how much instruction you’ve had on managing



software requirements, there’s no substitute for experience. Too often, lessons about requirements
engineering processes lack the no-nonsense guidance that supports real-world solutions.
Complementing the best practices presented in his book, Software Requirements, Second Edition,
requirements engineering authority Karl Wiegers tackles even more of the real issues head-on in this
book. With straightforward, professional advice and practical solutions based on actual project
experiences, this book answers many of the tough questions raised by industry professionals. From
strategies for estimating and working with customers to the nuts and bolts of documenting
requirements, this essential companion gives developers, analysts, and managers the cosmic truths
that apply to virtually every software development project. Discover how to: • Make the business
case for investing in better requirements practices • Generate estimates using three specific
techniques • Conduct inquiries to elicit meaningful business and user requirements • Clearly
document project scope • Implement use cases, scenarios, and user stories effectively • Improve
inspections and peer reviews • Write requirements that avoid ambiguity
  behind closed doors secrets of great management: Beautiful Teams Andrew Stellman,
Jennifer Greene, 2009-03-21 What's it like to work on a great software development team facing an
impossible problem? How do you build an effective team? Can a group of people who don't get along
still build good software? How does a team leader keep everyone on track when the stakes are high
and the schedule is tight? Beautiful Teams takes you behind the scenes with some of the most
interesting teams in software engineering history. You'll learn from veteran team leaders' successes
and failures, told through a series of engaging personal stories -- and interviews -- by leading
programmers, architects, project managers, and thought leaders. This book includes contributions
from: Tim O'Reilly Scott Berkun Mark Healey Bill DiPierre Andy Lester Keoki Andrus Tom Tarka
Auke Jilderda Grady Booch Jennifer Greene Mike Cohn Cory Doctorow Neil Siegel Trevor Field
James Grenning Steve McConnell Barry Boehm and Maria H. Penedo Peter Gluck Karl E. Wiegers
Alex Martelli Karl Fogel Michael Collins Karl Rehmer Andrew Stellman Ned Robinson Scott Ambler
Johanna Rothman Mark Denovich and Eric Renkey Patricia Ensworth Andy Oram Tony Visconti
Beautiful Teams is edited by Andrew Stellman and Jennifer Greene, veteran software engineers and
project managers who have been writing bestselling books for O'Reilly since 2005, including Applied
Software Project Management, Head First PMP, and Head First C#.
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