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Introduction
Hello and welcome! I’m Shaun, and 
I’m thrilled to embark on this jour-
ney with you. My background is a 
blend of diverse experiences and 
cultures, starting from my unique 
upbringing as the son of performing 
artists in the circus industry to my 
professional evolution across finan-
cial services, telecommunications, 
and my entrepreneurial ventures.
My official career began in 2001, managing a team of 32 at a large 
financial service provider. I then transitioned to multinational com-
panies in the telecommunications sector, where I held various posi-
tions in sales and marketing. In 2010, I launched my own marketing 
agency, which grew into multiple companies, increasing revenue 
twelvefold in three years.
The pandemic in 2020 prompted me to refocus on my core passion: 
creating personal value within a business framework. With over 
two decades of experience, I hold a bachelor’s degree in market-
ing, a master’s in communication and media studies, a postgradu-
ate degree in Mental Health Counseling, and a Cognitive Psycholo-
gy-based Business & Life Coaching certificate.
My mission is to establish genuine connections, serve my client’s 
best interests, and teach them the tools of self-awareness for a bet-
ter professional and personal life. I believe that growth comes from 
within!
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Purpose of the Book
Managers today find themselves in a uniquely challenging environ-
ment. The conventional business education of the past two decades 
often overlooked the crucial aspect of people skills in leadership. 
This oversight has left many managers ill-equipped to handle the 
evolving dynamics of today’s workforce. With the rise of remote 
work, shifts in employee values, and a growing understanding that 
people are the most valuable assets of any organization, the land-
scape of management has fundamentally changed. This book ad-
dresses these challenges and provides managers with the tools and 
knowledge they need to succeed.

Understanding the Shift in Workforce Dynamics

The global workforce has undergone a significant transformation. 
The traditional office environment has given way to remote work, 
flexible schedules, and a greater emphasis on work-life balance. 
Employees today seek more than just a paycheck; they want to feel 
valued, understood, and engaged. This shift requires managers to 
develop new skills and approaches to lead their teams effectively.

The Importance of People Skills

People skills, also known as soft skills, are more important than ever. 
These include communication, empathy, conflict resolution, and 
emotional intelligence. Effective leaders must be able to connect 
with their team members on a personal level, understand their moti-
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vations, and address their concerns. This book will delve into these 
skills, offering practical advice and strategies for improving them.

Bridging the Gap

One of the primary goals of this book is to bridge the gap left by 
traditional business education. While technical skills and industry 
knowledge are important, they are insufficient for effective leader-
ship. This book provides a comprehensive guide to developing the 
people skills necessary for modern management. It offers a blend of 
theoretical insights and practical applications, ensuring that readers 
can implement what they learn in their daily interactions with their 
teams.

Real-Life Case Studies

This book includes 21 real-life case studies from my experience as 
a leadership consultant to illustrate the principles discussed. These 
case studies highlight common challenges managers face and pro-
vide concrete examples of how to address them. From improving 
communication within a team to managing remote employees, 
these stories offer valuable lessons and insights.

Practical Tools and Takeaways

This book is designed to be a practical resource. Each chapter in-
cludes actionable takeaways that readers can implement immediate-
ly. Whether it’s a new technique for giving feedback, a strategy for 
building trust, or a method for resolving conflicts, these tools are 
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intended to help managers improve their leadership skills and en-
hance their team’s performance.

Coaching, Consulting, and Mentoring

My role as a coach, consultant, and mentor is to guide my clients 
through their leadership development journey. This book extends 
that guidance to a wider audience, offering the same principles and 
strategies I use in my practice. By following the advice in this book, 
managers can develop a more effective leadership style, foster a pos-
itive team culture, and drive their organization toward success. For 
those who would like to dive deeper, I’m open to a discussion about 
the unique ways we can enhance your organization’s productivity 
and overall well-being.

Adapting to Change

One of the key themes of this book is adaptability. The business 
world is constantly evolving, and successful leaders must be able to 
adapt to these changes. This book provides insights into how to stay 
flexible and responsive, helping managers navigate the complexities 
of modern leadership.

Empowering Managers

Ultimately, this book’s purpose is to empower managers. By devel-
oping their people skills, they can become more effective leaders, 
create a more engaged and productive workforce, and achieve their 
organizational goals. This book is not about providing all the an-
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swers but equipping managers with the tools and knowledge they 
need to find the answers themselves.

Conclusion

The challenges faced by managers today are significant, but they are 
not insurmountable. With the right skills and strategies, managers 
can lead their teams to success. This book is a comprehensive guide 
to developing those skills and strategies, offering practical advice 
and real-life examples to help managers navigate the complexities 
of modern leadership.

Stepping Out of Your Comfort Zone

As you embark on this journey, I encourage you to step out of your 
comfort zone and embrace new methods of leading people. Change 
is often uncomfortable, but it is through discomfort that growth oc-
curs. By trying out the strategies and tools presented in this book, 
you will improve your leadership skills and inspire your team to 
reach new heights. Remember, great leaders are not born; they are 
made through continuous learning and adaptation.

Leadership is not a static skill but a dynamic process of evolution 
and growth. Embrace the opportunity to innovate and experiment 
with new approaches. Encourage feedback from your team, learn 
from your experiences, and remain open to change. Doing so will 
create a work environment that fosters creativity, collaboration, and 
mutual respect. Your willingness to grow as a leader will set a pow-
erful example for your team, driving them to achieve their full po-
tential and contributing to the overall success of your organization.
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Angie’s Journey to Building Stronger  
Relationships

Angie joined a company going through a critical growth phase, 
transitioning from a micro-business to a medium-sized enterprise. 
Coming from a large entity where she managed a department of 12, 
the challenge of rebuilding her department in this growing company 
intrigued her. She quickly settled into her role and began fostering 
synergies with other departments. However, her enthusiasm soon 
met with frustration as responses to her communications were 
consistently delayed. 

Day by day, Angie felt increasingly neglected and undervalued. As 
the head of her department, she spent excessive time on follow-up 
emails and “friendly reminders,” tasks she felt were beneath her. 
“Team leaders, consultants, or even peer managers not responding 
to me within the deadline is just plain disrespectful! And, of course, 
we are losing our efficiency too,” she lamented.

Managers often mask their genuine emotions and fears behind 
corporate terminology, citing unproductivity and inefficiency. 
However, Angie’s real issue was a more profound sense of not being 
seen or heard. Despite her efforts, she felt excluded and didn’t belong.

Understanding this underlying issue allowed Angie to develop a 
personal strategy to address the problem effectively. She needed to 
build stronger relationships by stepping out of her rigid business 
identity, opening up about herself, and showcasing her human side. 
This journey required time and courage, which was essential for 
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her growth and success. By opening up to others and sharing her 
vulnerabilities, Angie created warm connections that allowed her to 
foster friendships within the company.

Actions Angie Took:

1. Teams Video Calls:
a. Turned on the video feed, avoiding voice-only chats.
b. Engaged in meaningful small talk for the first 3-5 minutes, 

asking questions and sharing basic personal details.
c. Smiled more and used hand gestures and head movements.
d. Varied her distance from the camera to break rigidity and 

make her presence livelier.
2. Coffee Breaks in the Office:

a. Avoided drinking coffee at her desk; instead, she stayed in 
the kitchen area to mingle, chat, and share experiences.

b. Discussed both good and bad experiences, including 
personal learnings.

c. Asked others about similar experiences and revelations.
3. During Meetings:

a. Asked more questions and sought feedback on topics she 
already mastered.

b. She opened up about her frustrations regarding the slow or 
non-existent responses from others, showcasing her human 
side. 

c. Summarized and mirrored important issues for clarification 
and showcased her respect for others’ contributions.
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Additional Tools and Guides
# 1. Create your own Small Talk Starter Guide

Purpose: Enhance relationship building through compelling small 
talk in different settings.

Key Elements:
 • Understand Your Audience: know who you’re speaking to and 

tailor your questions to their interests and experiences.

 • Ask Open-Ended Questions: these questions encourage more 
detailed responses and keep the conversation flowing.

 • Share Personal Tidbits: share something about yourself to 
make the conversation more balanced and engaging.

Examples:
 • Video Calls:

 » “How have you been balancing work and home life 
recently?”

 » “Have you picked up any new hobbies or interests lately?”

 • Coffee Breaks:
 » “I recently started reading a great book on leadership. 

Have you read anything interesting lately?”
 » “What’s the best part of your day usually?”

 • Meetings:
 » “Before we start, how was everyone’s weekend?”
 » “Any exciting plans for the upcoming holiday?”

Tips:
 • Be genuine and show real interest in the answers.
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 • Listen actively, nod, and provide feedback to show 
engagement.

 • Use clear language and evade complicated sentences and 
technical terms.

# 2. Effective Video Call Techniques

Purpose: Improve engagement and communication during video 
calls.

Key Elements:
 • Setup:

 » Ensure good lighting by placing a light source in front of 
you, not behind you. Natural light is best, but a desk lamp 
can also work well.

 » Have a clean, professional background. Avoid distractions 
like moving objects or bright colors.

 » Position the camera at eye level.
 » Clean the camera lens from dust or smudges to ensure a 

sharp image.

 • Engagement:
 » Maintain eye contact by looking at the camera.
 » Use hand gestures to emphasize points.
 » Move closer or further from the camera occasionally to 

break rigidity.
 » Smile and Show Positivity:
 » A positive demeanor can make conversations more 

pleasant and engaging.

 • Technical Tips:
 » Test your internet connection and audio before the call.
 » Use headphones to reduce background noise.
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# 3. Office Socialization Tips

Purpose: Foster a more inclusive and connected office culture 
through effective socializing.

Key Elements:
 • Be Approachable: smile and greet colleagues warmly.

 • Join Communal Activities: participate in office gatherings, 
coffee breaks, and informal chats. Instead of staying at your 
desk, join others in the kitchen or common area. Suggest a 
team lunch or bring snacks to share.

 • Share Personal Experiences: open up about your day, hobbies, 
and non-work-related topics to build connections. Discuss 
light-hearted topics like favorite movies or vacation plans. Ask 
about their weekend or share a funny anecdote from your day.

 • Find Common Interests: discover shared hobbies or interests 
to talk about.

 • Be Inclusive: involve quieter team members in conversations 
to make them feel included.

# 4. Feedback Request Template

Purpose: Encourage openness and constructive responses by 
asking for feedback effectively.

Key Elements:
 • Be Specific: clearly state what you need feedback on.

 • Be Open: show that you value honest and constructive 
feedback.
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 • Provide Context: explain why you seek feedback and how it 
will be used.

Example template:

Hi [Colleague’s Name],

I hope you’re doing well. I am working on [project/task] and 
would greatly appreciate your feedback on [specific aspect].
Specifically, I want to improve [area], and your insights would 
be incredibly valuable. Any thoughts you have on [specific 
detail] would be much appreciated.
Thank you for your time and input!

Best regards,
[Your Name]

More tips:
 • Follow-up: after receiving feedback, thank the person. Share 

how you plan to use their suggestions.

 • Be receptive: accept feedback gracefully, even if it is critical.
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Conclusion
Angie consistently experienced delayed responses from her col-
leagues, which led to frustration, wasted time, and a sense of not be-
ing valued or heard.

This lack of timely communication hindered productivity and made 
Angie feel isolated and undervalued despite her efforts and position. 
She spent significant time on follow-ups, feeling that her peers didn’t 
care about her or her work.

Angie addressed the issue by building stronger relationships and 
showcasing her human side. She engaged in meaningful small talk, 
smiled more, used hand gestures, varied her presence in video calls, 
and actively mingled during coffee breaks. In meetings, she asked 
for feedback and shared her frustrations, creating an environment of 
openness and trust.



17

Gaining  
Acceptance

2

Establishing Leadership Credibility with the Board

Gaining  
Acceptance

Establishing Leadership Credibility with the Board



18

Amelie’s Struggle for Acceptance from 
the Board
Amelie was in a challenging situation with the company’s board of 
directors. Despite her 15 years of experience and a proven track re-
cord in her field, she constantly faced resistance from the two top 
managers. These decision-makers, though professionals in their re-
spective areas, lacked the specific knowledge and experience Ame-
lie brought to the table. 

Amelie diligently provided suggestions, solutions, and complex 
strategies necessary for the company’s growth. However, her con-
tributions were often dismissed as the managers followed their in-
stincts without evidence-based information. They operated based on 
fear and assumptions, sidelining Amelie’s informed opinions.

After several months, Amelie felt increasingly demotivated. She felt 
more like an executor of others’ decisions than a proper manager. 
To make matters worse, she bore the brunt of the consequences 
stemming from decisions she neither supported nor advised. This 
situation weighed heavily on her, and she contemplated leaving the 
company.

To address this issue, in our coaching sessions, we had to delve into 
the root causes. We examined her in-house relationships and the be-
havior patterns of the top managers. From this analysis, we devised 
the following actions for Amelie:
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1. Assert Her Expertise: Amelie needed to be more assertive 
about her 15 years of proven experience and emphasize her 
expertise in the field.

2. Clarify Responsibilities: Amelie pointed out that since she was 
accountable for achieving targets and goals, she could only take 
responsibility for decisions based on her expert suggestions.

3. Highlight Successes: After achieving small milestones, Amelie 
pointed out these successes to build trust and demonstrate her 
competence.

4. Simplify Communication: She broke down her complex strat-
egies into more understandable chunks and milestones for the 
top managers.

5. Build Alliances: She sought allies within the management 
team to support her opinions and suggestions.

By implementing these strategies, Amelie gradually earned the 
board’s trust. The top managers began to rely on her expertise, which 
allowed her to take the lead in her domain, making her feel like an 
actual manager again.

Disclaimer: It’s essential to note that meaningful human in-
teractions require at least two parties. In this case, Amelie was 
lucky because her change in perception and behavior was well 
received by the management. However, if the receiving end of a 
particular interaction is not open to change and self-reflection, 
the overall experience may not be so positive. 
This showcases that leadership development is not exclu-
sively the interest of top managers but rather a possibility 
for the whole organization to change, evolve, and grow.
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Implementable Takeaways
1. Assert Your Expertise:

 • Communicate your qualifications and experience, but don’t 
fall into the trap of bragging.

 • Don’t be afraid to remind decision-makers of your proven 
track record; it is the foundation of your perspective and 
opinion.

 • Example: “Based on my 15 years of experience in this field, 
I strongly recommend this approach because it aligns with 
industry best practices.”

2. Build Alliances:
 • Develop relationships with colleagues who support your ideas 

or are open to investigating unorthodox possibilities.

 • Seek allies who can vouch for your suggestions during 
discussions.

 • Example: Arrange informal meetings with peers to discuss 
your strategies and gain their support. In addition to the given 
problem, encourage your peers to assess the phenomena and 
the issues themselves.

3. Clarify Responsibilities:
 • Make it clear that you can only be held accountable for 

decisions based on your expert advice, or at least consider 
those.

 • Example: “I am responsible for achieving these targets, and to 
ensure success, we must follow my suggested plan.”
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4. Simplify Communication:
 • Break down complex strategies into smaller, understandable 

parts. Be aware that others probably don’t have the expertise 
and knowledge of your field. Don’t fall into the trap of 
‘assumptions,’ where we automatically assume the other party 
understands our perspective.

 • Use visuals and milestones to make your plans clear.

 • Example: Present a step-by-step visual plan with clear 
milestones and expected outcomes.

5. Highlight Successes:
 • Celebrate small wins and use them to build credibility.

 • Gather feedback from other employees and incorporate it into 
the executive summaries.

 • Regularly update decision-makers on the progress and 
successes of your initiatives.

 • Example: “We’ve reached our first milestone ahead of 
schedule, thanks to the new strategy.”

Tools and Guides

1. Assertive Communication Guide

Purpose: Helps to assert expertise and opinions in professional 
settings effectively.

Key Elements:
 • Know Your Worth: Understand and articulate your value.

 • Be Clear and Concise: Communicate your points succinctly.



22

 • Use Evidence: Support your assertions with data and 
examples.

Examples:
 • “Based on my extensive experience and the data collected, I 

recommend...”

 • “Studies show that this approach has a 30% higher success 
rate, aligning with our goals.”

2. Building Alliances Checklist

Purpose: It creates a checklist that will provide steps or actions to 
create supportive relationships within the organization.

Key Elements:
 • Identify Potential Allies: Look for colleagues who share your 

vision.

 • Engage Informally: Foster relationships through informal 
interactions.

 • Collaborate on Projects: Work together on initiatives to build 
trust and support.

Examples:
 • Schedule regular coffee meetings with potential allies to 

discuss common goals.

 • Collaborate on a small project to demonstrate the 
effectiveness of your ideas.



23

3. Effective Responsibility Clarification Template

Purpose: Ensure clear communication of responsibilities and 
accountability.

