A Brief Introduction To
Engineering Management

You need to be very open and receptive to feedback. You need to accept when you need to tell
somebody something that they're not going to like.

You also need to accept that, you know, when somebody is gonna say something you don't like
and you just need to deal with it. Welcome to the Ladybug podcast. I'm Kelly. And I'm Emma,
and we're debugging the tech industry.

Emma. Kelly. It's been a while. October 2021 was the last time we talked. Was it really? It really
was. | was looking at our last episode that we published. It was October 2021. That is a very
long time.

Now we're three and a half years older. And not three and a half years wiser. But Not by any
means. What have you been up to? You know what? | the biggest change is | left my start up
and shut down my agency and joined another company.

| became, like, a real life employee for my first, quote, unquote, real job. Yeah. How is it being a
grown up? Being a grown up. | hate to By grown up, | mean working for people that aren't
yourself.

No. Actually, I've been loving it. You know, | | when | made this change at first, a lot of people
were like, oh, you're totally gonna go back into, like, starting your own company.

And I'm like, you know what? I'm good. Like, | don't have to run literally everything now. So why
why do that? You don't miss it. | don't | don't | don't | don't. Like, | still dabble in side projects.

I've kind of reinvented my world that is now, you know, engineering leadership as opposed to
entrepreneurship or Right. Really anything with software engineering. | don't write code
anymore. Yeah. Me either. | don't miss that, though.

We can get into that. Yeah. That's a that's a change. What have you been up to? Oh my
goodness. I've had one and a half children so far. | say half because the second one is gonna
be due at the April, which is exciting.

And | switched careers. Still within Spotify, so | was an engineer at Spotify last we talked. But,
yeah, now I'm an engineering engineering manager, and | have been for over two years, and I'm
loving it.



Still in Sweden. Been that long. | know. It's been a long time, but | guess that's what kind of
sparked this idea to do a seasonal engineering leadership because you've been my mentor for
two years.

That's true. We've been we've been talking about these these topics for quite some time, and
now we're actually, you know, talking about it with the world. So that'll be fun. Yeah.

So what are we talking about today? What what are we doing? Today, we're talking talking
about engineering management. | think just a brief introduction to the field and what it entails
and why you may or may not be interested in it.

| think that's a great idea. | like | like starting with this introduction because it feels like it would
be very obvious, like, what engineering management is.

Well, you're a manager of a team. Of course. Like, that's clear. But engineering management
shows up so differently across every single organization, even, you know, at my own company.

We we're a smaller company still, but we we have three engineering leaders. We have four
engineering people in engineering management, and all four of us have a slightly different role.

Yeah. It very | mean, this is the only company I've been an engineering manager at, but | have
to presume that different companies is just so | don't wanna say so polarizing.

There are gonna be things that are very similar. But | would say the scope of the role will
change drastically depending on the type of company, how large it is, how many reports you
have, things like that.

But | think something that's maybe a common misconception is that management and
leadership are the same thing.

So I'm curious what your take on is between the in like, as it pertains to the intersection between
leadership and management, where they differ.

Because we're here to talk about ensuring leadership as a whole, but this episode specifically
on management. Yeah. | take engineering management as the, like, the tactical actions you're
taking to say, | am a leader of people.

I am focusing on the delivery of projects and making sure those projects get done by the people
on my team. Whereas leadership is how you show up. Leadership is, you know, how are you
communicating with your team?

How are you handling conflict? How are you growing your team members? How are you
growing as well? And what, you know, what impact are you having in the organization within
your role?



You know, | do a, | have a course on, getting into engineering or getting into leadership in
general. It's not just, purely for for engineering management.

And there's a there's a whole component of that where you don't actually have to be a manager
to be a leader. And that distinction is really, really important because anybody can be a leader
without having to have direct reports.

Mhmm. It is. It's more about influence. And leadership is not being a leader is not something
that you can force. It's it's in my opinion, it's it's something that oh, | don't know how to explain
this.

In my mind, it's something that you are seen as as a direct result of your actions and how you
interact with people, and, management is, like, a finite position.

Like you said, it's more the tactical role itself. So, yeah, | guess the question is why are we
qualified to discuss this?

