T H E   M A N A G E R ' S   W O R K B O O K
Ten Worksheets That Do the Work
Print-and-use forms for the tools in The Manager's Toolkit
The Toolkit explains the concepts. The Script Book gives you the words. This workbook is the third layer: the actual forms — an interview scorecard to fill in during the debrief, a stay interview sheet for the conversation itself, an incident log that makes December reviews write themselves. Print them, copy them into your notes app, or rebuild them in your team's tools; the structure is what matters.
THE TEN WORKSHEETS
☐  01 Structured Interview Scorecard · 02 Stay Interview Form · 03 Critical Incident Log
☐  04 One-on-One Agenda · 05 After-Action Review · 06 Team Charter Worksheet
☐  07 Delegation Planner · 08 Workload Audit · 09 Goal Quality Checklist · 10 Exit Pattern Tracker
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W O R K S H E E T   0 1   ·   H I R I N G
Structured Interview Scorecard
One per candidate. Score independently, before any debrief.
Candidate: ______________________    Role: ______________________    Date: __________
COMPETENCY 1: ______________________
Question asked · evidence heard · score against your written anchors
 
 
Score:    ☐ 1    ☐ 2    ☐ 3    ☐ 4    ☐ 5
COMPETENCY 2: ______________________
 
 
Score:    ☐ 1    ☐ 2    ☐ 3    ☐ 4    ☐ 5
COMPETENCY 3: ______________________
 
 
Score:    ☐ 1    ☐ 2    ☐ 3    ☐ 4    ☐ 5
COMPETENCY 4: ______________________
 
 
Score:    ☐ 1    ☐ 2    ☐ 3    ☐ 4    ☐ 5
OVERALL
Strongest evidence for hiring:
 
Biggest concern:
 
Recommendation (1 = no, 5 = strong hire):    ☐ 1    ☐ 2    ☐ 3    ☐ 4    ☐ 5
Reminder: submit this before the debrief. Discussion changes minds; it shouldn't change scores that were never written down.


W O R K S H E E T   0 2   ·   R E T E N T I O N
Stay Interview Form
30 minutes, scheduled separately from any performance conversation. Listen; don't defend.
Team member: ______________________    Date: __________
THE FIVE QUESTIONS
1. What do you look forward to at work?
 
 
2. What are you learning — and what do you want to be learning?
 
 
3. What frustrates you most right now?
 
 
4. When did you last think about leaving, and what triggered it?
 
 
5. What would make your job better tomorrow?
 
 
COMMITMENTS
The one loop I will close within two weeks:
 
What I said I'd raise elsewhere (and with whom):
 
Follow-up date on calendar: __________ . One kept commitment buys more trust than five sympathetic nods.


W O R K S H E E T   0 3   ·   P E R F O R M A N C E
Critical Incident Log
One sheet per direct report. 1–2 entries per month, three lines each: situation, behavior, result.
Team member: ______________________    Period: ______________________
ENTRY 1    DATE: __________    ☐ WIN  ☐ MISS
Situation · what they did · what resulted — observable behavior only, no verdicts
 
 
 
ENTRY 2    DATE: __________    ☐ WIN  ☐ MISS
 
 
 
ENTRY 3    DATE: __________    ☐ WIN  ☐ MISS
 
 
 
ENTRY 4    DATE: __________    ☐ WIN  ☐ MISS
 
 
 
Feedback given in the moment for each? The log is the record, not the reveal — nothing here should be news at review time.


W O R K S H E E T   0 4   ·   M A N A G E M E N T   P R A C T I C E
One-on-One Agenda
Their meeting, their agenda first. Status lives in a shared doc, not in the room.
With: ______________________    Date: __________
THEIR ITEMS (ALWAYS FIRST)
“What's on your mind?”
 
 
 
DEEPER QUESTIONS (PICK ONE PER SESSION)
☐  What's slowing you down right now?
☐  What are you avoiding?
☐  Where do you want to be in a year — and is this role moving you there?
☐  What should I do differently as your manager?
 
 
MY ITEMS
 
 
RECOGNITION
One specific thing they did recently and why it mattered
 
NEXT STEPS
They own: ______________________________    I own: ______________________________


W O R K S H E E T   0 5   ·   D E V E L O P M E N T
After-Action Review
30 minutes, immediately after the project. Facts before interpretation; causes without names.
Project/event: ______________________    Date: __________    Facilitator: __________
1. WHAT DID WE SET OUT TO DO?
The original intent — restate it before hindsight rewrites it
 
 
2. WHAT ACTUALLY HAPPENED?
The factual timeline, agreed by the room, before any 'why'
 
 
 
3. WHY THE DIFFERENCE?
“What made this possible?” — process causes, not personal fault
 
 
 
4. WHAT WILL WE DO DIFFERENTLY?
Change 1: ________________________________________  Owner: __________  Next occasion: __________
Change 2: ________________________________________  Owner: __________  Next occasion: __________
Change 3: ________________________________________  Owner: __________  Next occasion: __________
Maximum three. If the same lesson appears in two consecutive AARs, the review is a diary, not a tool.