Key Elements:
 • State Your Role: Clearly define your responsibilities.

 • Outline Expectations: Specify what you need from others to 
succeed.

 • Agree on Accountability: Ensure everyone understands who is 
responsible for what.

Template:

Hi [Colleague’s Name],

As the [Your Role], I am responsible for [specific targets/
goals]. Based on my experience and your input, we must 
follow the proposed strategy to achieve this. Here are the key 
actions and their respective responsibilities:
     - [Your Action] – [Your Responsibility]
     - [Colleague’s Action] – [Colleague’s Responsibility]
     - [Colleague’s Action] – [Colleague’s Responsibility]
     - [Colleague’s Action] – [Colleague’s Responsibility]
This way, we can ensure accountability and successful 
outcomes.

Best regards,
[Your Name]
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Conclusion
Amelie faced a lack of acceptance from the board of directors, who 
frequently dismissed her expert opinions in favor of their gut feel-
ings and assumptions.

This dismissal led to feelings of demotivation and frustration for 
Amelie. She felt undervalued and solely responsible for the adverse 
outcomes of decisions she did not support. Her role became more of 
an executor rather than a strategic leader.

Amelie addressed this issue by asserting her expertise, building al-
liances within the management team, clarifying her responsibilities, 
simplifying her communication, and highlighting her successes. 
These actions helped her gain the board’s trust and allowed her to 
lead effectively in her expertise.



25

Building Team  
Inclusion

3

Feeling Part of the Management Team

Building Team  
Inclusion

Feeling Part of the Management Team



26

David’s Journey to Feeling Included in 
the Management Team
When David and I started working together, one of his main 
concerns was feeling left out of the operational management team. 
Despite working 10-12 hours daily, always acting professionally, and 
diligently pushing projects forward to prove his worthiness, he felt 
isolated. The company followed a work-from-home policy, but the 
managers would meet at the office every Tuesday and spend the 
entire day together. Despite being a mid-level manager, David’s desk 
was in the executives’ room, secluded from the other managers. On 
these Tuesdays, his tasks were primarily administrative, requiring 
him to handle all his paper-based tasks quickly and efficiently. He 
could not spend time with them or share their jokes and experiences.

During my shadow coaching session, I attended their weekly 
operational team meetings, and I noticed a rigidness from David. 
In addition, while the others were friendly, they did not include him 
in jokes or brainstorming sessions. This exclusion made him feel 
secluded, left out, and alone, reinforcing his rigid behavior.

In our weekly one-on-one coaching sessions, I shared my observations 
with David, and we delved deeper into the issue. He soon realized he 
strictly separated his business and personal identities. When he 
switched to work mode, he suppressed his identity, adopting a work 
persona focused solely on productivity and efficiency. This came at 
the expense of his true self. This separation prevented others from 
relating to or connecting with him, leading to a lack of emotional 
connections and trust in him.
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We took several steps to address this issue:

1. Understand the Cost: David eventually understood the risks of 
maintaining separate business and personal identities. Hiding 
behind a professional persona alienated him from his peers.

2. Small Favor Tactic: He employed the “small favor tactic,” asking 
colleagues for minor favors. This social psychology concept, 
detailed in Elliot Aronson’s The Social Animal1, helped lay the 
foundation for emotional connections.

3. Share Personal Life: Building on these connections, David began 
sharing more about his personal life. It took him a few weeks 
to build up his courage, but eventually, he opened up about his 
fears and aspirations regarding his career and work goals.

4. Ask Deeper Questions: He started asking more profound 
questions, seeking mutual interests and similar life milestones, 
and building rapport with his colleagues.

5. Share Vulnerabilities: The final stage for David was to open up 
about his professional insecurities and the tough decisions he 
had to make. Showcasing a sense of humility and vulnerability 
made him instantly more humane and approachable. 

By implementing these steps and closing the gap between his work- 
and personal identities, David gradually felt more included in the 
management team and formed meaningful connections with his 
peers. 

1 Aronson, E. (2003). The Social Animal (9th ed., p. 125). Worth Publishers.
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Implementable Takeaways
1. Understand Identity Separation Costs:

a. Reflect on the impact of separating your business and 
personal identities.

b. Example: Consider how showing more of your true self 
can enhance connections with colleagues. The more these 
identities overlap, the more congruent you will feel and be 
perceived as authentic and trustworthy.

2. Use the Small Favor Tactic:
c. Ask colleagues for minor favors to build initial connections.
d. Example: “Could you help me with this small task? I’d 

appreciate your input.”
3. Share Personal Life:

e. Gradually share personal experiences and interests with 
colleagues.

f. Example: “I’ve been working on [personal project] lately, 
and it’s been quite an experience. Have you ever done 
something similar?”

4. Ask Deeper Questions:
g. Engage colleagues with questions that explore mutual 

interests and shared experiences. 
h. Example: “What inspired you to pursue your current role? 

Any interesting stories from your journey?”
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Tools and Guides

1) Identity Reflection Worksheet

Purpose: Helps to reflect on the impact of one’s identity separation.

a) Key Elements:
i. Identify Gaps: Where do you see gaps between your 

personal and business identities?
ii. Consider Benefits: How might blending these identities 

improve your relationships at work?
iii. Action Plan: Steps to gradually integrate more of your 

personal identity into your professional life.

b) Example:

Personal Identity Traits: Creative, Empathetic, Open
Business Identity Traits: Efficient, Professional, Task-Oriented

Actions:
Share a creative solution during team meetings.
Show empathy by acknowledging colleagues’ personal 
milestones.

2) Small Favor Request Guide:

Purpose: Provide steps to use the small favor tactic effectively.
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a) Key Elements:
i. Start Small: Begin with minor requests that are easy for 

colleagues to fulfill.
ii. Express Gratitude: Always thank colleagues genuinely for 

their help.
iii. Build Up: Gradually increase the significance of the favors as 

trust builds.

b) Examples:
i. “I would like to ask you a small favor! Could you review this 

brief document for me?”
ii. “Do you have a moment to discuss my quick question? Your 

input will help me a lot!”

3) Personal Sharing Guide

Purpose: Helps to share personal experiences to build connections.

a) Key Elements:
i. Start with Safe Topics: Begin with light, non-controversial 

topics.
ii. Be Authentic: Share genuinely without oversharing.
iii. Reciprocate: Show interest in colleagues’ personal stories as 

well.

b) Examples:
i. “I recently picked up hiking. It’s been a great way to unwind. 

How do you like to relax?”
ii. “I’m planning a trip to [destination]. Have you ever been 

there? Can you give me some tips?”



31

4) Deep Question Guide

Purpose: Equip readers with questions to foster deeper 
conversations.

a) Key Elements:
i. Personal Growth Questions: Explore colleagues’ personal 

and professional journeys.
ii. Shared Interests Questions: Find common hobbies or 

interests.
iii. Future Goals Questions: Discuss aspirations and plans.

b) Examples:
i. “What motivated you to pursue your current career path?”
ii. “Do you have any hobbies or interests outside of work?”
iii. “What are your career goals for the next few years?”

Conclusion
David felt isolated and excluded from the operational management 
team, leading to loneliness and disconnection despite his hard work 
and professionalism.

This exclusion stemmed from David’s rigid separation between his 
business and personal identities. His colleagues found it difficult to 
relate to him, resulting in a lack of emotional connections, trust, and 
camaraderie.



32

David addressed this issue by understanding the costs of his iden-
tity separation, employing the small favor tactic to build initial con-
nections, gradually sharing more about his personal life, and ask-
ing more profound questions to foster mutual interests and rapport. 
Opening up about his professional challenges and tough decisions 
made him more approachable to his peers. These actions helped 
him build trust and feel more included in the team.
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Agnes’ Experience with Toxic  
Corporate Cultures
Managers often carry the scars of past experiences from toxic cor-
porate cultures, unsupportive environments, or even bullying from 
higher-ups. Transitioning from one toxic environment to another 
leaves little room for growth. A new way of understanding can only 
flourish where there is space to grow. Managers and employees often 
find themselves in toxic work environments where negative feelings, 
lack of recognition, and a judgmental atmosphere prevail. These en-
vironments stifle growth and lead to frustration and despair.

So, what defines a toxic environment, and how can you  
recognize it?
 
Toxic workplaces range from highly toxic and overtly hostile to sub-
tly harmful environments where destructive behaviors become nor-
malized, causing hidden frustration and despair among employees.

Toxic environments affect individuals’ mental and emotional 
well-being, making them feel unseen, unheard, and constantly pres-
sured to prove themselves2. Without constructive feedback, employ-
ees’ growth and innovation are stifled, leading to decreased overall 
performance and morale3. 

2 Houshmand, M., O’Reilly, J., Robinson, S., & Wolff, A. (2012). Escaping bullying: The simultaneous 
impact of individual and unit-level bullying on turnover intentions. Human Relations, 65(7), 901-918. 
DOI: 10.1177/0018726712445100
3 Pelletier, K. L. (2010). Leader toxicity: An empirical investigation of toxic behavior and rhetoric. 
Leadership, 6(4), 373-389. DOI: 10.1177/1742715010379308
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To address this issue, engage with colleagues in small talk, ask ques-
tions to understand the value system, and find alignment with your 
values. Initiate change by forming a group of like-minded individ-
uals, discussing the symptoms, identifying root causes, describing 
the ideal environment, and creating action plans. Seek professional 
guidance to enhance and sustain this transition.

Rule of Thumb for Identifying Toxic Environments:

 • Strong negative feelings about people in the workplace.

 • Feeling unseen or unheard. 

 • Opinions or solutions are disregarded.

 • A judgmental atmosphere prevails.

 • The constant pressure to prove oneself.

 • Lack of constructive and supportive feedback from peers or 
managers.

 • A general feeling of isolation and secludedness.

If you feel that your personality, rather than your performance, 
is being scrutinized or judged, it’s a significant red flag 

indicating a toxic environment.

When switching roles (or when a new team member joins), past 
negative experiences can heavily influence how one perceives the 
new culture. Adapting to the new environment requires time and 
patience from all involved. Remember that your scars from the past 
are in the past, yet they can distort your perception of reality in the 
present. 
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How to Immerse Yourself in a New Corporate Culture

Engage in Small Talk: Ask lots of questions to gather information 
(not gossip). This helps you understand the accurate value system 
underlying the culture. Marketing materials may showcase one set 
of values, but colleagues’ everyday behaviors and communication 
reveal the values at play.

Identify and Align Values: Determine whether the everyday value 
system matches your personal values, indicating potential for posi-
tive experiences.

Collect differentiating clues: Identify all the differences between the 
past and the current culture. Celebrate the positives and look for oc-
casions that engage in them.

Changing a toxic environment requires commitment, time, and ef-
fort from all organizational levels. Decision-makers must first recog-
nize and accept that their corporate environment has become toxic. 
This realization should ideally occur before top talent starts leaving4.

To initiate change, find like-minded individuals who share your per-
ception of the toxic environment. Even if they are in other depart-
ments, gather them to:

 • Begin open discussions about the symptoms. 

 • Identify the root causes.

 • Describe the ideal environment.

4 Kelloway, E. K., & Barling, J. (2010). Leadership development as an intervention in occupational 
health psychology. Work & Stress, 24(3), 260-279. DOI: 10.1080/02678373.2010.518441
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 • Create action plans.

 • Gradually include other supportive individuals.

Think of it as forming a club of ambassadors: a group with a plan and 
vision spreading positive ideas, behaviors, and values throughout 
the organization. A professional can accelerate this process, provid-
ing guidelines and proven methods to facilitate a lasting transition.

Implementable Takeaways
1. Engage in Small Talk:

 • Build connections and gather information about the 
underlying value system.

 • Example: “What do you enjoy most about working here?”

2. Identify and Align Values:
 • Observe everyday behaviors and communication to 

understand the fundamental values at play.

 • Example: Notice how colleagues interact and what behaviors 
are rewarded.

3. Initiate Change:
 • Form a group of like-minded individuals to discuss issues and 

create action plans.

 • Example: “I’ve noticed some behaviors that seem 
unproductive. Would you be interested in discussing ways to 
improve our work environment?”
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Tools and Guides for Managers
1. Toxic Environment Checklist:

Purpose: Helps to identify signs of a toxic work environment.

Key Elements:
 • Negative Feelings: Do you feel strong negative emotions 

towards colleagues?

 • Recognition: Do you feel unseen or unheard?

 • Value of Opinions: Are your opinions disregarded?

 • Atmosphere: Is there a judgmental vibe?

 • Pressure: Do you feel constant pressure to prove yourself?

 • Feedback: Is there a need for more constructive feedback?

Example:

Strong negative feelings towards colleagues: Yes/No
Feeling unseen or unheard:     Yes/No
Opinions disregarded:     Yes/No
Judgmental atmosphere:     Yes/No
Constant pressure to prove yourself:    Yes/No
Lack of constructive feedback:    Yes/No

4. Seek Professional Guidance:
 • Engage a professional to facilitate the transition and provide 

proven methods.

 • Example: “Let’s consider bringing in an organizational 
consultant to help us implement these changes.”
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2. Corporate Culture Immersion Guide

Purpose: Helps to immerse current and future employees in a new 
corporate culture.

Key Elements:
 • Engage in Small Talk: Ask open-ended questions and build 

connections.

 • Observe Behaviors: Watch for everyday actions that reflect 
actual values.

 • Align Values: Identify if these values match your personal 
values.

 • Discussions: Create informal opportunities to talk about these 
values openly.

Examples:
 • “What are some traditions or routines that are important 

here?”

 • “How do people typically handle conflicts or disagreements?”

3. Change Initiation Template

Purpose: Provide a template for initiating change within a toxic 
environment.

Key Elements:
 • Identify Like-Minded Individuals: Find colleagues who share 

your concerns.

 • Open Discussion: Start conversations about the symptoms 
and root causes.
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 • Describe Ideal Environment: Outline what a positive 
environment looks like.

 • Create Action Plans: Develop steps to achieve this 
environment.

Template:

Hi [Colleague’s Name],

I’ve noticed some counterproductive behaviors in our 
workplace. We can make a positive change by coming 
together to discuss these issues. Would you like to join a small 
group to discuss our experiences and brainstorm solutions?
Here are some initial thoughts on what we could discuss:

 • Symptoms of our current environment

 • Root causes of these issues

 • What an ideal work environment would look like

 • Action plans to achieve this
I am looking forward to hearing your thoughts!

Best regards,
[Your Name]
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Conclusion
Overcoming toxic work environments requires a combination of 
awareness, strategic action, and collective effort. Recognizing the 
signs of toxicity is the first crucial step, enabling individuals and or-
ganizations to address the issues head-on. Employees can foster a 
healthier work environment by engaging in small talk, identifying 
and aligning personal values with the corporate culture, and initiat-
ing open discussions about problems and potential solutions. 

This process demands patience, persistence, and the willingness 
to collaborate with like-minded colleagues to create meaningful 
change. 

Transforming a toxic workplace is not just about removing harm-
ful elements; it’s about building a foundation for sustainable growth 
and innovation. Organizations can enhance morale, boost perfor-
mance, and create a thriving work culture by fostering a supportive 
atmosphere where constructive feedback is valued and everyone 
feels seen and heard. 

Addressing and overcoming toxicity is vital to achieving long-term 
success and fulfillment for individuals and the organization. Engag-
ing professional guidance, such as an external facilitator, can pro-
vide the necessary frameworks and methods to accelerate this trans-
formation and ensure its effectiveness.
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Timothy’s Journey from Isolation  
to Connection
Managers often experience loneliness and feel isolated at the top. 
They fear that sharing vulnerabilities might be perceived as a weak-
ness. Timothy’s story is a prime example of this. Upon becoming the 
COO and a Board member, Timothy became responsible for the en-
tire company’s operations. He had to restructure the management, 
promote new leaders, and let go of those who couldn’t align with the 
company’s reestablished values—these tough decisions induced fear 
and anxiety, even for an experienced leader like Timothy.

For the first five months, he kept these internal dilemmas to himself, 
feeling the burden of loneliness while showcasing strength and re-
silience. The mental and emotional toll was immense, and he soon 
became exhausted. During our executive coaching sessions, he re-
alized he needed support; Timothy leaned on the positive feedback 
of his decisions and reassured himself that they were on the right 
track. He began expressing his inner dilemmas and emotions with 
his team of mid-managers. The response was overwhelmingly pos-
itive—80% of his team showed immediate support, boosting his ac-
ceptance as a leader and enabling him to work even harder. This 
experience was both humbling and moving.
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The higher one climbs in the corporate ranks, the greater the 
likelihood of feeling isolated and separated from the team5 It’s 
no wonder that many top leaders have executive coaches with 

whom they can share their emotions and receive  
nonjudgmental feedback.