And I'm curious what your, like, team makeup looks like, how long you've been in management,
and then | can give you an overview to mine Yeah. As well. | have been in management for
going on ten years, so a while.

And I've done this in various facets of my life when | was running, my agency, the Taproom. |
had everybody reporting to me, obviously, as CEO. So it wasn't just mange or it was just it
wasn't just engineers.

It was, you know, sales. It was our our account managers. Like, everybody was reporting to me.
Now my current team makeup is I'm trying to figure out how to how to describe this.

My current team makeup is nine engineers. I'm essentially a, frontline manager right now just
based on where we're at with the company. I've had managers in the past that have come and
gone for various reasons.

By the time this episode rolls out, this will be different because | will have, one manager, an org
of about seven total, and also two product managers reporting to me as well.

Oh, wow. So very different role. Yeah. Yeah. Yeah. Can you explain what a frontline manager is
before?

Just in case Yeah. Good call. Frontline manager is you, you know, you are one level above
individual contributor. Frontline managers, you are you are literally at the front lines. You're in
the action.



You're, you know, that thousand like, the the the ground level. You know what's happening
across every project. You're able to talk very detailed about that that information, about
whatever, you know, whatever it is you're working on.

Whereas as you move up, then you kinda get into middle management, and that's when you
become, like, a manager of managers. Indeed.

Nice. Yeah. So | am also a frontline frontline manager first line manager. | have seven
engineers, and we build the desktop and web player app for Spotify, which is extremely cool.
That's it's the same team that | was an engineer on.

| just during my parental leave in 2022, when | was off with my daughter for nine months, the
position became available. | interviewed for it and was really grateful to, have gotten the the
role.

So that's another thing is how do you transition into managing your friends or coworkers. That's
a whole other topic. But yes. So | manage a team of about seven engineers.

Additionally, we do this thing called embeds where we have people come sit with our team for
an extended period of time, whether it's two months, one month, six months, generally, is what
we would like to see.

So technically, | have nine engineers right now, and the seniority, the technical seniority ranges
from, like, an engineer two, to senior engineer, so not on the staff level.

So, yeah, that's kind of the makeup of mine, and it's been, yeah, a little bit over two years now.
Okay. So here's a question for you. Yeah. You mentioned earlier you don't code.

Did you when you transitioned into this engineering management role, did you immediately stop
coding altogether for your team, or did you still take on some some engineering work? | stopped
coding when my parental leave started.

So, essentially, | had nine month break and then immediately picked up the management role.
So | hadn't coded since, it was January 2021. So the thing is | could | could absolutely be
coding. | could be picking up tasks.

It's something that | have ongoing conversations with my team about, But it's also something
that | am a little bit weary to get back into because my primary focus, in my opinion, should be
on my my team, what they need, understanding the technical direction and our road map and all
these things, working with product.

So should | get back into coding, | worry that the opportunity cost there wouldn't necessarily be
in their favor.



Right? So they don't need me to pick things up. What where | need to excel is the technical
competence of, like, our limitations. Where where are we struggling? How are we building
things? How do we interact with our our partner teams?

So | don't think coding will solve that. However, I'm more than welcome to. | just for me, I'd
rather learn more about the architecture and, and things like that. Yeah. That's that's pretty
similar to my role.

I have opened one poll request in the almost three years that I've been at this company. Yeah.
And that pull request was to rename Microsoft three sixty five to Office three sixty five. Oh, that's
good.

So Yeah. That seeks out of it. There is a there is a repo that we have that | built that's, basically,
like a basic Shopify storefront for something that we did, which is obviously very much my, my
wheelhouse given my background.

But what was interesting about it is given that Shopify, it's like vanilla JavaScript, basic HTML
and CSS, which, you know, most people are not using for building web apps these days or
whatever it is they're building.

And so, you know, it was it was a fun little side project, but | have no interest in coding at this
point, especially, like, with the size of my team.

Now | will jump into technical prob technical problem's no problem. It's a weird thing to say.

But, basically, like, my I'm still deeply technical where | can go, you know, and help troubleshoot
an APl issue, or | can look at our code base and say this is this, you know, this kinda what we're
looking at.