W O R K S H E E T   0 6   ·   T E A M   E F F E C T I V E N E S S
Team Charter Worksheet
90 minutes, whole team, co-authored. Norms written as observable behavior — 5 to 7, no more.
SURFACE THE HIDDEN ASSUMPTIONS
How do we decide when we disagree?
 
What does “urgent” mean here — and what's the response-time expectation, including after hours?
 
How do we give each other hard feedback?
 
What's an unwritten rule a new person would take a month to figure out?
 
 
OUR NORMS (BEHAVIORAL, 5–7)
1. 
 
2. 
 
3. 
 
4. 
 
5. 
 
KEEPING IT ALIVE
Where this lives: __________________    Revisit date: __________
The charter's real test: members cite it to each other without the manager in the room.


W O R K S H E E T   0 7   ·   M A N A G E M E N T   P R A C T I C E
Delegation Planner
Per handoff. Ninety percent of delegation friction is two people assuming different levels — name it.
Task/outcome: ______________________________________    To: __________________
THE LEVEL (SAY IT OUT LOUD)
☐  Level 1 — Do exactly this, as specified
☐  Level 2 — Research and recommend; I decide
☐  Level 3 — Decide, then tell me before acting
☐  Level 4 — Decide and act; tell me after
☐  Level 5 — Fully yours; no report needed
THE OUTCOME AND THE WHY
What done looks like, and the context that lets them make decisions you didn't anticipate
 
 
SUPPORT STRUCTURE
Checkpoints agreed upfront: ______________________________________
Resources/authority they'll need: ______________________________________
What I will NOT do (the take-back I'm resisting): ______________________________________
DEVELOPMENT ANGLE
What this stretch builds for them: ______________________________________
When they hit a wall: coach through it. Reclaiming the task at the first stumble teaches everyone that ownership is decorative.


W O R K S H E E T   0 8   ·   W E L L B E I N G
Workload Audit (Demands vs. Resources)
One per person. Burnout is an equation — map both sides, then change one thing visibly.
Team member: ______________________    Date: __________
DEMANDS (WHAT'S DEPLETING)
Workload · time pressure · ambiguity · emotional load · conflict · red tape
 
 
 
Of these, which are illegitimate (pointless reports, decision-free meetings)?
 
RESOURCES (WHAT'S SUSTAINING)
Autonomy · clarity of priorities · support · feedback · growth · recognition
 
 
THE REBALANCE
One demand I will remove or reduce this week:
 
One resource I will add:
 
Re-check date: __________
A meditation app is a weak resource against the strong demand of an impossible workload. Change the structure, not the pep talk.


W O R K S H E E T   0 9   ·   P E R F O R M A N C E
Goal Quality Checklist
Run every goal through this before it ships. One 'no' means rewrite.
Goal as written:
 
 
THE SIX CHECKS
☐  Specific — could two reasonable people disagree about whether it was achieved? (If yes, rewrite.)
☐  Difficult but real — does it feel like a 70–80% shot with genuine effort?
☐  Committed — did they help set it, and do they own it out loud?
☐  Feedback-wired — will they see progress at least monthly, without asking me?
☐  Right type — if the work is novel, is this a learning goal (acquire the skill), not a performance goal?
☐  Counted carefully — what will people optimize if they chase exactly this number? Am I okay with that?
REWRITE (IF NEEDED)
 
 
FEEDBACK MECHANISM
Where progress is visible: __________________    Review cadence: __________
Three goals that direct attention beat ten that fragment it. If this is goal #4+, ask what it displaces.


W O R K S H E E T   1 0   ·   R E T E N T I O N
Exit Pattern Tracker
One row per departure; read top to bottom quarterly. The unit of analysis is the pattern, never the person.
PER DEPARTURE
Name/role: ____________________    Tenure: ______    Last day: __________
What prompted the search: ________________________________________
What would have kept them: ________________________________________
Manager-relationship read: ________________________________________
Destination (role/company type): ____________________    Would return? ☐ Yes ☐ No ☐ Maybe
QUARTERLY PATTERN REVIEW
Theme appearing in 3+ exits this year:
 
Owner and action:
 
Teams/managers with clustered exits:
 
REASON CODES (TALLY)
☐  Growth/promotion ceiling: ______
☐  Compensation: ______
☐  Manager relationship: ______
☐  Workload/burnout: ______
☐  Role/work content: ______
☐  Life circumstance: ______
Three exits citing the same theme is a project, not a coincidence.
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