Kets de Vries, M. F. R. (1989). Leaders who self-destruct: The causes and cures. Organizational 
Dynamics, 17(4), 5-17. DOI: 10.1016/0090-2616(89)90043-4

Organizing offsite events and campfire talks can benefit managers 
with peers in similar positions. Sharing fears, goals, and challenges is 
invaluable while receiving support and unique coping mechanisms. 
The key is to use “me-focused” sentences, express the emotions ac-
companying the tasks, and always use nonjudgmental language in 
feedback.

The Impact of Remote Work:
The home office adds to the problem by eliminating most 

nonverbal communication. Without body language, connections 
often become shallow and strictly business-focused. This lack 

of emotional depth leads to superficial relationships. Since 
COVID-19, missing social gatherings has become routine, 

and more people identify as introverts, shedding the stigma. 
However, personal growth requires relationships from all 

aspects of life, making workplace relationships  
integral to professional and  

personal development.



45

Implementable Takeaways
1. Seek Support:

a. Share your vulnerabilities and emotions with your team to 
build trust and support.

b. Example: “I’ve been feeling a lot of pressure with recent 
changes, and I’d appreciate your support and feedback.”

2. Organize Offsite Events:
c. Plan informal gatherings to foster deeper connections with 

your peers.
d. Example: Organize a team retreat or a casual get-together to 

discuss goals and challenges. If possible, use a professional 
or team coach to facilitate these discussions. 

3. Use Me-Focused Sentences:
e. Express your emotions and experiences using “me-focused” 

sentences.
f. Example: “I feel overwhelmed by the workload and would 

like to discuss ways to support each other.”

4. Maintain Nonverbal Communication:
g. Make an effort to include nonverbal cues in video calls and 

face-to-face interactions.
h. Example: Schedule regular video meetings to catch up and 

discuss work and personal experiences. During the video 
calls, incorporate non-verbal clues to make your expression 
style more colorful.

 • Change your distance from the camera and shift your 
body language
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 • Use your hand gestures

 • Emphasize your facial gestures, and smile a bit more 
where appropriate

 • Don’t forget to include some personal details in your 
small talk

Tools and Guides
1. Support-Seeking Guide

Purpose: Help managers seek and build support within their 
teams.

Key Elements:
i. Identify Trusted Individuals: Find team members with a 

higher emotional intelligence who can provide support.
ii. Be Open: Share your feelings and vulnerabilities.
iii. Seek Feedback: Ask for constructive feedback and 

suggestions.

Examples:
i. “I’ve been feeling a lot of pressure lately. Can we discuss 

how we can better support each other?”
ii. “I value your feedback. How do you think we can improve 

our teamwork?”

2. Offsite Event Planning Guide

Purpose: Provides steps to organize successful offsite events.
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Key Elements:
i. Choose a Venue: Select a location that encourages 

relaxation and openness.
ii. Define the Outcome: What are the event’s real intentions 

and goals? 
iii. Set an Agenda: Plan activities that promote team bonding 

and discussion but always leave room for open discussions. 
Using business issues, expand on the accompanying 
emotions that one experiences.

iv. Follow-up: Ensure ongoing support and connection after the 
event.

Examples:
i. “Let’s plan a team retreat next month. We can use this time 

to bond and discuss our goals and challenges.”
ii. “Before we organize the event, let’s come clear on the goal 

and takeaways!”
iii. “After the retreat, let’s have regular check-ins to maintain our 

connections.”

3. Me-Focused Communication Guide

Purpose: Teach managers to use “me-focused” sentences for 
effective communication.

Key Elements:
i. Express Emotions: Share how you feel about situations.
ii. Be Authentic: Be genuine in your expressions.
iii. Seek Understanding: Encourage others to share their 

feelings as well.
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Examples:
i. “I feel stressed about the upcoming project deadlines. How 

can we manage this better?”
ii. “I’m excited about our progress and want to ensure we 

continue this momentum.”

4. Nonverbal Communication Maintenance Guide

Purpose: Help managers maintain nonverbal communication in 
remote work settings.

Key Elements:
i. Use Video Calls: Incorporate video meetings to see body 

language and facial expressions.
ii. Encourage Face-to-Face Interaction: Plan occasional in-

person meetings if possible.
iii. Be Mindful: Pay attention to nonverbal cues during virtual 

interactions.

Examples:
i. “Let’s have a video call to discuss this. I find it easier to 

connect when we can see each other.”
ii. “Even though we’re remote, let’s schedule a quarterly in-

person meeting to stay connected.”
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Conclusion
Managers often feel isolated and lonely, fearing that sharing their 
vulnerabilities will be perceived as a weakness. This loneliness is ex-
acerbated by the responsibilities and tough decisions that come with 
leadership roles, leading to mental and emotional exhaustion.

The lack of emotional connection and support can lead to burnout 
and decreased effectiveness. Remote work further complicates this 
by reducing nonverbal communication, making relationships feel 
superficial and strictly business-focused.

Managers should seek support and share their vulnerabilities with 
their teams to overcome isolation. Organizing offsite events and 
campfire talks can foster deeper connections. Using “me-focused” 
sentences and nonjudgmental language in feedback helps build 
trust and emotional depth6. Also, maintaining healthy and friend-
ly workplace relationships is crucial for personal and professional 
growth.

6 Petriglieri, G., Wood, J. D., & Petriglieri, J. L. (2011). Up close and personal: Building foundations for 
leaders’ development through the personalization of management learning. Academy of Management 
Learning & Education, 10(3), 430-450. DOI: 10.5465/amle.2010.0033
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Newt’s Struggle with Perfectionism
Newt, a Sales Manager at a service-focused company selling to large 
corporations, always appeared impeccably well-dressed, well-man-
nered, friendly, and polite, with just the right amount of flair and hu-
mor to create a comfortable ambiance around him. Anyone with ex-
perience in reading people might think Newt had everything figured 
out and kept everything under control, never missing a deadline and 
consistently delivering 110%.

However, after a few coaching sessions, Newt revealed his internal 
struggles. Keeping up this manufactured image of perfection was 
exhausting, and he often felt isolated in his role. The emotional toll 
of striving for perfection was just one aspect; there was also a sig-
nificant business impact. His perfectionism burdened productivity, 
efficiency, and open communication.

In any system, smooth operation is hindered when individuals con-
stantly check and re-check their output, stifling workflow. To address 
perfectionism, it is essential to understand its underlying causes. 
The need for a perfect outcome, whether it be a report, a meeting, or 
a product, stems from some fear:

 • Internal Fear: Fear of not meeting one’s often unrealistic 
expectations.

 • External Fear: Fear of punishment.
At the root, what does one really fear?  The answer is often fear of 
judgment and becoming unworthy.7.

7 Hamachek, D. E. (1978). Psychodynamics of Normal and Neurotic Perfectionism. Psychology: A 
Journal of Human Behavior.
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To manage perfectionism, Newt needed clarity around a ‘minimum 
viable outcome’ or a “good enough” result. Identifying the diminish-
ing returns on additional effort and understanding how each task 
fits into a more extensive process or goal was crucial. With the help 
of peers and managers, he reprioritized goals, tasks, and sub-tasks, 
assigning a minimum viable outcome to each.

Understanding the Rule of Diminishing Returns8 in 
Resource Management

The ultimate goal is continuously improving while constantly 
measuring the resources needed for the next level. For example, 

it might take 20 hours to become 80% proficient in a skill, 
but the last 20% may require an additional 15 hours. At this 
point, you must ask yourself: Is it worth it? Or is reaching 

80% proficiency enough to achieve your goals? The 15 hours 
saved can be utilized more efficiently in other areas. The 

rule of diminishing returns is valid in resource management, 
emphasizing that additional effort beyond a specific point yields 

progressively smaller gains.

8 Liebhafsky, H. H. (1968). The Nature of Diminishing Returns. American Journal of Economics and 
Sociology.
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Additional Tools and Guides

1. Minimum Viable Outcome Guide

Purpose: Helps to define and focus on achieving “good enough” re-
sults.

Key Elements:
 • Set Clear Criteria: Define what is essential for a task to be 

considered complete.

 • Avoid Perfectionism: Aim for functionality and practicality 
rather than perfection.

 • Evaluate Impact: Assess the impact of additional effort on 
overall goals.

Examples:
 • “A draft that conveys the main ideas is sufficient for the initial 

review.”

 • “A simple, clear presentation is better than a detailed but 
confusing one.”

2. Diminishing Returns Awareness Tool

Purpose: Helps to recognize when the additional effort is no longer 
productive.

Key Elements:
 • Identify Effort vs. Benefit: Track the time spent versus the 

improvement gained.
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 • Set Time Limits: Allocate specific times for tasks to avoid 
overinvestment.

 • Prioritize High-Impact Activities: Focus on tasks that 
significantly contribute to goals.

Examples:
 • “After 2 hours, assess if further time investment will 

substantially improve the outcome.”

 • “Limit review time to 30 minutes to ensure efficiency.”

3. Big Picture Perspective Guide

Purpose: Encourage readers to focus on overarching goals rather 
than getting lost in details.

Key Elements:
 • Map Out Goals: Visualize how individual tasks contribute to 

larger objectives.

 • Stay Outcome-Focused: Keep the end goal in mind to 
maintain perspective.

 • Delegate When Possible: Assign detailed tasks to team 
members to free up time for strategic planning.

Examples:
 • “This report supports our quarterly objectives; ensuring it’s 

clear and on time is more important than perfecting every 
detail.”

 • Delegate detailed tasks to team members and focus on 
strategic oversight.
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4. Supportive Reprioritization Template

Purpose: Provide a framework for reprioritizing tasks with the help 
of peers and managers.

Key Elements:
 • Collaborative Discussion: Engage with team members to 

identify priorities.

 • Set Realistic Goals: Agree on what is essential and achievable.

 • Regular Check-Ins: Schedule follow-up meetings to adjust 
priorities as needed.

Template:

Hi [Team/Manager’s Name],

I’ve been reflecting on our current tasks and goals and believe 
we could benefit from a reprioritization discussion. Here are 
some initial thoughts on what we might focus on:

 • Key priorities for this quarter

 • Essential tasks vs. nice-to-have tasks

 • Realistic timelines for each task
Let’s schedule a meeting to discuss and agree on our 
priorities. Looking forward to your input!

Best regards,
[Your Name]
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Conclusion
Newt struggled with maintaining a perfect image, which was men-
tally exhausting and made him feel isolated. This perfectionism 
hindered his productivity and efficiency, affecting his overall perfor-
mance and communication within the team.

The constant need to be perfect stems from internal fears of not 
meeting personal expectations and external concerns of punish-
ment. This fear leads to a relentless pursuit of perfection, causing 
stress, burnout, and a sense of unworthiness when perfection is not 
achieved.

To handle perfectionism, Newt focused on achieving a ‘minimum 
viable outcome’ and understanding the larger goals. He identified 
when additional effort yielded diminishing returns and reprioritized 
tasks with the help of peers and managers. By setting realistic expec-
tations and focusing on the bigger picture, he reduced the pressure 
of perfectionism and improved his overall well-being and perfor-
mance.

Personal note from the author:

Overcoming perfectionism is challenging, and many of my clients 
struggle with it. They recognize how this obstacle affects their effi-
ciency and productivity, yet they often feel incapable of letting it go. 
Even when they consciously decide to change, they find it difficult. 
Why? Because perfectionism is deeply rooted in their personality 
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and closely connected to their internal value system, often stem-
ming from childhood role models.

If you experience this, remember to be patient and consistent in your 
efforts to overcome it. Change takes time, but with persistence and 
self-compassion, it is possible to move beyond perfectionism and 
achieve a healthier balance in your professional and personal life.
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The Meeting Trap
Meetings often become a productivity sinkhole in organizations. All 
the clients I’ve worked with have struggled with this issue. Employ-
ees frequently find themselves in meetings with no clear agenda, no 
specific goal, and often no tangible outcome. When I worked as a 
Sales Manager for an international TelCo company, we used to joke 
about these meetings, calling them “occasions where people working 
together moved to another room to carry on talking.” They were al-
most always a waste of time.

According to research by organizational psychologist Steven Rogel-
berg9, there are approximately 55 million meetings in the USA daily. 
Participants say nearly half of those meetings conclude with no real 
benefit. Imagine the hidden costs involved—add up all the hourly 
salaries spent on these unproductive gatherings. 

Effective meetings ensure they are productive, engaging, and have 
clear, actionable outcomes. Facilitation requires practical strate-
gies and strong emotional intelligence to foster a collaborative and 
goal-oriented environment.

Identifying the Problem

Why do people schedule and participate in these unnecessary and 
unproductive meetings? One practical reason is that many manag-
ers receive little formal training in facilitating effective meetings. 

9 https://www.forbes.com/sites/peterhigh/2019/11/25/half-of-all-meetings-are-a-waste-of-timeheres-
how-to-improve-them/?sh=6ef224032ea9
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While there are numerous infographics, good intentions, tactics, 
and action plans for efficient meetings, more than tools are needed 
to provide a long-lasting solution. An agenda by itself won’t guaran-
tee a high-quality, beneficial meeting.

The Soft-Skill Aspect

Interestingly, the soft-skill aspect of meetings is more complex. Man-
agers are seldom taught how to communicate intentionally. All prac-
tical tips require a prerequisite: the facilitator needs a higher level 
of emotional intelligence. Meetings become more productive when 
participants feel camaraderie and partnership and have a common 
goal for the occasion. 

Practical Tips for Effective Meetings

 • Time Management: Don’t automatically schedule a meeting for 
one hour. If there are only a few quick topics, book 30 minutes. 
The time pressure will keep everyone engaged.

 • Clear Agenda: When booking the meeting and sending the 
invite, always include the agenda and the expected outcome. 
This primes the participants’ thoughts and keeps them focused. 
Example: “Today’s meeting agenda includes discussing project 
milestones and assigning new tasks. Our goal is to finalize the 
timeline.”

 • Communication Rules: Establish clear ground rules for 
communication, allowing the facilitator to interrupt if the 
discussion goes off-topic. For example, “If we go off-topic, I’ll 
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bring us back to the agenda to ensure we cover everything 
within our time limit.”

 • Two Pizza Rule: Jeff Bezos’s rule suggests that if two pizzas can’t 
feed the room, too many people are invited. Large meetings tend 
to be unproductive, and not everyone can contribute. “Following 
the two-pizza rule, we’ll keep our meeting small and focused, 
inviting only those directly involved in the project.”

 • In-Person Meetings: Whenever possible, hold meetings in 
person. Online meetings are more challenging, and participants 
can quickly become distracted or mentally check out. “Let’s 
have our next brainstorming session in the conference room to 
encourage more interactive discussions.”

 • Feedback: Ask for feedback at the end of the meeting. Do 
participants feel it was productive or effective? Did they get 
answers to their questions? Leaving a meeting feeling unseen or 
unheard is very demotivating. Example: “Before we wrap up, does 
everyone feel we covered all key points? Is there any feedback on 
how we can improve our meetings?”

Additional Tools and Guides
1. Effective Meeting Checklist

Purpose: Provide a step-by-step guide to ensure meetings are pro-
ductive and goal-oriented.
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Meeting Checklist:
 • Agenda: Defined and shared in advance

 • Time: Scheduled appropriately (e.g., 30 minutes)

 • Participants: Essential team members only

 • Communication: Clear rules established

 • Clearly defined outcome from the meeting

 • Feedback: Requested at the end

2. Feedback Request Template

Purpose: Provide a framework for collecting constructive feedback 
after meetings.

Key Elements:
 • Specific Questions: Focus on productivity, effectiveness, and 

areas for improvement.

 • Anonymity Option: Allow anonymous feedback for honest 
input.

 • Follow-up: Discuss feedback in the next meeting to implement 
improvements.

Key Elements:
 • Set a Clear Agenda: Define the purpose and objectives.

 • Time Management: Allocate appropriate time slots for each 
agenda item.

 • Participant Selection: Invite only necessary participants.

 • Communication Rules: Establish guidelines for discussion.

 • Feedback Loop: Collect feedback post-meeting.

Example:
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Hi [Team],

Thank you for attending today’s meeting. We value your 
feedback to help us improve our meeting processes. Please 
take a moment to answer the following questions:

 • Was the meeting agenda clear and helpful?

 • Did you feel the meeting was productive and effective?

 • Were all your questions answered?

 • How can we improve future meetings?
You can reply directly or submit your feedback anonymously 
[link].

Best regards,
[Your Name]

Template:

3. Meeting Facilitation Skills Guide

Purpose: Equip managers with communication skills and best 
practices to facilitate effective and engaging meetings. If needed, 
bring in an expert in this field or a coach who will teach these new 
skills.