Let's debug this together, and I'll pair with my team sometimes. But | am no longer, and | haven't
been for a very long time if | was ever, the best engineer in the room. Yeah. And | should not be
taking on tasks. Right.

Yeah. It's just | wasn't very passionate about it, to be honest. | kinda lost | don't know if | was
ever super passionate about coding. | enjoyed it. | was decently good at it, but | was never,
again, the best engineer in the room.

Never really wanted to be. That being said, yeah, | think being technical does not directly
correlate with coding. So for me, I'd much prefer to write technical strategies.

So right now, I'm working on an evaluation of our testing strategy to see where it's effective,
where it's maybe not effective, what are the metrics we want to measure productivity against,
and then to come up with an RFC or request for comments, discussing the what the strategy
should be and where we should focus.



So, you need to stay technical as an engineering manager, but it doesn't necessarily mean you
have to be coding.

Like, | have a a partner, we have a partner, like, desktop team, and their EM, she's highly
technical. Like, she was a senior engineer before transitioning, and she still picks tickets up,
and, she's really great at that.

So, it's definitely you you can pick and choose how you stay technical. But for me, I'd rather
Yeah. Do it from a more theoretical perspective.

Yeah. And this kind of you know, this is a good segue way into, you know, what EMs are
responsible for because this again, this shows up differently from team to team, from
organization to organization.

But, you know, what's most important is you're responsible for the success of your people to
deliver the projects that are assigned to your team.

That might be as you move up in an organization that is defining the road map and then
delivering against that road map. But what I've seen other engineering managers like, a mistake
they make in the past is they love being technical.

Mhmm. And they'll be like, well, I, you know, | | wanna | wanna still be coding. And I'm like, that's
fine, but you cannot be taking critical path projects.

Mhmm. Because you need to be available to address the people and process issues that come
up. And if you take a critical path project, you're gonna find you're gonna have probably
substantially less time to actually write code.

Yeah. And then you're slowing down delivery. | also feel maybe I've just had a bad experience in
a previous company, but | had a manager.

I've had, like, two prior managers that were, like, polar opposites where one was not technical in
the least. So, like, she was not able to grow my career. She didn't understand the con
contributions | was making.

It was pretty stressful. And the second, he was really missing coding. Like, he was an IC or an
independent contributor or software engineer on a team prior to becoming a manager, and he
had a lot of trouble letting go of coding.

And | remember | would have personnel issues with another colleague, and he was just not
available. He did not want to hear me out. He was he'd never wanted to meet with me to help
troubleshoot it. Like, your primary goal is yes.



It's half between, like, managing people, their careers, conflict on the team, etcetera with, like,
team health, and then partially, like, yeah, ensuring that the things that you've committed to get
delivered and are held to the standard of your technical strategy.

So itis a slippery slope. Yep. Yeah. Okay. So how would you differentiate an engineering
manager from a, team lead?

A team lead is someone, in my opinion, who is going to be responsible for solving these
complex problems, and developing different solutions based on limitations or what is important
to prioritize, whether that's performance or, | don't know, other things.

And would you would you differentiate between tech lead and team lead, or do you treat them
one in the same?

It's | think this is a very Americanized question. And | | say that because in The US This is why
we're talking about it. Yeah. It's so tricky because in The US, like, | had so many experiences
where titles were incredibly important.

And if you, like, didn't respect the titles, you were called out immediately. | had this happen
when | was over at IBM, and it was a really, like, traumatizing experience for me because | got
moved on to a design team.

And | asked, like, is my title still front end engineer, or is it software? Like, what is my, like, job
titte now? And | got reamed out for it by the design lead. Like, titles are super important. Like,
hierarchy is very important.

Right? However, in Sweden and in Germany, like, from my experience, it's a lot less title
focused and more on yeah. So it's tricky. In my eyes, like, when | hear tech lead versus team
lead, | don't know.

It's tricky. Like, when we have different work streams that our team is committed to, we are on
six month launch periods. We're planned for six months, and then we have different work
streams for things we've contributed to.

| call the the road manager, the the engineer who's responsible for seeing through the success
of the the work stream. | call them the tech lead. Other people call them road managers.

