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What would the children of the 
people you lead say about you?
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• Fail to Build Trust
• Fail to Manage Their Time
• Fail to Build a Great Team

THINK LIKE A 
LEADER

3 Mistakes Leaders Make
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Successful Leaders FOCUS on their PEOPLE

80%

20%

Other

People
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HOW LEADERS CALIBRATE TRUST
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Purposeful Action 
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= The energy, attention, and 
time you expend

EFFORT

=

Contribution to: 
• Your own goals and objectives
• Business unit/organization strategy
• Your team’s ability to deliver results

VALUE
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Make sure you are focused on adding value
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… and increase it

EFFORT

VALUE
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Value/Effort Matrix
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Effort

Value

1
HIGH EFFORT
LOW VALUE

3
HIGH EFFORT
HIGH VALUE

2
LOW EFFORT
LOW VALUE

4
LOW EFFORT
HIGH VALUE

High

HighLow

STOP CONVERT

DELEGATE KEEP
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Leader’s Work Decision Tree
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CAN I STOP 
DOING THIS?

WHAT MUST HAPPEN TO STOP 
THIS ACTIVITY?

HOW CAN I SPEND 
LESS EFFORT?

TO WHOM 
CAN I DELEGATE?

NO

NO

YES

YES

CAN SOMEONE 
ELSE OWN IT?
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Adapting your 
coaching style

•2 keys to success:

Skill

•Will (Activity & Mindset))

High Skill 
Low Will

High Skill 
High Will

Low Skill 
High Will

Low Skill 
Low Will

High

Sk
ill

HighLow

Low

Will

AB
+B-

CD
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How we 
move down

High Skill 
Low Will

High Skill 
High Will

Low Skill 
High Will

Low Skill 
Low Will

High

HighLow

Low

AB
+B-

CD

Sk
ill

Will
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How we move 
up
•Understanding how we 
move up helps us take 
measure to help team 
members improve and 
maintain the team at a high 
performing standard

High Skill 
Low Will

High Skill 
High Will

Low Skill 
High Will

Low Skill 
Low Will

High

High

Low

Low

AB
+B-

CD

Sk
ill

Will
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Adapting your 
coaching style

•Coaching style varies 
depending on where your 
team member is

Motivate / Challenge Delegate / Empower

Guide/EducateDirect

High

HighLow

Low

AB
+B-

CD

Sk
ill

Will
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Adapting your 
coaching style

Motivate / Challenge
Make them aware

Identify the reason for low 
motivation

Refocus their goals
Provide feedback

Recognise & reward success

Delegate / Empower

Set the objective and provide 
freedom

Give praise instead of ignorance
Involve in decision making

Do NOT overmanage
Recognise & reward success

Guide/Educate

Combine directing & guiding to help 
build needed skills

Answer questions carefully
Check for understanding

Allow early mistakes in overcoming 
the learning

Relax guidance when noticing 
progress

Leadership by "showing"

Direct
Help in building the will first and then 

skills
Provide clear briefings & 

expectations
Give specific accurate instructions

Identify motivation factors
Offer training/mentoring

Frequent feedback
Nurture by praising performance

HighLow

Sk
ill

Will

A
B
+B-

CD
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Readiness 4 Readiness 3 Readiness 2 Readiness 1

Context and Goal Context and Goal Context and Goal Context and Goal

Results Results Results Results

What to Do What to Do What to Do What to Do

How to Do It How to Do It How to Do It How to Do It

High Moderately High Moderately Low Low

INDIVIDUAL’S EXPERIENCE AND SKILLS

Delegation Planner
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TRUST – TIME - TEAM

Think Like a Leader
Remember…
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MORE LEADER FRAMEWORKS
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JOARI
WINDOW
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To have a meeting or not to have a 
meeting … that is the question.