Key Elements:
 • Preparation: Plan and prepare thoroughly.

 • Engagement: Use techniques to keep participants engaged.

 • Control: Manage the meeting flow and keep discussions on 
track.

 • Summary: Summarize key points and action items at the end.
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Conclusion
Meetings often need more apparent agendas, goals, and tangible 
outcomes, leading to unproductive and time-wasting sessions. Man-
agers need to be trained in effective meeting facilitation, exacerbat-
ing the problem.

Unproductive meetings drain resources and demotivate employees. 
Participants leave meetings feeling unseen, unheard, and frustrated 
by the lack of progress and clarity.

To improve meeting effectiveness, managers should adopt practical 
strategies such as setting clear agendas, managing time efficiently, 
establishing communication rules, and limiting the number of par-
ticipants. Additionally, developing emotional intelligence is crucial 
to foster a collaborative and goal-oriented meeting environment.

Examples:
 • “Start with a brief icebreaker to engage participants.”

 • “Summarize key decisions and next steps at the end of the 
meeting.”
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The Paralysis of Indecision
Obstacles to running a successful business can arise from every 
corner, but the most significant challenge often comes from the top 
management. Inconsistent decision-making at the highest level is 
a dangerous burden for any organization. This inconsistency mani-
fests in two key forms:

 • Inability to Decide: This is often fueled by the fear of making 
a wrong decision, which threatens the image of the perfect top 
leader.

 • Decisions Being Overwritten: Signaling an unclear vision 
and lack of direction.

Organizational members find it extremely hard to cope with such 
indecision and quickly lose motivation and trust in management10.

At the beginning of my contract with a company, the assessment 
phase revealed that mid-level management was demotivated and un-
willing to take responsibility for their actions. However, deep inter-
views uncovered that top management had a bad habit of constantly 
overwriting their previous decisions. This created an environment 
of fear and uncertainty, where mid-level managers were scared to 
engage in meaningful activities, resulting in a significant loss of pro-
ductivity. The air of uncertainty stifled progress, leading to a culture 
of blame, where managers pointed fingers at each other or external 
circumstances for the lack of results.

10 Edmondson, A. C. (1999). Psychological safety and learning behavior in work teams. Administrative 
Science Quarterly, 44(2), 350-383. DOI: 10.2307/2666999
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To address this issue, we organized a two-day workshop involving 
all levels of management. It took time, but we eventually articulated 
a clear vision and mission statement and identified the goals for the 
given year. This provided much-needed direction for the organiza-
tion. With this clarity, mid-level managers could break down their 
personal and team goals and establish the boundaries of their re-
sponsibilities. They were empowered to make their own decisions, 
and top management learned to trust and rely on their skilled man-
agers.

Understanding the Impact of  
Inconsistent Decision-Making

Inconsistent decision-making by top management can cripple 
an organization11. When leaders are indecisive or frequently 

overwrite their previous decisions, it creates a sense of 
instability and uncertainty. This environment stifles motivation, 

as employees feel their efforts may be in vain. Consistent 
decision-making, on the other hand, fosters a sense of direction 

and trust, which is essential for organizational success. Top 
management must develop a clear vision and stick to their 

decisions to empower their teams and drive progress.

11 Pfeffer, J., & Sutton, R. I. (2006). Hard Facts, Dangerous Half-Truths, and Total Nonsense: Profiting 
from Evidence-Based Management. Harvard Business Review Press.
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Implementable Takeaways
1. Establish a Clear Vision and Mission:

 • Organize workshops or meetings to define the organization’s 
vision and mission, ensuring all levels of management are 
involved.

 • Example: “Let’s take a day to brainstorm and clearly articulate 
our vision and mission for the coming year.”

2. Set Specific Goals:
 • Break down the vision into specific, achievable goals for each 

department and manager.

 • Example: “Based on our mission, let’s set quarterly goals each 
team can work towards.”

3. Empower Managers:
 • Encourage mid-level managers to make decisions within their 

areas of responsibility and support them in taking ownership 
of their roles.   

 • Example: “You have expertise in your area; we trust you to 
make the best decisions to achieve our goals.”

4. Maintain Consistency:
 • Top management should commit to their decisions and avoid 

frequent changes that can undermine trust and progress.

 • Example: “Once we decide, let’s stick with it unless there’s a 
compelling reason to change.”
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Additional Tools and Guides

1. Vision and Mission Workshop Guide

Purpose: Help the organization conduct effective workshops to 
define their vision and mission.

Key Elements:
 • Preparation: Gather input from all levels of management 

beforehand.

 • Facilitation: Use skilled facilitators to guide discussions.

 • Outcome: Ensure clear, concise vision and mission statements 
are agreed upon.

Example Agenda:

Workshop Agenda:
1. Introduction and Purpose
2. Brainstorming Session
3. Defining Vision and Mission Statements
4. Setting Organizational Goals
5. Next steps (action plan)
6. Feedback and Finalization

2. Goal Setting Template

Purpose: Provide a framework for setting specific, achievable goals 
based on the organization’s vision and mission.
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Key Elements:
 • SMART Goals: Ensure goals are Specific, Measurable, 

Achievable, Relevant, and Time-bound.

 • Departmental Alignment: Align goals with departmental 
capabilities and resources.

 • Review and Adjust: Regularly review progress and adjust 
goals as necessary.

Template:

Goal Setting Template:
 • Goal: [Define the specific goal]

 • Measurable Outcome: [How will success be measured?]

 • Achievability: [What resources are needed?]

 • Relevance: [How does this align with the vision and 
mission?]

 • Timeframe: [Set a clear deadline]

3. Decision-Making Empowerment Guide

Purpose: Help top management empower mid-level managers to 
make decisions confidently.

Key Elements:
 • Delegation: Clearly define areas of responsibility.

 • Support: Provide resources and support for decision-making.

 • Accountability: Establish accountability mechanisms without 
undermining trust.
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Examples:
 • “You are responsible for the marketing strategy; please 

proceed with the plan and keep us updated.”

 • “We trust your judgment on this project. Let us know if you 
need any additional resources.”

4. Consistency Commitment Checklist

Purpose: Ensure top management maintains consistency in their 
decisions to build trust and progress.

Key Elements:
 • Decision Log: Keep a record of major decisions and their 

rationales.

 • Review Process: Regularly review decisions to ensure 
alignment with the vision.

 • Communication: Clearly communicate the reasons for any 
necessary changes.

Checklist:

Consistency Commitment Checklist:
 • Record decisions and rationales

 • Review alignment with vision quarterly

 • Communicate changes and reasons

 • Reinforce commitment to consistent decision-making
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Conclusion
Inconsistent decision-making by top management creates an en-
vironment of instability and uncertainty, leading to demotivation 
among mid-level managers12. This indecision can stem from a fear of 
making bad decisions or a lack of clear vision, resulting in frequent 
overwriting of previous decisions.

This inconsistency leads to a lack of progress, as mid-level manag-
ers become fearful of engaging in meaningful activities and taking 
responsibility. The culture of blame intensifies, and the organization 
becomes stuck in a cycle of finger-pointing and externalizing failure.

To address this issue, we organized a two-day workshop involving all 
levels of management to articulate a clear vision and mission state-
ment and set goals for the year. This provided direction and clarity, 
enabling mid-level managers to break down their goals and estab-
lish clear boundaries of responsibility. Top management learned to 
trust their managers, fostering an environment of trust and progress.

12 Eisenberger, R., Fasolo, P., & Davis-LaMastro, V. (1990). Perceived Organizational Support and 
Employee Diligence, Commitment, and Innovation. Journal of Applied Psychology.
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The Importance of a Clear Vision
An organization’s vision is its north star, guiding everyone within the 
company. It’s the shining light that helps you and your team choose 
between options, define goals, and make difficult decisions. Why? 
Because the vision incorporates the values that drive the organiza-
tion. Without a vision, a company cannot articulate its strategy and 
is left to be led by external circumstances, losing control in the pro-
cess. This lack of direction trickles down through the organization, 
leading to a loss of ownership and responsibility among employees13.

Although having a clear and precise vision is crucial, few companies 
achieve this. Articulating a vision can be daunting, but it is essential 
for maintaining control and direction. Think of your organization as 
a person with traits. How would it behave, think, and feel? Giving it 
a personality might make it easier to create a clear vision. Always 
build this vision from your core values—those that are non-negotia-
ble.

13 Collins, J. C., & Porras, J. I. (1996). Building Your Company’s Vision. Harvard Business Review.
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Once you have articulated and identified with the vision, you can 
begin to define your main goals. Various methods help with goal set-
ting, but remember, these tools are only effective if they become part 
of the organization’s everyday life. You have to walk the talk!

Implementable Takeaways
1. Define Your Vision:

 • Envision your organization as a person with distinct traits and 
behaviors.

 • Example: “If our organization were a person, it would be 
innovative, resilient, and customer-focused. Our vision should 
reflect these traits.”

2. Root Vision in Core Values:
 • Identify the non-negotiable values that drive your organization 

and build your vision from these.

 • Example: “Our vision is to be a leader in sustainable 
technology, driven by integrity, innovation, and excellence.”

3. Set Clear Goals:
 • Use the vision to define specific, measurable, and achievable 

goals.

 • Example: “Based on our vision, our goal is to reduce our 
carbon footprint by 50% over the next five years.”

4. Integrate Vision into Daily Practices:
 • Ensure that the vision and goals become part of the 

organization’s everyday life by consistently referencing and 
reinforcing them.



76

 • Example: “In every team meeting, we need to remind 
ourselves and the team how our current projects align with 
our vision and values.”

Additional Tools and Guides

1. Vision Articulation Guide

Purpose: Help leaders articulate a clear and compelling vision for 
their organization.

Key Elements:
 • Envision the Organization as a Person: Define traits and 

behaviors.

 • Identify Core Values: List non-negotiable values.

 • Draft the Vision Statement: Combine traits and values into a 
clear vision.

Example:

Vision Articulation Steps:
 • Traits: Innovative, Customer-focused, Resilient

 • Core Values: Integrity, Sustainability, Excellence

 • Vision Statement: “To lead in sustainable technology 
with integrity, innovation, and excellence, always putting 
our customers first.”
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2. Goal Setting Methods Guide

Purpose: Provide various methods to set clear and achievable 
goals.

Key Elements:
 • SMART Goals: Ensure goals are Specific, Measurable, 

Achievable, Relevant, and Time-bound.

 • OKRs (Objectives and Key Results): Define objectives and 
track progress with key results.

 • Balanced Scorecard: Align goals with strategic objectives 
across different perspectives (financial, customer, internal 
processes, learning, and growth).

Examples:
 • SMART Goal: “Increase customer satisfaction by 20% within 

the next year.”

 • OKR: “Objective: Improve product quality. Key Result: Reduce 
defect rate by 30%.”

3. Vision Integration Checklist

Purpose: Ensure the vision is consistently integrated into daily 
practices and decision-making. Add this checklist to monthly or 
quarterly review meetings.

Key Elements:
 • Communication: Regularly communicate the vision to all 

employees.
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 • Alignment: Ensure that most projects and initiatives align 
with the vision.

 • Review and Reinforcement: Regularly review progress towards 
the vision and reinforce its importance.

Checklist:

Vision Integration Checklist:
 • Vision communicated in team meetings

 • Projects aligned with vision

 • Regular progress reviews

 • Vision reinforced in performance evaluations

4. Vision and Goal Alignment Worksheet

Purpose: Help teams align their goals with the organization’s 
vision.

Key Elements:
 • Vision Statement: Restate the organization’s vision.

 • Department Goals: Define department-specific goals that 
align with the vision.

 • Action Plans: Create action plans to achieve these goals.

Worksheet:
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Vision and Goal Alignment Worksheet:
Vision Statement: [Organization’s Vision]
Department Goal: [Define goal]
Action Plan: [List actions to achieve goal]

Conclusion
Organizations struggle to articulate their strategy and make in-
formed decisions without a clear vision. This leads to a reactive ap-
proach driven by external circumstances, resulting in a loss of con-
trol and disengagement among employees.

The absence of a guiding vision causes confusion and uncertain-
ty within the organization. Employees lose their sense of ownership 
and responsibility, decreasing motivation and productivity. The lack 
of direction stifles progress and hampers the ability to achieve long-
term goals.

To address this issue, articulate a clear vision for your organization. 
Think of your organization as a person with traits and build the vi-
sion from non-negotiable core values. Use this vision to guide de-
cision-making and goal-setting. Implement goal-setting tools and 
ensure they become part of the organization’s everyday practices, 
reinforcing the vision and maintaining direction.  Don’t forget to in-
corporate values and vision into your daily activities. 
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The Chaos of Unclear Responsibilities
Unclear responsibilities are a common problem in fast-growing 
companies. The transition from a small collective to a larger group 
can only happen smoothly if every participant establishes and un-
derstands the rules, roles, and responsibilities.

During the assessment phase of my contract with a medium-sized 
company, every middle manager highlighted the need for clear re-
sponsibilities. In the last 6-12 months, many new positions were cre-
ated, but the managers in these roles were unsure where their au-
thority began and ended. This uncertainty created a lot of internal 
conflict, and tasks often fell through the cracks. Managers started to 
close off, and the flow of communication became fuzzy and unclear. 
Eventually, colleagues’ motivation declined, and they began to ac-
cept the dysfunctional status quo.

When employees or managers are caught in the web of role ambigu-
ity, their productivity, commitment to problem-solving, and overall 
efficiency take a hit. The persistent uncertainty becomes a signif-
icant demotivator, demanding immediate attention from all deci-
sion-makers to address the root causes.

Research shows that role ambiguity, where employees are uncertain 
about their job responsibilities, can significantly impact organiza-
tional effectiveness. It leads to confusion, reduced motivation, and 
increased conflict within teams, which aligns with the issues ob-
served in the assessment phase. 
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Addressing role ambiguity by clearly defining roles and responsi-
bilities is essential for maintaining productivity and morale as the 
company grows. By establishing clear boundaries of authority and 
communication channels, organizations can prevent tasks from fall-
ing through the cracks and foster a more cohesive and motivated 
workforce14.

Fast-growing companies, as part of their expansion, must create new 
roles. However, these roles must come with clear directives and goals 
that align with the overall strategy. It’s crucial to discuss responsibil-
ity levels and, most importantly, understand the synergies between 
roles to create a cohesive and efficient workforce.

14 Rizzo, J. R., House, R. J., & Lirtzman, S. I. (1970). Role conflict and ambiguity in complex 
organizations. Administrative Science Quarterly, 15(2), 150-163. DOI: 10.2307/2391486

Implementable Takeaways
1. Define Clear Roles and Responsibilities:

 • Establish and communicate the specific duties and authority 
of each role.

 • Example: “Each manager should have a written job description 
outlining their responsibilities and decision-making authority.”

2. Align Roles with Strategy:
 • Ensure that the goals of each role align with the company’s 

overall strategy.

 • Example: “Set goals for each role that directly contribute to 
the company’s strategic objectives, such as increasing market 
share or improving customer satisfaction.”
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3. Facilitate Open Communication:
 • Encourage regular communication between managers to 

clarify roles and responsibilities.

 • Example: “Hold weekly meetings where managers can discuss 
their responsibilities and any overlaps or gaps.”

4. Understand Role Synergies:
 • Identify and leverage the synergies between roles to enhance 

collaboration and efficiency.

 • Example: “Create cross-functional teams for projects that 
require input from multiple departments, ensuring clear 
responsibilities for each team member.”

Additional Tools and Guides

1. Role Definition Template

Purpose: Help organizations define and communicate each role’s 
specific duties and responsibilities.

Key Elements:
 • Role Title: Define the title of the role.

 • Responsibilities: List the primary duties and responsibilities.

 • Authority: Specify the decision-making authority associated 
with the role.

 • Goals: Align the role’s goals with the overall strategy.

Template:
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Role Definition Template:
 • Role Title: [Title]

 • Responsibilities: [List primary duties]

 • Authority: [Define decision-making power]

 • Goals: [Align with company strategy]

2. Communication Facilitation Guide

Purpose: Encourage open communication between managers 
to clarify roles and responsibilities. This will encourage cross-
divisional synergy and help with workflow and process efficiency.

1. Key Elements:
a. Regular Meetings: Schedule regular meetings to discuss roles 

and responsibilities.
b. Feedback Mechanisms: Implement feedback mechanisms to 

identify and resolve role conflicts.

2. Documentation: 
Keep records of discussions and agreed-upon responsibilities.

3. Examples:
a. “Schedule a weekly team huddle to review and clarify roles and 

responsibilities.”
b. “Implement a feedback system where managers can report any 

role conflicts or ambiguities.”
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3. Goal Alignment Worksheet

Purpose: Ensure that the goals of each role are aligned with the 
company’s overall strategy and goals.