Others might call them team lead for that project. So for me, that's the title itself is not the most
important thing. It's more like, what is the responsibility? Yeah. But I'm curious what your take is.

Yeah. The reason why | asked this is because this is one of those things that are they're they're
phrases that are often used interchangeably, and they're also defined differently at different
organizations.



This is true. In in my opinion, there is a difference between them, where a tech lead is exactly
what you said.

They're responsible for the delivery of a project, the architectural design, for example, for
making sure they get from point a to point b to point ¢ on that road map and actually get that
project delivered, yeah, at that at that, like, high quality level you expect.

Whereas a team lead is where you start to see some level of people management come in. Oh,
yeah. Okay. That makes sense. You might have, like, one or two people reporting to you, but
you're still you're still coding.

| find the reason why and | honestly like, this might be a a spicy take, but | don't like the role of
team lead because | think it sits halfway between being an individual contributor and being a
manager.

In a way, it feels like you're not committing to either path, and so you're you're not delivering fully
on one way or the other.

Yeah. And | know, like | said, that that is a very, opinionated, take on the idea of a team lead. |
think it's a good stepping stone, but it should not be a permanent role.

| don't know if I've ever interacted with a team lead, and I've never been in a company there
where there was a team lead. It's always been engineers were managed by a people manager.

Yeah. And, to me, that's the way it should be. Yeah. Yeah. So there we go. It took less than
fifteen ish minutes for me to break you know, give my first spicy take. You did. That's about as
spicy as, like, a black pepper. | know.

It's not that spicy at all. I'm sure, you know, we'll see we'll see what happens. Yeah. That's fine.
Yeah. So, you know, with that, you know, the whole purpose like, the your whole responsibility
as a manager is the people on your team.

It is are your are your team is your team able to deliver on the projects that are assigned to
them? Are you supporting them in their career journey?

Are you giving them the context they need from a business perspective to be able to do their
best work, and are you empowering your team to deliver on them? Yeah. | always say this, and
maybe | should stop saying this.

But if | have made myself redundant, I've done a good job because it means that they are
empowered and able to do their jobs without me. That's kind of how | feel approaching, like, a
six month parentally right now.



I'm like, | feel that I've put a lot of effort into, like, sustaining a healthy team culture and
preparing the road map and ensuring that while I'm gone, whoever steps in for me, has all of the
resources they need to do my job.

And, like so if if I'm making myself redundant, that's, like, that's how | know we've reached a
pretty good cadence.

Yeah. And that's honestly that's the goal. Like, my my team is very self managed. They know
what they're working on. They deliver on it. They you know, | continuously get updates on what
they're they're working on.

If they need help with something, I'm obviously there to help them with it. If they have questions
around prioritization, we have an escalation come up, which one's more important, the
escalation or their actual road map work?

I'm still useful in that regard because | | feel like I'm playing traffic cop in a way, but | my goal
was to make my team self managed. You know, that's the empowerment piece.

That is the way that, like, they feel like they can they're determining their their own career path,
and they're able to really grasp onto that and feel proud of the work they're doing and feel that
ownership over the work.

Yeah. That's important. I'm gonna ask you a spicy question now, which is where do you think
you fall short as a manager? Is there an area of management that you find that you struggle
with the most?

There are times when | feel like | should be more technical than | currently am. Mhmm. And as
my role continues to evolve and as | continue to move more, you know, I'm I'm a director of
engineering.

I'm not an engineering manager. So I've, you know, been that manager of managers. | | become
less technical, and there are times when | fear that we're making the wrong decision because |
can't confidently speak on a particular topic.

| say this is a a problem because it shouldn't be a problem. This is, again, this is expected in
where I'm at in my career, and | have a fantastic team to lean on.

And, also, if we don't choose the right path, then we go back to the drawing board and choose,
you know, figure out you know, plan a didn't work.

Let's try plan b now. What would you say? Literally the same exact thing, except I'm not a
director of engineering. I'm still a first line manager. | struggle with how to stay technical.