Key Elements:
 • Strategic Objectives: List the company’s strategic objectives.

 • Role Goals: Define specific goals for each role that support the 
strategic objectives.

 • Measurement: Establish metrics to measure the achievement 
of these goals.

4. Synergy Identification Tool

Purpose: Identify and leverage the synergies between different 
roles.

Key Elements:
 • Role Mapping: Map out the responsibilities of different roles.

 • Overlap Analysis: Identify areas of overlap and potential 
collaboration.

 • Action Plan: Develop action plans to leverage synergies.
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Conclusion
Unclear responsibilities in fast-growing companies create confu-
sion, internal conflict, and poor communication. This leads to tasks 
falling through the cracks and declining employee motivation and 
productivity.

Managers and employees become demotivated and less efficient 
when unsure of their roles and responsibilities. The constant feeling 
of uncertainty prevents them from performing at their best and hin-
ders the company’s overall growth.

Companies must establish clear roles and responsibilities for each 
position to address this issue. New roles should have clear directives 
and goals aligned with the overall strategy. Discussions about re-
sponsibility levels and understanding the synergies between roles 
are crucial for ensuring smooth operations and motivated employ-
ees. A yearly review is highly recommended; just because life hap-
pens, circumstances on a macro level can change, which will impact 
the organization’s strategy. So, the roles and responsibilities should 
reflect these impacts by staying flexible to change.



87

True  
Delegation

11

Empowering Your Team

True  
Delegation

Empowering Your Team



88

The Challenge of True Delegation
Delegating tasks is a common challenge for managers, but there is 
an underlying risk that many overlook. When a manager assigns a 
task, they also hand over the responsibilities that come with it. Every 
task involves inherent micro-decisions, which must remain with 
the assignee for them to internalize their responsibilities. Growth 
only comes from making decisions, learning from mistakes, and 
gaining experience.

I’ve seen many managers fall into the trap of delegating tasks, not 
responsibilities. This behavior often stems from several emotions:

 • Maximalism: “I know it better; my choice is better!”

 • Fear of Failure: “What if they make a bad decision?”

 • Lack of Trust: “They are incapable of delivering the needed 
results!”

For instance, consider a manager who delegates a project but con-
stantly steps in to correct the micro-decisions or overtakes the crit-
ical parts. This behavior undermines the assignee’s ability to grow 
and learn. The manager may be able to delegate, but they fail to 
relinquish control, preventing the assignee from developing their 
problem-solving skills and confidence.

Managers must hand over all responsibility, including decision-mak-
ing, to truly delegate. Managers should be supportive if the assignee 
seeks suggestions or directions but refrain from providing the an-
swers. Instead, they should let the assignee figure it out on their own 
to foster growth and learning. 
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Allowing team members to make decisions, even if they occasional-
ly fail, fosters resilience, problem-solving skills, and confidence. True 
delegation empowers employees, builds trust, and creates a more 
dynamic and capable team15.

15 Mayer, R. C., & Gavin, M. B. (2005). Trust in Management and Performance: Who Minds the Shop 
while the Employees Watch the Boss?. Academy of Management Journal, 48(5), 874-888. DOI: 10.5465/
amj.2005.18803928

Implementable Takeaways
1. Fully Delegate Responsibilities:

 • When assigning a task, ensure that decision-making 
authority is also delegated. Clearly define the responsibilities 
accompanying the role and the decisions.

 • Example: “I’m assigning you this project, and I trust you to 
make the necessary decisions to complete it successfully.”

2. Encourage Independent Problem-Solving:
 • Support team members by offering guidance without 

providing direct answers.

 • Example: “If you encounter any challenges, feel free to discuss 
them with me, but I want you to come up with your solutions.”

3. Build Trust:
 • Show trust in your team members’ abilities by refraining from 

constantly checking or correcting their decisions.

 • Example: “I trust your judgment on this task. Let me know how 
it progresses or if you need help!”



90

4. Learn from Failures:
 • Allow team members to learn from their mistakes and use 

failures as growth opportunities.

 • Example: “Mistakes are part of the learning process. What 
did you learn from this experience that can help you in the 
future?”

Additional Tools and Guides

1. Delegation Checklist

Purpose: Ensure managers fully delegate tasks and responsibilities.

Key Elements:
 • Task Assignment: Clearly define the task and its objectives.

 • Responsibility Transfer: Explicitly state that decision-making 
authority is delegated.

 • Support Mechanism: Establish a support system without 
micromanaging.

Checklist:

Delegation Checklist:
Task: [Define task]
Objectives: [Outline goals]
Responsibility Transfer: [State decision-making authority]
Support Mechanism: [Outline support system]
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2. Independent Problem-Solving Guide

Purpose: Encourage team members to solve problems 
independently.

Key Elements:
 • Guidance vs. Answers: Provide direction without giving 

solutions.

 • Encourage Critical Thinking: Ask questions that prompt team 
members to think critically.

 • Reflection: Encourage team members to reflect on their 
decisions.

Examples:
 • “What are the possible solutions you’ve considered for this 

problem?”

 • “How do you plan to address this challenge?”

3. Trust-Building Strategies

Purpose: Build trust between managers and their team members.

Key Elements:
 • Communicate Trust: Explicitly express trust in team 

members’ abilities.

 • Empower Decisions: Allow team members to make and own 
their decisions.

 • Provide Constructive Feedback: Offer feedback that fosters 
growth and confidence.
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Examples:
 • “I trust your expertise in handling this task.”

 • “Your decision to approach the problem this way was 
insightful. Let’s discuss what worked and what can be 
improved.”

4. Learning from Failures Framework

Purpose: Help team members learn and grow from their mistakes.

Key Elements:
 • Acknowledge Mistakes: Create a culture where mistakes are 

seen as learning opportunities.

 • Reflect and Analyze: Encourage team members to reflect on 
what went wrong and why.

 • Plan for Improvement: Develop action plans to avoid similar 
mistakes.

Framework:

Learning from Failures Framework:
 • Acknowledge: [Discuss the mistake]

 • Reflect: [Analyze what went wrong]

 • Learn: [Identify lessons learned]

 • Plan: [Develop an improvement plan]
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Conclusion
Many managers struggle with delegating responsibilities along with 
tasks. Failure to fully delegate decision-making authority under-
mines team members’ growth and development.

When managers retain control over decisions, it prevents team 
members from internalizing their responsibilities and learning from 
their experiences. This lack of trust and opportunity stifles growth, 
leading to a less capable and confident team.

Managers must fully delegate responsibilities, including deci-
sion-making authority, to their team members. Managers can foster 
an environment of growth and learning by supporting and guiding 
without providing direct answers. Trusting team members to make 
decisions empowers them and enhances their problem-solving skills.
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Valuing Opinions: Ensuring Superiors 
Act on Feedback
All groups of people want to be seen and heard, and this is true for 
business organizations as well. When employees contribute their 
ideas or suggestions, it is crucial that these are considered. Ignor-
ing these inputs devalues the person’s opinion and raises negative 
emotions.

I recall coaching two executive managing directors who strongly 
emphasized their “we are family” and “everyone counts” values. Em-
ployees were encouraged to provide opinions and suggestions, and 
lengthy brainstorming meetings were held. Initially, these meetings 
were vibrant, with many ideas being shared. However, over time, the 
suggestions stopped coming, and these brainstorming sessions be-
came quiet, with almost everyone remaining passive.

The executives needed to understand this change and sought my 
help. During a quick assessment, it became clear that the employ-
ees and mid-managers felt their opinions and suggestions carried 
no weight. Regardless of what they suggested, the top managers 
consistently implemented their ideas, even in areas with little to no 
expertise. Despite expressing some contemplation, they ultimately 
stuck with their own opinions, disregarding the input from senior 
professionals or heads of specific fields.
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The Importance of Acting on Feedback in Leadership
In any organization, the value of employee input cannot be 

overstated. When employees feel that their opinions and 
suggestions are valued and acted upon, it fosters a culture of 

engagement, trust, and innovation. Conversely, when feedback 
is consistently ignored or overridden by superiors, it leads to 
disengagement, frustration, and a lack of motivation. Leaders 

must actively listen and consider the insights provided by 
their teams, leveraging their expertise to make informed 

decisions. This validates the employees’ contributions and 
enhances overall organizational effectiveness.16

16 Morrison, E. W. (2011). Employee Voice Behavior: Integration and Directions for Future Research. 
Academy of Management Annals, 5(1), 373-412. DOI: 10.5465/19416520.2011.574506

Implementable Takeaways

1. Actively Listen to Feedback:
 • Create a culture where feedback is genuinely heard and 

considered.

 • Example: “In our next meeting, let’s ensure we discuss each 
suggestion thoroughly and consider its merits before making 
any decisions.”

2. Implement a Feedback Evaluation Process:
 • Establish a structured approach to evaluate and act on 

suggestions.
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 • Example: “After each brainstorming session, we will review 
and categorize the suggestions and follow up with action 
plans for the most promising ideas.”

3. Communicate Decisions and Rationale:
 • Clearly communicate the decisions made and the rationale 

behind them, especially if certain suggestions are not 
implemented.

 • Example: “We decided to go with this strategy because it 
aligns better with our current resources, but we value all the 
input and will revisit some of the suggestions in our next 
phase.”

4. Leverage Expertise:
 • Recognize and leverage the expertise within the organization 

when making decisions.

 • Example: “Let’s rely on our marketing team’s insights for this 
campaign, as they have the most experience in this area.”

Additional Tools and Guides
1. Feedback Evaluation Framework

Purpose: Provide a structured approach to evaluate and act on 
employee feedback.

Key Elements:
 • Collect Feedback: Gather suggestions during meetings.

 • Categorize: Sort feedback by relevance and impact.



98

 • Evaluate: Assess the feasibility and potential benefits of each 
suggestion.

 • Action Plan: Develop plans for implementing the most 
promising ideas.

Framework:

Feedback Evaluation Framework:
 • Collect: [Gather suggestions]

 • Categorize: [Sort by relevance/impact]

 • Evaluate: [Assess feasibility/benefits]

 • Action Plan: [Develop implementation plans]

2. Active Listening Guide

Purpose: Help leaders develop active listening skills to understand 
better and value employee feedback.

Key Elements:
 • Focus: Pay full attention to the speaker and practice active 

listening.

 • Acknowledge: Show understanding through nodding and 
verbal affirmations.

 • Clarify: Ask questions to ensure comprehension.

 • Reflect: Summarize what was said to confirm understanding.

Examples:
 • "I hear you saying that this process is causing delays. Can you 

give me more details?"



99

 • "So, you suggest we try a different approach to improve 
efficiency. Is that correct?"

3. Decision Communication Template

Purpose: Ensure clear communication of decisions and their 
rationale to the team.

Key Elements:
 • Decision Summary: Outline the decision made.

 • Rationale: Explain the reasoning behind the decision.

 • Acknowledgment: Recognize all suggestions and input.

 • Next Steps: Outline the action plan moving forward.

Template:

Decision Communication Template:
 • Decision Summary: [Outline decision]

 • Rationale: [Explain reasoning]

 • Acknowledgment: [Recognize suggestions]

 • Next Steps: [Outline action plan]

4. Expertise Utilization Guide

Purpose: Help leaders recognize and leverage internal expertise 
when making decisions.

Key Elements:
 • Identify Experts: Recognize team members with specific 

expertise.
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 • Consult: Seek their input on relevant decisions.

 • Delegate: Empower experts to lead initiatives within their 
domain.

Examples:
 • “We have a technical issue; let’s consult our IT team for the 

best solution.”

 • “Our marketing team will lead this campaign, given their 
experience.”

Conclusion
Employees and mid-managers often feel that their opinions and sug-
gestions are not valued, leading to disengagement and passivity in 
brainstorming sessions and other collaborative efforts.

When feedback is consistently ignored or overridden by superiors, 
employees experience frustration, devaluation, and a lack of moti-
vation. This negative environment stifles creativity and reduces the 
willingness of employees to contribute ideas.

Leaders must actively listen to and consider the feedback provided 
by their teams. Implementing a structured approach to evaluate and 
act on suggestions can foster a culture of trust and engagement. By 
leveraging the expertise within the organization, leaders can make 
more informed decisions that validate employees’ contributions and 
enhance overall effectiveness. 
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Developing Leadership: Handling  
Promotion Pressures and Inexperience
When I started working with Alex, he was a Team Leader at the com-
pany. He was responsible for four consultants, relying on his intu-
ition and some past experiences at other employers. Management 
saw his untapped potential and prepared to promote him to head of 
the division. This new role involved overseeing three Team Leaders 
(his former peers) and participating in the company’s overall strat-
egy.

Alex was flabbergasted and scared. He felt honored by the oppor-
tunity, but during our coaching sessions, he confided that he felt 
alone. All the responsibilities seemed to be on his shoulders, yet he 
wasn’t receiving the necessary support from his superiors. His main 
fear was that his professional experience wasn’t sufficient to remain 
authentic and always have answers to his subordinates’ questions. 
Most of his team members were even more experienced in the tele-
communications hardware field.

Alex fell into the trap of not seeing the true requirements of a po-
sition at his new level. The higher you rise in an organization, the 
less you need to know about the field itself and the more you need 
to focus on people management. Every managerial role—depending 
on its level—requires a mix of professional skills (related to the com-
pany’s operations) and people skills (related to managing people)17.

17 Goleman, D. (1998). What Makes a Leader?. Harvard Business Review, 76(6), 93-102. DOI: 
10.1108/02683940810902508
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A well-functioning organization takes time to delineate these func-
tions at all levels and define the importance of each skill set within 
a given role. Establishing these guidelines alleviates the burden and 
stress for managers. This clarity highlights the required skill sets 
and personal development plans needed to fulfill the role effectively.

Implementable Takeaways
1. Define Role Requirements:

 • Establish and communicate the balance of professional and 
people skills required for each leadership level.

 • Example: “For the head of the division role, 60% of the focus 
should be on people management and 40% on technical 
knowledge.”

2. Provide Support and Resources:
 • Ensure new leaders have access to mentoring, coaching, and 

resources to develop their people management skills.

 • Example: “Pair newly promoted leaders with experienced 
mentors to guide them in their development.”

3. Encourage Open Communication:
 • Foster an environment where new leaders feel comfortable 

seeking support and sharing their concerns.

 • Example: “Hold regular check-in meetings where new leaders 
can discuss their challenges and receive feedback.”

4. Establish Personal Development Plans:
 • Create tailored development plans that focus on the specific 

skills needed for the new role.
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 • Example: “Develop a personal development plan that includes 
training in conflict resolution, team building, and strategic 
planning.”

Additional Tools and Guides

1. Role Requirements Framework

Purpose: Helps organizations define the balance of professional 
and people skills required for each leadership level.

Key Elements:
 • Skill Balance: Define the percentage of focus on professional 

vs. people skills.

 • Role Specifics: Detail the specific skills needed for the role.

 • Review and Adjust: Regularly review and adjust the framework 
as needed.

Framework:

Role Requirements Framework:
 • Role: [Title]

 • Professional Skills: [Percentage]

 • People Skills: [Percentage]

 • Specific Skills: [List of required skills]

 • Review Date: [Regular review schedule]
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2. Mentorship Program Guide

Purpose: Establish a mentorship program to support new leaders.

Key Elements:
 • Pairing Process: Match new leaders with experienced mentors.

 • Mentorship Goals: Define clear goals for the mentorship 
relationship.

 • Feedback Mechanisms: Implement regular feedback sessions 
to track progress.

Guide:

Mentorship Program Guide:
 • Pairing Process: [Criteria for matching mentors and 

mentees]

 • Goals: [Define specific goals for mentorship]

 • Feedback: [Schedule regular feedback sessions]

3. Open Communication Checklist

Purpose: Foster an environment of open communication for new 
leaders.

Key Elements:
 • Regular Check-Ins: Schedule regular 1-on-1 meetings to 

discuss challenges.

 • Safe Spaces: Create safe spaces for leaders to share concerns.

 • Feedback Loop: Establish a feedback loop to address issues 
promptly.
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Checklist:

Open Communication Checklist:
 • Check-Ins: [Regular meeting schedule]

 • Safe Spaces: [Designate areas or times for open 
discussion]

 • Feedback Loop: [Process for addressing feedback]

4. Personal Development Plan Template

Purpose: Create tailored development plans for new leaders.

Key Elements:
 • Skills Assessment: Identify current skill levels and areas for 

improvement.

 • Development Goals: Set specific, measurable goals for skill 
development.

 • Action Plan: Outline actions and resources needed to achieve 
goals.