It's really hard when I'm looking at things from, like, almost a project manager type of view,
making sure that we're on track and we don't have any blockers, but, like, the day to day I'm still
in all the stand ups, and | try to go to as many, like, meetings, technical meetings as | can.

But at the end of the day, | just struggle to it was, like, get back into that technical confidence, |
guess.

Did | ever really have it, though? That's my question. | never | never remember a part of my
career where | was like, yeah. | am super technically confident, except maybe, like, my first
week out of college.

Yeah. Wasn't that a great time when you're, like, you could do anything because you didn't know
anything or you didn't yeah. | wish you didn't know. Ignorance is bliss.

But this is an ongoing conversation | have with other engineering managers in our organization
is how do you stay technical, or how do you become technical if you were never technical to
begin with, which is also fine, because it's not that simple.

Like, a lot of companies have proprietary tools and technologies they're using. So it's not a
simple, like, Google search on a technology. Right? And then even if you do, something that |
struggle with is piecing it all together.

Over the past, like, three and a half years since we've talked, I've come to realize that | have
ADHD, which explains so much about how I learn and function as a human being.

It also means that | can absorb information and then immediately forget it or absorb information
and not understand how it all fits together, so | am simultaneously on this mental health journey
to figure this out while also trying to stay technical and find ways to do that without losing it, like,
losing the information I'm consuming.

So, yeah, same for me. The real question then becomes, does it matter? Yeah. Like, how much
information do you actually need to retain? I've come up with, like, strategies for staying up to
date on stuff.

Like, I, have a document that the whole team has access to on, like, the status of every project,
like our blockers, our dependencies, when we're gonna start it, blah blah blah, which is really
more for myself, but it it is helpful to them.

I think it's important because | wanna be able to have discussions with my senior engineers who
are the smartest people I've ever met in my life and not feel like I'm, like, bothering them by
asking the same questions over and over or asking them to take time to explain something to
me.



Although, | know that that's a personal problem | have to get over because they would much
rather have a manager who cares enough to ask than someone who, like, pretends to have all
the answers and they don't.

So it's really more of, like, a personal thing.

But | am fortunate to work with people that do not have egos that have been working on the
product for twelve years. | mean, what? Three or four of them had been at the company for ten
to twelve years. Like, this is nuts.

That's a long time. So, yeah, Ashley. And what was once a start up? Yeah. So is it a problem?
For me, personally, it is because | want to feel like I'm doing them justice, but they never make
me feel like it's a problem.

So That's good. That's good. Yeah. So what other what other skills do you believe are important
for an engineering manager? Well, we've touched on the technical confidence side of things.

So, just to recap, like, having an understanding of trade offs and different solutions being built
and the integrations that your team has with different parts of the company and things like that.

The second piece, | would say, is more into leadership and people management. So a big part
of that is conflict resolution.

But that was something | was worried about getting into this is I'm a people pleaser. Am | going
to be able to have these tough conversations with people and be so honest with them when it's
uncomfortable for everybody involved?

Right? So conflict resolution is a big one, and | have thoughts on that. | think | don't know if we
have an episode coming up on that this season, but we should because it's important.

I'm also a trained therapist, and so | have Oh, yeah. On this topic. Oh, this is like an hour of free
therapy for me. This is great. Exactly. It's perfect.

Also, I think understanding the the difference between empathy and compassion was a big skill |
needed to acquire because, previously, like, in the beginning of this role, | would take on other
people's emotions as my own, and it would really drag me down into, like, not so great mental
space.

And then | come to find the difference between, like, empathy and compassion.

Being compassionate is you can sit with them, but you don't necessarily take on all the things
that they're going through. You can you can, say, hey. Like, this is a hard situation for you.



Like, I'm here for you, but also stay removed a little bit. So yeah. You can't get deeply involved.
And and it's also the difference between being friends with your team and being friendly with
your team.

And that sounds cold, but it's really not because you're responsible for the success of your
team, but you're responsible for executing towards the business goals.

If there's a disconnect there, if one of your team members is not doing well, they're not
performing at the at a, you know, at at a level they should be for whatever reason, You need to
be able to have a conversation with them even if some this is somebody you really like.