Template:

Personal Development Plan:
 • Skills Assessment: [Current skill levels]

 • Development Goals: [Specific goals]

 • Action Plan: [Steps to achieve goals]

 • Resources: [Training, coaching, etc.]
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Conclusion
Newly promoted leaders often feel overwhelmed and unsupported, 
fearing their professional experience is insufficient to meet the de-
mands of their new roles. This can lead to stress, insecurity, and inef-
fective leadership.

When leaders focus too much on their lack of technical knowledge, 
they overlook the critical people management skills necessary for 
higher-level positions. This misunderstanding can prevent them 
from developing into effective leaders, exacerbating their feelings of 
inadequacy and isolation.

As leaders ascend the organizational hierarchy, the balance between 
professional skills and people management skills shifts. At higher 
levels, effective leadership increasingly relies on people manage-
ment skills rather than technical expertise. Understanding this shift 
is crucial for new leaders to navigate their roles successfully. 

Organizations must clearly define the balance of these skills re-
quired at each level, providing a framework that supports leaders in 
their development and helps them focus on the appropriate areas of 
growth.
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Countering Micromanagement:  
Restoring Responsibility and Motivation
Micromanagement is a common issue in organizations. It occurs 
when a manager oversees every task employees are doing, con-
stantly reviews every action taken, and advises employees on how 
to solve problems. This leads to reduced autonomy, stifled creativity, 
and declining motivation.

The tricky thing about micromanagement is that managers often 
think they are acting in the best interest of everyone because they 
want their employees to succeed and aim for the best outcomes for 
the corporation. However, the real triggers for micromanagement 
are often fear of failure, perfectionism, and a lack of trust.

Shortly after Steve became a manager, his Director started micro-
managing him. Initially, Steve felt good that his director was inter-
ested in his work. However, after a couple of months, he realized that 
the director was holding him back from doing meaningful work in-
dependently. He began to lose his motivation and felt that he was 
not trusted as a professional in the company.

When I started coaching Steven, we identified the micromanage-
ment issue and worked together to find solutions. The first step was 
to collect all the symptoms of micromanagement from Steve’s per-
spective:

Symptoms:
 • Steve felt like he was not a trusted employee.

 • His ideas and suggestions were not taken into consideration.
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 • He assumed the director was not accepting him in his role.

 • He noticed a decline in his personal motivation to come up 
with new ideas and solutions.

 • He felt more like an executioner, always implementing the 
director’s suggestions rather than a decision-maker.

After identifying these symptoms, we developed a unique commu-
nication strategy for Steve. The strategy involved Steve sitting down 
with his director to express his emotions and connect those to the 
symptoms. The next step was to propose a compromise: they would 
develop a feedback system where the director could receive the in-
formation needed to make higher-level decisions, but the execution 
and responsibility for everyday decisions would remain with Steve.

Steve explained that for him to stay motivated and innovative, he 
needed the freedom to create his own solutions and try them out, 
even if it meant occasionally making mistakes. Every leader under-
stands that employees learn from their mistakes and failures. Con-
stantly telling employees what to do stifles their creativity and will-
ingness to come up with their own solutions, eventually killing their 
job fulfillment.

As a leader, it is your obligation to understand the underlying causes 
that foster similar behavior. Micromanaging is a sly and subtle thing; 
often, managers aren’t even aware of conducting it, and employees 
don’t feel safe enough to talk about it18. Be aware of these symptoms, 
encourage the organization to identify them, and provide non-judge-
mental feedback to responsible parties. Stay humble, stay curious. 

18 Harris, L. C., & Ogbonna, E. (2001). Strategic human resource management, market orientation, 
and organizational performance. Journal of Business Research, 51(2), 157-166. DOI: 10.1016/S0148-
2963(99)00057-0
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Invest time and effort to understand the root of your perspective, 
and then direct your attention to the other person’s perspective. 

Implementable Takeaways
1. Identify Symptoms:

 • Recognize the signs of micromanagement in your team or 
organization.

 • Example: “Do you feel untrusted or unmotivated? Are your 
decisions frequently overridden?”

2. Open Communication:
Encourage open discussions about micromanagement and its 
impact on employees.
Example: “Schedule a meeting to openly discuss the effects of 
micromanagement with your team or manager.” 

3. Collaborate on Solutions:
 • Work together to develop a feedback system that satisfies 

both managerial oversight and employee autonomy.

 • Example: “Propose a feedback system where managers receive 
necessary information, but employees retain decision-making 
responsibilities.”

4. Set Boundaries:
 • Establish clear boundaries and agreements to prevent future 

micromanagement.

 • Example: “Create an agreement that outlines the roles and 
responsibilities and remind each other to adhere to it.”
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Additional Tools and Guides  
for Managers

1. Micromanagement Identification Checklist

Purpose: Help managers and employees identify symptoms of 
micromanagement.

Key Elements:
 • Trust Levels: Assess the level of trust between managers and 

employees.

 • Decision-Making: Evaluate the autonomy employees have in 
decision-making.

 • Creativity: Determine if creativity and innovation are being 
stifled.

Checklist:

Micromanagement Identification Checklist:
Trust Levels:     [High/Medium/Low]
Decision-Making Autonomy:  [High/Medium/Low]
Creativity and Innovation:   [Encouraged/Stifled]

2. Open Communication Guide

Purpose: Facilitate open discussions about micromanagement and 
its effects.
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Key Elements:
 • Preparation: Prepare talking points and examples.

 • Environment: Create a safe and non-judgmental environment.

 • Follow-up: Schedule follow-up meetings to review progress.

Guide:

Open Communication Guide:
 • Preparation: [Talking points and examples]

 • Environment: [Safe and non-judgmental]

 • Follow-Up: [Regular review meetings]

3. Feedback System Template

Purpose: Develop a feedback system that balances oversight and 
autonomy.

Key Elements:
 • Information Flow: Define what information needs to be shared 

and how.

 • Responsibility: Clarify who is responsible for decision-making.

 • Review Process: Establish a process for regular feedback and 
adjustments.

Template:

Feedback System Template:
 • Information Flow: [Define shared information]

 • Responsibility: [Clarify decision-making roles]

 • Review Process: [Regular feedback and adjustments]
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4. Boundary Setting Framework

Purpose: Establish clear boundaries to prevent future 
micromanagement.

Key Elements:
 • Role Definitions: Clearly define roles and responsibilities.

 • Agreements: Create formal agreements on how to handle 
tasks and decisions.

 • Reminders: Implement reminders to adhere to the 
agreements.

Framework:

Boundary Setting Framework:
 • Role Definitions: [Clear roles and responsibilities]

 • Agreements: [Formal task and decision agreements]

 • Reminders: [Regular adherence checks]

Understanding Micromanagement and 
Its Impact
Micromanagement undermines employee autonomy, creativity, and 
motivation. It often stems from managers’ fears of failure, perfection-
ism, and lack of trust. While the intentions may be good, microman-
agement prevents employees from learning and growing. Effective 
leaders understand the importance of giving employees the space 
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to make decisions, learn from mistakes, and develop their skills. By 
addressing the root causes of micromanagement and fostering a 
culture of trust and autonomy, organizations can enhance employee 
motivation and productivity.

Conclusion
Micromanagement leads to reduced autonomy, stifled creativity, 
and declining motivation among employees. Managers often 
micromanage out of fear of failure, perfectionism, and lack of trust19.

Employees feel untrusted, unmotivated, and more like executors 
rather than decision-makers. This stifles their creativity and 
willingness to innovate, leading to decreased job satisfaction and 
Develop a communication strategy to address micromanagement. 
Encourage open conversations about the issue, express emotions 
and symptoms, and collaboratively create a feedback system. 
Ensure that responsibility for everyday decisions remains with the 
employee to foster autonomy and motivation.

19 Amabile, T. M., Schatzel, E. A., Moneta, G. B., & Kramer, S. J. (2004). Leader behaviors and the 
work environment for creativity: Perceived leader support. The Leadership Quarterly, 15(1), 5-32. DOI: 
10.1016/j.leaqua.2003.12.003
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Managing Email Overload: Adam’s Story
Adam, a director at a large cybersecurity company, was responsi-
ble for 24 employees. His email inbox was always overflowing with 
hundreds of emails needing his attention. He felt no time would be 
enough to catch up and empty his inbox. After replying to one email, 
three new ones would arrive. This never-ending inflow of emails cre-
ated constant distractions, severely impacting his productivity.

Soon, Adam realized that it wasn’t just about the unread emails; the 
accompanying emotions began to burden him and affect his mental 
health. The stress and anxiety from the sheer volume of unopened 
emails, coupled with feelings of guilt and overwhelm, were taking a 
toll on him.

To address this issue, we tackled it on two levels: tactical and emo-
tional.

Tactical Level
1. Dedicated Setup Time:

 • One-Time 3-Hour Session:

 • Thoroughly understand the email software’s capabilities. /
Refer to IT department/

 • Create a folder system by senders, topics, urgency, etc.

 • Set up automation rules to transfer incoming emails into the 
appropriate folders.



118

2. Daily Email Management:
 • Block 30+30 Minutes Each Day:

 • In the first 30 minutes, go through urgent emails and create a 
daily task list from them.

 • In the second 30 minutes, reply to the emails on the task list.

 • Use any remaining time for lower-priority emails.

3. Weekly Email Review:
 • Set Aside 1 Hour Weekly:

 • Check all less urgent but important emails and handle them 
accordingly.

4. Email policy
 • Update or create an in-house email policy that provides easy-

to-understand guidelines for sending and managing emails. 
For example, a lot of companies implemented the “8 am-6 pm 
rule”, meaning that after 6 pm, no emails should be sent. If 
someone is working late and sends an email, they must set an 
automated send time for 8 am the next morning.

 • Agree on what type of information should be sent in emails. 
It’s often a burden to engage in discussions or even chats 
via email. Employees have to understand the appropriate 
communication channel for every type of information transfer.

Emotional Level
It’s essential to become aware of the emotions associated with a 
constantly full email inbox:

 • Stress and Anxiety: Caused by the urgency and magnitude of 
the ever-growing number of unread emails in the inbox.
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 • Guilt: Because others are waiting for your reply and input, 
delaying their tasks.

 • Overwhelm: A perpetually full inbox can feel unmanageable 
and create a sense of incapability.

 • Burnout: The compounding effect of stress, anxiety, guilt, and 
overwhelm can lead to burnout.

Conclusion
Email overload creates constant distractions, leading to reduced pro-
ductivity and significant emotional stress, including anxiety, guilt, 
and overwhelming20.

The never-ending flow of emails makes the inbox feel unmanage-
able, causing feelings of incapability and edging individuals closer 
to burnout. 

Implement a dual approach that addresses both the tactical and 
emotional aspects of email management. Create systems for orga-
nizing and prioritizing emails and develop awareness and strategies 
to manage emotional impact.

20 Barley, S. R., Meyerson, D. E., & Grodal, S. (2011). E-mail as a source and symbol of stress. 
Organization Science, 22(4), 887-906. DOI: 10.1287/orsc.1100.0573
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The Hidden Dangers of Multitasking and 
How to Overcome Them
In the hustle and bustle of modern life, Michael prided himself on 
being the king of multitasking. From handling client calls while re-
plying to emails to planning tomorrow’s presentation during team 
meetings, he believed this juggling act made him more efficient. 
But as days turned into weeks, Michael noticed increased mistakes, 
missed deadlines, and a creeping sense of burnout. The reality hit 
him hard: multitasking was not the superpower he thought it was.

Research shows that our brains are not wired to handle multiple 
tasks simultaneously. Studies from cognitive neuroscience reveal 
that multitasking has significant cognitive costs associated with 
switching tasks. Every time an individual switches from one task to 
another, there is a delay, which is often referred to as the “switch cost.” 
This delay is due to the time it takes to reorient and refocus on the 
new task.21 Switching from one task to another takes our brain time 
to refocus, leading to a loss of efficiency and increased error rates.

21 Rubinstein, J. S., Meyer, D. E., & Evans, J. E. (2001). Executive control of cognitive processes in task 
switching. Journal of Experimental Psychology: Human Perception and Performance, 27(4), 763-797. 
DOI: 10.1037/0096-1523.27.4.763

Implementable Techniques 
1. Prioritization Techniques:

 • Use the Eisenhower Matrix to categorize tasks into urgent/
important, important/not urgent, urgent/not important, and 
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neither urgent nor important. Focus first on tasks that are both 
urgent and important.

 • Example: “Start your day by listing tasks and categorizing 
them using the Eisenhower Matrix to identify what needs 
immediate attention.”

2. Time Blocking: 
 • Allocate specific time slots for each task to ensure focused, 

uninterrupted work periods.

 • Example: “Dedicate an hour in the morning for emails, 
another hour for meetings, and so on. This helps maintain 
focus and productivity.”

3. Mindfulness Practices:
 • Incorporate mindfulness techniques such as deep breathing 

or meditation into your daily routine to stay present and 
focused.

 • Example: “Take a few minutes every morning to practice deep 
breathing or meditation to center yourself before starting 
work.”

4. Addressing Emotional Triggers:
 • Self-Awareness Exercises: Reflect on your multitasking habits 

by keeping a journal to note when and why you multitask. 
Identify patterns and triggers.

 • Emotional Regulation: Develop strategies to manage 
emotions that lead to multitasking. Practice deep breathing, 
take short walks, or engage in calming activities.

 • Building New Habits: Commit to single-tasking by setting 
realistic goals and celebrating small victories. Use positive 
reinforcement to build and maintain new, productive habits.
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 • Example: “Journal your multitasking instances and emotions. 
Use calming techniques like deep breathing when feeling 
overwhelmed and celebrate completing tasks without 
interruptions.”

Additional Tools and Guides

1. Prioritization Guide

Purpose: Help individuals prioritize tasks effectively.

Key Elements:
 • Eisenhower Matrix: Categorize tasks into four quadrants.

 • Task Focus: Focus on urgent and important tasks first.

 • Review and Adjust: Regularly review and adjust priorities.

Guide:

Prioritization Guide:
 • Eisenhower Matrix: [Create a matrix with tasks]

 • Task Focus: [Prioritize urgent and important tasks]

 • Review and Adjust: [Regularly update priorities]

What is the Eisenhower Matrix?
The Eisenhower Matrix, also known as the Urgent-Important Matrix, 
is a time management tool that helps individuals prioritize tasks by 
urgency and importance. It is named after Dwight D. Eisenhower, 
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the 34th President of the United States, who is reputed to have used 
this principle for decision-making.

The matrix is divided into four quadrants:

Urgent Not Urgent

Important

Tasks that are both 
urgent and important.
These tasks require 
immediate attention and 
should be done as soon 
as possible.
Examples: Crises, 
deadlines, and pressing 
problems.

Tasks that are important 
but not urgent.
These tasks are 
critical for long-term 
success and personal 
development.
Examples: Planning, 
goal setting, relationship 
building, and learning.

Not 
Important

Tasks that are urgent but 
not important.
These tasks need 
immediate attention 
but do not significantly 
contribute to long-term 
goals.
Examples: Interruptions, 
some meetings, and most 
emails.

Tasks that are neither 
urgent nor important.
These tasks are 
distractions and should 
be minimized or 
eliminated.
Examples: Trivial 
activities, timewasters, 
and excessive 
entertainment.

The purpose of the Eisenhower Matrix is to help individuals focus 
on what truly matters, avoid unnecessary stress, and improve overall 
productivity. By categorizing tasks into these four quadrants, people 
can make more informed decisions about where to invest their time 
and energy.
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2. Time Blocking Template

Purpose: Provide a structured approach to time blocking.

Key Elements:
 • Daily Schedule: Allocate specific time slots for tasks.

 • Focused Work: Ensure uninterrupted work periods.

 • Flexibility: Allow for adjustments as needed.

Template:

Time Blocking Template:
 • Daily Schedule: [Allocate time slots for tasks]

 • Focused Work: [Ensure uninterrupted periods]

 • Flexibility: [Adjust as necessary]

3. Mindfulness Practices Guide

Purpose: Incorporate mindfulness into daily routines.

Key Elements:
 • Techniques: Include deep breathing, meditation, and 

mindfulness exercises.

 • Routine Integration: Integrate practices into daily schedules.

 • Benefits: Highlight the benefits of mindfulness for focus and 
productivity.

Guide:
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Mindfulness Practices Guide:
 • Techniques: [Deep breathing, meditation]

 • Routine Integration: [Incorporate into daily schedule]

 • Benefits: [Improved focus and productivity]

4. Emotional Regulation and Habit Building Framework

Purpose: Help individuals manage emotions and build new habits.

Key Elements:
 • Self-Awareness: Reflect on multitasking habits and emotional 

triggers.

 • Emotional Regulation: Develop strategies to manage 
emotions.

 • Habit Building: Set goals and use positive reinforcement.

Framework:

Emotional Regulation and Habit Building Framework:
 • Self-Awareness: [Journal multitasking instances]

 • Emotional Regulation: [Practice calming techniques]

 • Habit Building: [Set goals and celebrate achievements]
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Conclusion
Multitasking creates a false sense of efficiency but actually reduc-
es productivity, increases errors, and leads to burnout. It is driven 
by emotional factors like FOMO, pressure to appear busy, and over-
whelming task lists.

Research has shown that multitasking can significantly reduce pro-
ductivity and increase error rates. A study by Rubinstein, Meyer, 
and Evans (2001) found that the cognitive costs associated with task 
switching reduce overall task performance and increase the likeli-
hood of mistakes. Additionally, Mark, Gudith, and Klocke (2008) re-
ported that individuals who frequently multitask experience a pro-
ductivity decline of up to 40% and an increase in error rates by as 
much as 50%.22 These findings underscore the importance of focus-
ing on single tasks to maintain efficiency and accuracy in the work-
place.
Despite the obvious downsides, people persist in multitasking due 
to the urgency and pressure they feel. This behavior results in in-
creased mistakes, missed deadlines, and a decline in mental health, 
causing stress, anxiety, guilt, and overwhelm.

To break free from the multitasking trap, individuals need to adopt 
practical strategies such as prioritization techniques, time blocking, 
and mindfulness practices. Addressing the underlying emotional 
triggers through self-awareness, emotional regulation, and building 
new habits can also help restore focus and productivity.

22 Mark, G., Gudith, D., & Klocke, U. (2008). The cost of interrupted work: More speed and stress. 
Proceedings of the SIGCHI Conference on Human Factors in Computing Systems, 107-110. DOI: 
10.1145/1357054.1357072
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Building Trust Through Consistency
Consider the case of Anitha, a mid-level manager at a software-de-
veloping corporation. Anitha noticed that her team was becoming 
disengaged and less productive. After we discussed her past and 
current behavior, she realized that her frequent changes in direction 
and unmet promises were the root cause. 

To address this, Anitha implemented a structured and consistent fol-
low-up system. She began holding weekly team meetings to review 
progress, set clear expectations, and provide transparent updates on 
the status of projects. Over time, her team’s trust in her leadership 
grew, and their productivity and morale improved significantly.

Consistency in leadership is akin to the bedrock of a sturdy building. 
Without it, the structure is prone to cracks and eventual collapse. 
Consistency builds trust, enhances credibility, promotes account-
ability, and reduces uncertainty. When leaders consistently keep 
their promises and deliver on their commitments, they earn the trust 
of their team members, establish credibility, and create a stable en-
vironment where employees can focus on their tasks without fear of 
sudden changes or unfulfilled promises.

Implementable Takeaways
1. Set Clear Expectations:

 • Clearly define your commitments and communicate them to 
your team.

 • Example: During project kick-off meetings, outline specific 
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goals, deadlines, and expectations to ensure everyone is on 
the same page.

2. Regular Check-Ins:
 • Establish regular check-ins with your team to monitor 

progress and address any issues.   

 • Example: Hold weekly team meetings to review progress, 
provide updates, and address any roadblocks. Allow team 
members to share their challenges and areas where support 
is needed openly. Create an environment where no one feels 
judged or scrutinized.

3. Transparent Reporting:
 • Maintain transparent reporting practices to keep everyone 

informed about the status of projects and commitments.

 • Example: Send regular email updates or use a project 
management tool to provide visibility into project status and 
upcoming milestones.

4. Follow Through:
 • Consistently follow through on your promises. Communicate 

openly if unforeseen circumstances prevent you from meeting 
a commitment.

 • Example: If a deadline needs to be extended, explain the 
reasons to your team and provide a new timeline.

5. Use Accountability Tools:
 • Implement tools and processes that enhance accountability, 

such as project management software, performance 
dashboards, and regular review meetings. Agree on the rules 
and check that all parties mutually understand these rules and 
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any sanctions.

 • Example: Use tools like Trello or Asana to track tasks and 
ensure accountability across the team.

6. Lead by Example:
 • Model the behavior you expect from your team by 

demonstrating consistency in your actions, decisions, and 
communications.

 • Example: Consistently adhere to your commitments and be 
transparent about your decision-making process.

Additional Tools and Guides

1. Expectation Setting Template

Purpose: Help leaders clearly define and communicate 
expectations.

Key Elements:
 • Goals: Outline specific goals for the team.

 • Deadlines: Set clear deadlines for each task.

 • Responsibilities: Define individual responsibilities.

Template:

Expectation Setting Template:
 • Goals: [Outline specific goals]

 • Deadlines: [Set clear deadlines]

 • Responsibilities: [Define individual roles]
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2. Regular Check-In Framework

Purpose: Establish a structure for regular team check-ins.

Key Elements:
 • Schedule: Set a regular meeting schedule.

 • Agenda: Prepare an agenda for each meeting.

 • Follow-Up: Document action items and follow up on them.

Framework:

Regular Check-In Framework:
 • Schedule: [Set regular meeting times]

 • Agenda: [Prepare meeting agenda]

 • Follow-Up: [Document and track action items]

3. Transparent Reporting Guide

Purpose: Maintain transparency in reporting practices.

Key Elements:
 • Communication Channels: Use appropriate channels for 

updates.

 • Frequency: Determine the frequency of updates.

 • Content: Include relevant information in each update.

Guide:
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Transparent Reporting Guide:
 • Communication Channels: [Email, project management 

tools]

 • Frequency: [Weekly, bi-weekly updates]

 • Content: [Project status, milestones, upcoming tasks]

4. Accountability Tools Overview

Purpose: Introduce tools that enhance accountability.

Key Elements:
 • Project Management Software: Tools for task tracking.

 • Performance Dashboards: Visualize team performance.

 • Review Meetings: Regularly review progress and performance.

Overview:

Accountability Tools Overview:
 • Project Management Software: [Trello, Asana]

 • Performance Dashboards: [KPI tracking tools]

 • Review Meetings: [Regular performance reviews]

5. Consistency Action Plan

Purpose: Help leaders create an action plan to ensure consistency.
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Key Elements:
 • Commitment Tracking: Keep track of promises and 

commitments.

 • Communication Plan: Develop a plan for consistent 
communication.

 • Review Process: Regularly review and adjust the action plan.

Action Plan:

Consistency Action Plan:
 • Commitment Tracking: [Track promises and 

commitments]

 • Communication Plan: [Develop consistent 
communication strategies]

 • Review Process: [Regularly review and adjust plan]

Conclusion
Inconsistency in leadership leads to a lack of trust, decreased pro-
ductivity, a damaged reputation, and higher turnover. When leaders 
fail to follow through on promises and maintain transparent report-
ing, team members are confused and disengaged.

When leaders are unpredictable, employees become frustrated and 
uncertain. This erosion of trust can result in decreased morale and 
efficiency, ultimately harming the organization’s performance. High 
turnover rates can also be costly financially and in terms of lost 
knowledge and expertise.
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Implement strategies to ensure reliable follow-up and transparent 
reporting. Set clear expectations, establish regular check-ins, main-
tain transparent reporting practices, consistently follow through 
on promises, use accountability tools, and lead by example. These 
actions will build trust, enhance credibility, promote accountability, 
and provide stability for the team.
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The Cost of Overcommunication
Consider the case of Peter, the managing director of a digital market-
ing agency. Peter prided himself on his thorough explanations and 
often provided lengthy examples to illustrate his points. However, 
his team frequently found his communications overwhelming and 
confusing. The problem was that Peter liked to showcase his points 
through examples or stories, but he lacked the communicational ex-
pertise to use stories and narratives. Telling a story just for the sake 
of telling a story is extremely inefficient and time-consuming. Using 
stories to make a point can be helpful, but it’s generally better to de-
fine phenomena instead. 

After a few sessions of executive coaching and communication 
workshops, Peter adopted a more concise communication style. He 
focused on the main points, asked control questions to ensure un-
derstanding, and aimed to describe general phenomena. To ensure 
a better understanding, he used visual aids to clarify complex infor-
mation. As a result, his team became more efficient, meetings were 
shorter, and overall productivity improved. 

Clear communication is essential for several reasons:

 • Prevents Misunderstandings: Clear and unambiguous messages 
reduce the likelihood of misinterpretation, ensuring everyone is 
on the same page and minimizing errors.

 • Saves Time: Clear and concise communication reduces the need 
for repeated explanations and follow-up questions, saving valu-
able time for both the communicator and the listener.
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 • Enhances Productivity: When employees clearly understand their 
tasks and responsibilities, they can perform their duties more ef-
fectively, leading to higher productivity and better overall perfor-
mance.

 • Builds Trust: Transparent and straightforward communication 
fosters trust within the team, as employees feel more confident 
in their leaders when they receive clear instructions and honest 
feedback.

Implementable Takeaways
1. Be Concise

 • Communicate your message in the fewest words possible 
without sacrificing clarity. Focus on the essential points and 
avoid unnecessary details.      

 » Focus on Main Points: Identify and communicate the key 
points.

 » Avoid Unnecessary Details: Eliminate extraneous 
information.

 » Practice Brevity: Use fewer words to convey your message.

 • Example: When explaining a new process, stick to the main 
steps and key points, and avoid going off on tangents.

2. Ask Control Questions

 • Check the listener’s comprehension by asking questions.
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 » Comprehension Checks: Ask questions to verify 
understanding.

 » Clarification Requests: Encourage listeners to ask for 
clarification.

 » Feedback Loop: Create a continuous feedback loop.

 • Example: “Can you summarize what we just discussed?” or “Do 
you have any questions about this?”

3. Use Simple Language

 • Avoid jargon and complex terminology. Use clear and 
straightforward language.

 » Avoid Jargon: Eliminate industry-specific terms.
 » Use Everyday Language: Use words that everyone 

understands.
 » Simplify Complex Ideas: Break down complex concepts 

into simple terms.

 • Example: Instead of saying ‘synergize core competencies,’ say 
‘work together effectively.

4. Use Visual Aids

 • Complement verbal communication with charts, diagrams, and 
slides to clarify complex information.

 » Meeting Summaries: Provide a recap of discussions.
 » Action Points: Highlight key actions to be taken.
 » Follow-Up Schedule: Set dates for follow-up actions.
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 • Example: Use a flowchart to explain a new workflow instead of 
just describing it verbally.

5. Provide Summaries

 • At the end of a discussion, provide a brief summary of the key 
points to reinforce the main message. Leverage the use of AI-
backed software and applications that transcribe meetings.

 • Example: Summarize the key action points at the end of a 
meeting to ensure everyone knows their responsibilities.

6. Follow-Up

 • After important communications, follow up with written 
summaries or action points to ensure nothing is forgotten or 
misunderstood.

 • Example: Send an email recap of the meeting highlights and 
next steps to all participants.

Conclusion
Miscommunications lead to confusion, mistakes, and inefficiencies 
that cost the organization time and money. Overcommunication can 
be equally detrimental, overwhelming listeners and obscuring the 
main message.

Managers often believe that providing extensive details demon-
strates their knowledge, but this can lead to lengthy and confusing 
communications. Overcommunication consumes valuable time, re-



141

duces engagement, and dilutes the core message, resulting in de-
creased productivity and trust.

Implement strategies to ensure clarity and mutual understanding in 
communication. Be concise, use simple language, ask control ques-
tions, encourage active listening, use visual aids, provide summaries, 
and follow up with written action points. These actions will enhance 
efficiency, build trust, and improve overall productivity.



142

Transitioning  
from Manager to  

Consultant

19

The Pitfalls of Providing Unwanted Advice

Transitioning  
from Manager to  

Consultant
The Pitfalls of Providing Unwanted Advice



143

Anitha’s Journey from Finance to COO
Anitha, who transitioned from a finance role to the Chief Operating 
Officer (COO) of a company, is a prime example of this shift. In her 
finance role, she was conditioned always to provide solutions quickly 
and efficiently. However, as COO, she realized that constantly solv-
ing problems for her team was not sustainable and was limiting their 
growth.

Participating in my leadership program, Anitha learned to adopt a 
coaching approach. It wasn’t easy for her because, during her whole 
career, she was conditioned to behave as a consultant or give an-
swers quickly. Instead of giving answers, she started asking her team 
members questions to guide them toward finding their solutions. 
She encouraged them to brainstorm, discuss options, and take own-
ership of their decisions. Although it was initially challenging, her 
team gradually became more confident and capable. They began to 
innovate and take initiative, significantly improving the overall per-
formance and morale of the team.

The Trap of the Consultant Mode
Many managers, especially those with a background in consulting 
or problem-solving roles, fall into the habit of immediately providing 
solutions when faced with a problem or challenge. This can be prob-
lematic for several reasons:

 • Limits Employee Growth: When managers provide all the 
answers, employees miss out on developing their problem-
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solving skills. This limits their growth and ability to handle 
future challenges independently23.

 • Stifles Creativity: By always offering solutions, managers can 
unintentionally stifle their team’s creativity and innovation. 
Employees may become reluctant to suggest new ideas or 
alternative approaches. 

 • Creates Dependency: If employees know that the manager will 
always provide the solution, they may become dependent on the 
manager, reducing their initiative and sense of ownership over 
their work.

 • Reduces Engagement: Constantly receiving unsolicited advice 
can be demotivating for employees. It can make them feel 
undervalued and less engaged in their roles.

23 Edmondson, A. C. (1999). Psychological safety and learning behavior in work teams. Administrative 
Science Quarterly, 44(2), 350-383. DOI: 10.2307/2666999

Implementable Takeaways
1. Ask Questions, Don’t Give Answers:

 • When an employee comes to you with a problem, resist the 
urge to provide a solution immediately. Instead, ask guiding 
questions that help them think through the issue and come up 
with their solutions.

 • Example: “What do you think we should do?” or “Have you 
considered any alternatives?”

2. Encourage Ownership:
 • Empower employees by giving them ownership of their tasks 

and challenges. Encourage them to take the lead in finding 
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solutions and making decisions.

 • Example: “I trust your judgment on this task. How do you plan 
to approach it?”

3. Provide Support, Not Solutions:
 • Offer your support and resources without directly providing 

the answer. Let your team know that you are there to help 
them think through the problem but that they are responsible 
for finding the solution.

 • Example: “I’m here to support you. What do you need to move 
forward with this task?”

4. Allow for Failure:
 • Real growth often comes from experiencing failure and 

learning from it. Be brave enough to let your team try out their 
solutions, even if they might fail.

 • Example: “It’s okay if this doesn’t work out as planned. Let’s 
discuss what we can learn from it and improve next time.”

5. Foster a Coaching Culture:
 • Incorporate coaching methodologies into your leadership 

style. This involves listening actively, asking powerful 
questions, and providing constructive feedback. Your goal 
is to broaden the employees’ horizons and support them in 
learning new perspectives.

 • Example: “During our one-on-one meetings, I will ask 
questions to help you think through your challenges and find 
your solutions.”
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Additional Tools and Guides

1. Guiding Questions Cheat Sheet

Purpose: Help managers ask effective questions to guide 
employees toward finding their solutions.

Key Elements:
 • Open-Ended Questions: Questions that encourage detailed 

responses.

 • Reflective Questions: Questions that help employees reflect 
on their experiences.

 • Exploratory Questions: Questions that encourage employees 
to explore different options.

Cheat Sheet:

Guiding Questions Cheat Sheet:
 • Open-Ended Questions: [What are your thoughts on 

this?]

 • Reflective Questions: [What did you learn from this 
experience?]

 • Exploratory Questions: [What other options could we 
consider?]

2. Ownership Empowerment Guide

Purpose: Provide strategies for empowering employees to take 
ownership of their tasks and decisions.
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Ownership Empowerment Guide:
 • Delegation Techniques: [Clearly define tasks and 

expectations]

 • Encouragement Strategies: [Recognize and reward 
initiative]

 • Support Framework: [Offer resources and guidance 
without giving answers]

Key Elements:
 • Delegation Techniques: Methods for effective delegation.

 • Encouragement Strategies: Ways to encourage employee 
initiative.

 • Support Framework: Guidelines for providing support without 
taking over.

Guide:

3. Supportive Leadership Toolkit

Purpose: Equip managers with tools to provide support without 
solving employee problems.

Key Elements:
 • Supportive Statements: Phrases that offer support without 

giving solutions.

 • Resource List: Tools and resources to aid problem-solving.

 • Feedback Techniques: Methods for providing constructive 
feedback.

Toolkit:
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Supportive Leadership Toolkit:
 • Supportive Statements: [I believe you can handle this]

 • Resource List: [Books, articles, training programs]

 • Feedback Techniques: [Focus on the positive aspects and 
areas for improvement]

4. Coaching Culture Blueprint

Purpose: Outline steps to incorporate coaching methodologies 
into leadership styles.

Key Elements:
 • Active Listening: Techniques for effective listening.