And there are times when you're going to have to part ways with somebody you really like.

Yeah. And it's never fun. Like, firing people is never fun, but it and it never honestly gets that
much easier. Every time | do it, it's it's another one of one of those just like, I'm not prepared for
this.

Oh my god. No. I'm prepared for it. Yeah. It's it's tough. It's very tough. Yeah. Something I've had
to come to terms with is, like, two things can be true at once.

Like, you can like someone and have all the compassion in the world for their situation, but you
also have to make the hard call that they are not performing to the level that they need to be.

Yeah. | will say, though and, yeah, maybe this is, like, a fine time to just mention this.

Like, | was friends, like, good friends with, like, some of the people that | now manage. And |
remember thinking, like, is this gonna be weird or hard?

And | remember messaging, like, one of my friends, and | was like, hey. How do you feel about
this? Like, how do you feel about me managing you? My whole take on this has been you need
to have boundaries.

This is something that I've had to, like, | had a lot of conversations with my own manager about
how to maintain boundaries with folks that I'm friends with, and still have a professional
relationship.

Right? So, like, no gossiping about anything going on at work.

You have to maintain, like Yes. Very, very, like, proper boundaries. | would say, though, that | am
good friends with many of the people that | manage, but also on the sister team that we have.

And, yeah, it can be tricky, but | will say it's never once held me back from being honest with
someone about their performance or if, they're not meeting expectations or if | need something
different from them or whatever it is.



It's just a very slippery slope, so it's definitely not for everyone.

| think in The US, it's more common maybe not to be so close with your manager because there
like | mentioned, there's this hierarchical nature, in the culture, whereas in many European
countries, the managers seem more at, like, the same level as the engineers.

Right? So there's not as big of a power difference. | don't wanna say Hard.

I name it. Yes. So it is tricky. You will not be perfect at it, but, it's just something to just be mindful
of as you progress. But that is exactly what | would call out that's very, very important for
engineering managers to embrace.

And and this is this is a good quality of a leader, not even a manager, but it really shows up
when there's some level of authority or power dynamic in there.

And that is you need to be very open and receptive to feedback. You need to accept when you
need to tell somebody something that they're not going to like.

You also need to accept that, you know, when somebody is gonna say something you don't like,
and you just need to deal with it. You're not going to make people happy all the time. Mhmm.

I I make a lot of people very unhappy for various reasons because, you know, I'm deprioritizing
the work that they wanted me to do for them, or I'm pulling them off a project they wanted you
know, they were really excited to work on.

This is life. Like, this is business, and | don't mean for it to, like, sound cold, but, you know, you
have a responsibility to the company as much as your team.

Mhmm. Which is very hard because as a first line manager, you're, like, right there with the
people.

And in many cases, you're the last one to find out about reorgs or layoffs or whatever comes
through the pipeline. So it's actually very tricky to be a first line manager, but it's something that
you navigate as you go.

| will say two actually, | don't know what | was gonna say. | think where like, if | think about the
values that | have as a manager, they've always been | don't see myself as above you in any
sense.

| see myself as your equal but doing a different job than you, and it just comes with different
responsibilities, which inherently, yes, they do come with maybe, higher stakes responsibilities
because everything you do has an impact on someone.



But | tell them, like, | don't see myself as any better than you.

I'm just here, like, to help with your career, to help, like, with the delivery of this team. So, yeah, |
would say that's kinda been my biggest value as a manager or value. Like, a value that | hold
close to me.

Yeah. No. That makes complete sense. | think it's important because we often put especially in
certain cultures, this is this is 100% true, where we will put managers or anybody in a role above
us up on a pedestal.

Mhmm. With that, they're they're they're better than us and they're more important than us
because they hold that Yeah.

Higher, you know, higher scope, higher stakes role. It's a different role. Yeah. You know? And
some people, they're going to bring more experience different experience to the table when
you're having a conversation.

And, you know, | think we need to do an episode entirely on how to manage up as an individual
contributor because this is something that | think a lot of people struggle with, myself included,
and I've been doing it for a long time.

But but it's it becomes like, how do you communicate with people who are above, you know,
above you and rank below you and rank not you know, there's a dotted line to how you work
with them, but there's no connection whatsoever.

Right. And as like, showing up as a manager, and and this is kind of looping back around to the
idea of having influence.

The ability to have conversations with anybody across the organization is where you're going to
really succeed as a manager.

If your team is getting more getting their work done, you're gonna be able to have more
influence on the road map.

You're gonna be able to have more influence on the company direction, the company's culture
as a whole if your team is performing well. Absolutely.

And just one last thing | thought of, Anu's umbrella, is bias, checking your bias, being aware of
it, ensuring that and this goes kinda hand in hand with, you know, having | would say | have,
like, friendships to different degrees with, like, everybody on my team.

Right? Because you get to know about them, their lives. Their mental health issues will come up
at some point, if they have them, which, like, honestly, like, don't we all at some point? | mean,
we all go through things in our lives.



Right? You're gonna be there for, like, the highs and the lows of their lives. Bias is so important
to be mindful of specifically as it relates to aspects of the job, like compensation review,
performance review, things like that.

Making sure that you're not giving opportunities to the people that are, you're around the most,
the people that you are most similar to, the people you have close friendships with, things like
that.

It's very important. Absolutely. And and you're going to encounter so many challenges like
these, you know, throughout your career, that are gonna show up differently.

You know, we've talked about the the management like, the managing your team dynamics, for
example, dealing with conflict on your team. The performance piece of it can be really, really
challenging and learning how to do that.

You know, balancing being technical enough, but not having to be too technical. You know? All
of these things become really, really important. Important.

And | think the last thing that | don't think we really touched on as far as, like, a responsibility for
being an engineering manager, but is absolutely critical, is the work prioritization and the work
delivery side of things.

Like, being a project manager. We don't have project managers on, like, at our company.
Mhmm. The engineering manager is the project manager. Yeah. Agreed. Like, we have a
product manager that we partner with and a designer.

But | am solely responsible for taking all of the incoming requests from the company during
planning season, which it could be upwards of 50 for a team of seven, sifting through what are
our dependencies, can we even do this, etcetera, identifying the capacity of how many
engineering days we have available based on vacation, sick days, hack days, holidays, like, you
name it.

Whether someone is an embed or not means how well they'll like, how much they'll contribute in
a given period.

Like, you take all of this in. You come up with a formula. I've become very good at at
spreadsheets. | will tell you that. And Oh, yes. Mapping based on priority and then sequencing
that work to align with your dependencies.

It's a ton of work. And finally, almost three years in, I've I've figured it out on how to do it, but it's
not easy. It's not. And then you have to be able to balance the fact that product is gonna bring
feature feature work to you.



Yeah. And engineering, we see all this kind of, like, tech debt that we need to address. And it is
a constant battle of, like, which one are we gonna be prioritizing given that we only have so
much, you know, time available in the day.

And, you know, | use | use the, you know, the term resources for my team, and | know some
people don't like that, but it's just, you know, there it's that is it's a resource.

You know? Resources are finite Yeah. In general. You know? And and we need to think about,
like, what what can we feasibly do? We don't wanna overload our road map and then not deliver
it on most of it.

And we wanna make sure there's a balance between making sure we're, you know, we're
balancing feature work that's going to say drive revenue, for example, with customer needs.

If you have any kind of customer commits that come in that you absolutely have to deliver
against versus any kind of technical debt, like, you have, certain things that are hitting end of life
that you have to work on versus the, this is really painful, like, from a developer experience
perspective.

And we, at some point, need to refactor this or else, you know, every time some another
engineer touches this, they're going to get really frustrated.

Mhmm. And that's that's the reality of it. It is it is a hard thing to balance that. Yeah. And then
you try to say, here's our quarterly road map.

Here are all the things you're gonna work on. And then a month in, you're like, oh, look at this
thing that came up. Oh, here's another issue that came up. Now we have this escalation.

And then you look at your road map, and you're like, we're not gonna deliver on most of it. Yeah.
And that's why | I'm much more confident in delivering you a six week road map than delivering
a quarterly road map.