 • Powerful Questions: Examples of questions that drive deep 
thinking.

 • Constructive Feedback: Methods for providing feedback that 
fosters growth.

Blueprint:

Coaching Culture Blueprint:
 • Active Listening: [Practice attentive and empathetic 

listening]

 • Powerful Questions: [What challenges are you facing?]

 • Constructive Feedback: [Balance positive reinforcement 
with areas for improvement]
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Conclusion
Managers transitioning to a consultant-like approach often feel 
compelled to provide solutions or unsolicited advice, which can sti-
fle creativity, limit employee growth, and create dependency.

When managers consistently offer solutions, employees miss the op-
portunity to develop their problem-solving skills and may become 
less engaged and innovative. This dependency can hinder the team’s 
overall performance and growth.

Managers should shift from a solution-providing mindset to a 
coaching approach that empowers employees to develop their prob-
lem-solving abilities. This involves asking guiding questions, en-
couraging ownership, providing support without direct solutions, 
allowing for failure, and fostering a coaching culture. 

Personal note:

In my experience working with clients, I’ve learned that business op-
erations are rarely without challenges. There are times of crisis when 
a coaching leadership style isn’t the most effective approach. In such 
high-stakes situations, swift decision-making is crucial, and it falls 
upon top leaders to take the reins and provide clear solutions. 

During these moments, the immediacy of the issue demands direct 
intervention from the top. However, outside of these urgent scenar-
ios, it’s essential to cultivate an environment where employees have 
the freedom to experiment with ideas and develop their own solu-
tions. 



150

This not only fosters innovation but also empowers your team, build-
ing their confidence and skills for future challenges. By balancing 
decisive leadership during crises with a supportive and experimen-
tal approach during calmer periods, leaders can create a dynamic 
and resilient organization. 
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One of my clients, a medium-sized European IT security company 
with 31 employees, illustrated the transformative impact of imple-
menting a structured feedback system. This client was experiencing 
rapid growth due to the thriving IT security industry. Despite having 
fairly experienced managers, it became clear during the assessment 
phase that they were missing out on one of the best tools an organi-
zation can use: structured and deliberate feedback. 

They had not implemented any methodical feedback systems. The 
absence of a structured approach to feedback was partly due to ig-
norance, but it also stemmed from a top management culture that 
feared conflict. Positive feedback was limited to a simple pat on the 
shoulder, while constructive negative feedback was often evaded.

The Value of Constructive Feedback
Feedback serves multiple critical functions in an organization:

 • Enhances Performance: Feedback provides employees with spe-
cific information on how they can improve their performance and 
behavior for the company’s benefit.

 • Addresses Behavior: Feedback should go beyond performance 
metrics and KPIs. It must address the employee’s behavior, dis-
cussing how it can be modified to reach targets and goals while 
ensuring the employee is a happy and productive member of the 
organization.24

23 London, M. (2003). Job feedback: Giving, seeking, and using feedback for performance 
improvement. Psychology Press. ISBN: 9780805842299
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 • Builds Trust: Regular, honest feedback fosters a culture of authen-
ticity and transparency, building trust between managers and em-
ployees25.

 • Promotes Growth: Constructive feedback helps employees under-
stand their strengths and areas for improvement, promoting their 
professional growth26.

 • Provides Documentation: Written feedback serves as a lasting re-
cord for future reference, important for decisions related to pro-
motions or terminations.

25 Mayer, R. C., Davis, J. H., & Schoorman, F. D. (1995). An integrative model of organizational trust. 
Academy of Management Review, 20(3), 709-734. DOI: 10.5465/amr.1995.9508080335 
26 Stone, D., & Heen, S. (2014). Thanks for the Feedback: The Science and Art of Receiving Feedback 
Well. Viking. ISBN: 9780670014668

Implementable Takeaways
1. Prepare in Advance:

 • Gather relevant data on the employee’s performance and 
behavior, including specific examples of positive and negative 
instances.

 • Example: “Collect performance reports, peer feedback, and 
relevant metrics before the feedback session.”

2. Create a Conducive Environment:
 • Schedule a private meeting and ensure the session is 

conducted comfortably to encourage open dialogue.

 • Example: “Book a private conference room and allocate a 
specific time slot for the feedback session.”
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3. Start with Positives:
 • Begin the session by highlighting the employee’s strengths 

and recent accomplishments to set a positive tone.

 • Example: “Acknowledge the employee’s successful project 
completions and contributions to the team.”

4. Provide Constructive Feedback:
 • Use specific examples to illustrate behaviors or actions that 

need improvement and focus on behavior and performance.

 • Example: “Use the SBI Model (Situation-Behavior-Impact) to 
structure feedback: ‘In the client meeting last week (Situation), 
you interrupted the client several times (Behavior), which 
seemed to frustrate them (Impact).’”

5. Encourage Dialogue:
 • Invite the employee to share their thoughts and feelings about 

the feedback, encouraging a two-way conversation.

 • Example: “Ask the employee, ‘How do you feel about the 
feedback I’ve shared?’ and listen actively to their response.”

6. Collaborate on Solutions:
 • Work together to identify specific actions the employee can 

take to improve and set SMART goals for improvement.

 • Example: “Discuss improvement strategies and set goals 
like, ‘In the next client meeting, practice active listening and 
avoid interrupting. We’ll review your progress in our follow-up 
session.’”

7. Close on a Positive Note:
 • Reiterate your confidence in the employee’s ability to improve 

and summarize the main points discussed.
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 • Example: “Express confidence in their potential and 
summarize the key action steps agreed upon.”

8. Follow Up:
 • Schedule a follow-up session to review progress, provide 

additional feedback, and document the feedback session.

 • Example: “Set a follow-up meeting in two weeks to review 
progress and send a written summary of the feedback session 
to the employee.”

Additional Tools and Guides

1. Feedback Preparation Checklist

Purpose: Help managers prepare thoroughly for feedback sessions.

Key Elements:
 • Data Collection: Gather relevant performance data and 

examples.

 • Objective Setting: Define the main objectives and outcomes 
for the session.

 • Documentation: Prepare any necessary documents or reports.

Checklist:

Feedback Preparation Checklist:
 • Data Collection: [Collect performance data, examples]

 • Objective Setting: [Define main objectives]

 • Documentation: [Prepare necessary documents]
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2. Creating a Conducive Environment Guide

Purpose: Ensure feedback sessions are conducted in an 
environment that encourages open dialogue.

Key Elements:
 • Private Setting: Book a private and comfortable space for the 

session.

 • Time Allocation: Ensure the session is adequately timed (e.g., 
30 minutes).

 • Comfort Measures: Provide water, comfortable seating, and a 
calm atmosphere.

Guide:

Creating a Conducive Environment Guide:
 • Private Setting: [Book private space]

 • Time Allocation: [Allocate 30 minutes]

 • Comfort Measures: [Provide water, comfortable seating]

3. Constructive Feedback Techniques

Purpose: Equip managers with methods to provide specific and 
actionable feedback.

Key Elements:
 • SBI Model: Situation-Behavior-Impact structure.

 • Positive Framing: Frame feedback positively where possible.

 • Actionable Steps: Provide clear, actionable steps for 
improvement.
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Techniques:

Constructive Feedback Techniques:
 • SBI Model: [Describe Situation, Behavior, Impact]

 • Positive Framing: [Frame feedback positively]

 • Actionable Steps: [Provide clear improvement steps]

4. Dialogue Encouragement Framework

Purpose: Foster two-way communication during feedback sessions.

Key Elements:
 • Open Questions: Ask open-ended questions to invite 

discussion.

 • Active Listening: Practice active listening and acknowledge 
employee input.

 • Feedback Loop: Create a feedback loop with regular check-ins.

Framework:

Dialogue Encouragement Framework:
 • Open Questions: [Ask open-ended questions]

 • Active Listening: [Practice attentive listening]

 • Feedback Loop: [Create regular check-ins]
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Conclusion
The absence of a structured feedback system in organizations can 
lead to performance issues, lack of employee growth, and a culture 
of avoidance, particularly in dynamic and rapidly growing industries 
like IT security.

With regular, constructive feedback, employees may feel more val-
ued and informed about their performance and behavior. This can 
lead to decreased morale, engagement, and productivity and a lack 
of trust in management.

Implement a structured feedback system that includes preparation, 
a conducive environment, specific and constructive feedback, dia-
logue encouragement, collaboration on solutions, and follow-up. 
This approach will enhance performance, build trust, and promote a 
culture of continuous improvement.
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Real-Life Example: Transforming a 
Tech Company Through Trust
One notable example of the power of trust comes from a leadership 
development program I created for a mid-sized tech company. This 
company was struggling with low morale and high turnover. After 
an internal survey, it became clear that the lack of trust among team 
members was the most significant issue.

To address this, I designed a comprehensive leadership develop-
ment program where building trust was one of the main focuses. We 
implemented a series of trust-building initiatives, including regular 
transparent communication about company goals and challenges, 
creating opportunities for team members to share their concerns, 
and encouraging leaders to demonstrate vulnerability and take re-
sponsibility for their actions.

As trust began to build, the company saw remarkable improvements. 
Communication improved, collaboration increased, and employee 
engagement soared. The company’s turnover rate decreased, and 
productivity rose significantly. This real-life example highlights the 
transformative power of trust and the effectiveness of the leadership 
development program in fostering a trusting and high-performing 
organizational culture.
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The Importance of Mutual Trust
Mutual trust is the bedrock of a functioning organization. It is the 
obligation of everyone, from top management to the newest team 
members, to cultivate and maintain trust. Here’s why trust is so vital:

 • Enhances Collaboration: Trust encourages open communication 
and collaboration. When team members trust each other, they 
are more likely to share ideas, provide constructive feedback, and 
work together towards common goals27. 

 • Fosters Innovation: In a trusting environment, employees feel 
safe expressing their creative ideas and taking risks. This fosters 
innovation and drives the organization forward.28

 • Builds Resilience: Trust creates a supportive environment where 
team members can rely on each other in times of challenge. 
This resilience helps the organization navigate difficulties more 
effectively29.

 • Improves Engagement: When employees trust their leaders and 
colleagues, they are more engaged and committed to their work. 
This leads to higher job satisfaction and retention30.

28 Edmondson, A. C. (1999). Psychological safety and learning behavior in work teams. Administrative 
Science Quarterly, 44(2), 350-383. DOI: 10.2307/2666999
29 Dirks, K. T., & Ferrin, D. L. (2002). Trust in leadership: Meta-analytic findings and implications for 
research and practice. Journal of Applied Psychology, 87(4), 611-628. DOI: 10.1037/0021-9010.87.4.611
30 Bakker, A. B., & Demerouti, E. (2008). Towards a model of work engagement. Career Development 
International, 13(3), 209-223. DOI: 10.1108/13620430810870476
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Implementable Takeaways
1. Vulnerability:

 • Being able and willing to share vulnerabilities is crucial. 
Admitting when you don’t have an answer or acknowledging a 
mistake shows authenticity and builds trust.

 • Example: “In team meetings, openly discuss challenges 
and uncertainties to foster a culture of honesty and mutual 
support.”

2. Taking Responsibility:
 • Taking responsibility for one’s actions is essential for building 

trust. This includes owning up to mistakes, making amends, 
and learning from them.

 • Example: “When an error occurs, take accountability and 
discuss steps to prevent future occurrences.”

3. Transparency:
 • Being transparent with goals, vision, and intentions 

helps build trust. When leaders openly communicate the 
organization’s direction and challenges, it creates a sense of 
inclusion and trust among employees.

 • Example: “Regularly update the team on company goals and 
challenges during all-hands meetings.” 

4. Consistency:
 • Trust is built over time through consistent actions and 

behaviors. Consistency in communication, decision-making, 
and follow-through reinforces trust.
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 • Example: “Ensure that commitments made to employees are 
consistently honored.”

5. Empathy:
 • Demonstrating empathy and understanding towards team 

members’ concerns and perspectives strengthens trust. 
Leaders who listen and respond with empathy build stronger, 
more trusting relationships.

 • Example: “During one-on-one meetings, actively listen to 
employees’ concerns and validate their feelings.”

Important message

Sympathy vs. Empathy within Business Frameworks

I’m often faced with managers’ misunderstandings of sympathy and 
empathy. I see a lot of confusion, leading to keeping a safe distance 
from empathy. In business frameworks, understanding the difference 
between sympathy and empathy is crucial for fostering a productive 
and supportive work environment. Sympathy involves feeling pity or 
sorrow for someone’s misfortunes, which can often create a sense of 
distance or hierarchy between individuals. 

On the other hand, empathy involves understanding and sharing the 
feelings of others, which fosters connection and mutual respect. Em-
pathy in leadership means actively listening to employees, under-
standing their perspectives, and addressing their concerns. 
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This approach builds trust and promotes a supportive atmosphere, 
encouraging employees to feel valued and understood. Empathetic 
leaders are better equipped to identify and respond to their team’s 
needs, enhancing collaboration, innovation, and overall organiza-
tional health. By prioritizing empathy over sympathy, businesses can 
cultivate a more inclusive and resilient culture where employees are 
motivated to contribute their best work31.

Additional Tools and Guides
1. Vulnerability Toolkit

Purpose: Help leaders demonstrate vulnerability to build trust.

Key Elements:
 • Admitting Uncertainty: Techniques for sharing uncertainties.

 • Acknowledging Mistakes: Steps for admitting and learning 
from mistakes.

 • Encouraging Openness: Ways to foster a culture of openness.

Toolkit:

Vulnerability Toolkit:
 • Admitting Uncertainty: [Share doubts and questions]

 • Acknowledging Mistakes: [Admit and learn from errors]

 • Encouraging Openness: [Create an open culture]

31 Goleman, D. (1995). Emotional Intelligence: Why It Can Matter More Than IQ. Bantam Books. 
ISBN: 9780553383713
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2. Responsibility Framework

Purpose: Guide leaders in taking responsibility for their actions.

Key Elements:
 • Ownership: Strategies for owning up to mistakes.

 • Making Amends: Methods for making amends.

 • Learning from Mistakes: Steps to learn and improve. 

Framework:
Responsibility Framework:

 • Ownership: [Take accountability for actions]

 • Making Amends: [Rectify mistakes]
Learning from Mistakes: [Implement improvements] 

3. Transparency Guide

Purpose: Ensure transparent communication within the 
organization.

Key Elements:
 • Goal Sharing: Regular updates on company goals and 

progress.

 • Open Communication: Methods for open and honest 
dialogue.

 • Inclusivity: Techniques for creating a sense of inclusion.

 • Guide:
     
Transparency Guide:

 • Goal Sharing: [Update on goals and progress]
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 • Open Communication: [Foster honest dialogue]

 • Inclusivity: [Create an inclusive culture] 
     

4. Consistency Checklist

Purpose: Help leaders maintain consistency in their actions and 
communications.

Key Elements:
 • Commitment Tracking: Track and honor commitments.

 • Decision-Making: Ensure consistency in decisions.

 • Follow-Through: Maintain follow-through on actions.

 • Checklist:
     
Consistency Checklist:

 • Commitment Tracking: [Monitor and honor commitments]

 • Decision-Making: [Ensure consistent decisions]

 • Follow-Through: [Maintain action follow-through]
     

5. Empathy Development Program

Purpose: Develop leaders’ empathy skills to strengthen trust.

Key Elements:
 • Active Listening: Techniques for effective listening.

 • Understanding Perspectives: Strategies for understanding 
employee concerns.

 • Empathetic Responses: Methods for responding with empathy.

 • Program:
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Empathy Development Program:
 • Active Listening: [Practice attentive listening]

 • Understanding Perspectives: [Understand concerns]

 • Empathetic Responses: [Respond with empathy]

Conclusion
Trust is not just a nice thing to have; it is a fundamental requirement 
for a thriving organization. Building trust requires vulnerability, re-
sponsibility, transparency, consistency, and empathy. The benefits of 
a trusting environment are immense, from enhanced collaboration 
and innovation to improved morale and productivity. Conversely, 
lacking trust can lead to communication breakdowns, low morale, 
decreased productivity, and high turnover. By prioritizing trust, lead-
ers can create a supportive and high-performing organizational cul-
ture. Without trust, even the most talented teams can falter. The ab-
sence of trust leads to poor communication, low morale, decreased 
productivity, and high turnover.

A lack of trust creates a hostile work environment where communi-
cation breaks down, collaboration suffers, and employees feel unsup-
ported and undervalued. This results in disengagement, decreased 
efficiency, and increased turnover.

Building trust requires vulnerability, responsibility, transparency, 
consistency, and empathy. Implementing trust-building initiatives 
such as transparent communication, encouraging vulnerability, and 
fostering a supportive environment can transform organizational 
culture, enhancing collaboration, innovation, and productivity.
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