We have an idea of what we wanna work on for the next quarter as well as the, you know, next
six or so months, but we're looking at six weeks at a time.

Yeah. It's tricky. | think that could warrant an entire episode and probably should. It probably
should. So | think, you know, as we're as we're thinking through, we've got a we've got a great
season ahead of us.

Like, I'm super excited for the episodes that we've got lined up for this. This is going to be an
ongoing conversation that we're going to have throughout this season and, honestly, into next
season.



And so | encourage our, lovely listeners. If there's a specific topic that you do want us to talk
about, let us know because, you know, we want this to be valuable for you.

If you're an individual contributor considering, move into engineering management, if you're an
early engineering manager and you want to become a better EM, if you're a very technical EM
and you struggle with the, the | hate the word soft skills, like, the communication The human
side of it.

Exactly. Then, you know, this this that's what this the whole season is meant to be.

Yeah. And so I'm really hoping that, you know, we can we can help craft this season to, what
everybody wants to hear. | hope so too with the caveat that we're just two human beings doing
the best that we can.

So we're also on this learning journey together. We're just choosing to learn in public. So, yeah,
| think that's all | had to say on that. Perfect. Do you want to talk about our new segment that is
our favorite resource for the week?

This is actually not a new segment whatsoever. We did this for a very long time. Yes. | have
read many management and leadership and can we communication books in my two years.

| think I've read maybe, like, 15 of these books. One of my favorites that really stuck with me
was the making of a manager, by Julie oh my goodness.

Do you know how to pronounce her name properly? Is it Shu? I'm not sure. I'm gonna look it up
because | don't want to do her any injustice.

Pronunciation. Let's look it up. Julie Show. Julie Show is what I'm seeing. Okay. However, if you
know the answer, and | am mispronouncing it, please correct me because it's important to get
people's names right.

The making of a manager was really impactful to me. | thought it had a lot of really key
takeaways that were easy to digest.

It was written in a very accessible format for me. It is US focused, though, so it resonates with
me to a certain extent, as, you know, American, but I've been outside The US since 2018, and
I've worked on many multicultural teams.

So | think if you're not working in a US company or with people from The US, it could be a little
bit specific, but | think there's still some some really great takeaways there.

Yeah. | would just say, like, a lot of a lot of management and leadership books are written from
or written by a US author.



Yeah. So this this goes kind of across the board that there are going to be Yeah. Cultural
distinctions that are it's impossible to cover every possibility. But Yeah. You know, there's
something you can take out of any of these books.

Totally. How about you? What's yours? So | talk about this book nonstop with literally everybody,
and it doesn't have actually anything to do specifically with management.

But it's crucial conversations. And I'm going to APA format the author list and just say it's Joseph
Greeny et al because there are, like, five of them.

And Crucial Conversations is such a great book if you struggle with or want to improve the way
that you handle conflict.

This is something that covers in, you know, in your professional life, in your personal life. It helps
you kind of to take that step back and understand what is actually at stake here if this
conversation is getting heated.

How do | walk through having a very productive conversation at a time when | feel like
everything is on fire.

And | actually my | gave this or |, told my sister that she should read this book, and my sister is
not an engineering manager or in engineering at all.

And | she was like, maybe four chapters, and she's like, this this book is life changing. And Yep.
This is why | continuously recommend it to everybody. It's one of my favorite books I've ever
read.

I love that book so much. It helped me in my relationship. It helped me with that. Exactly. Yeah. |
like any book that touches, like, the intersection between, like, psychology of human beings, but
also tactical skills you can use.

Yep. | do recommend as well. Alright. So what do you say we, we close out episode number
one? Episode one of many. Yes. So we are excited to be back.

We know it's been a very long time since we have run a season of the Ladybug podcast, and
and then | couldn't be more excited to be learning in public with all of you, on the topic of
engineering management and engineering leadership.

So you can find this podcast now on every podcasting platform that you can imagine, but, also,
we do video too. So you can check us out on YouTube.

You can check us out on, you know, all our little shorts and everything that we're doing on on
TikTok Tok and YouTube shorts as well. And, of course, find us on social media too. Absolutely.
We'll see you next week.
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