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The Leader’s Roadmap: How to Get Out of the Weeds,  
Increase Effectiveness, and Empower Others

Almost all of my executive coaching clients face overscheduled calendars and often ask how to get out of the weeds so they 
can increase their effectiveness, influence, and strategic focus. It is a multifaceted challenge that is best positively impacted 
when you focus your development at all three levels: 

MINDSET BEHAVIORS / 
SKILLS

WAYS OF 
WORKING

(conscious and 
unconscious thoughts / 

beliefs)

(what I am doing / not 
doing)

(conscious / unconscious 
systems, processes, 

routines)

LEVEL 1: MINDSET
From a mindset perspective, we create ways of looking at our world through lenses that we 
think are, “the way it is,” while there are, in fact, always other ways to view things.

Common beliefs that run our mindset include PEOPLE PLEASING (resulting in saying yes or 
not saying no). I NEED TO BE INVOLVED TO HAVE IT DONE RIGHT (resulting in too much time 
in the details). I KNOW THE BEST ANSWER (resulting in direct reports coming to me to solve a 
challenge vs. handle it autonomously), etc. 

There are a host of reasons why leaders have some of these mindset orientations, most 
commonly grounded in lack of trust of directs, personal fulfillment when getting involved 
in details, wanting to stay “relevant” by staying closely connected with the technical work, 
and thinking they have the “right or best” answer. Depending on how these play out in the 
leader’s mind, their calendar often reflects pockets of over-scheduled time with directs, 
peers, or other key stakeholders.

Where do I spend the majority of 
my time – how much is blocked for 
strategic, operational, relationship, 

development (mine and others) time?
What belief  do I have 
that has me prioritize 
or focus where I am? 

What could I challenge 
about my belief  to 

help me be 10% more 
effective?

ASK YOURSELF

I don’t 
know who 
discovered 

water, but it 
wasn’t fish. 

(Unknown)

ggs@theglenbrookgroup.com
http://www.theglenbrookgroup.com
https://www.linkedin.com/in/gisele-garcia-shelley-0735125/
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LEVEL 2: BEHAVIORS / SKILLS
Time spent in meetings is often used poorly based on the BEHAVIOR / SKILLS leaders use to lead the conversation. All one-
on-one meetings are unique in the needs of the individual, and the true test of any leader is to guide the conversation that 
exactly meets the other’s needs efficiently and effectively. 

There are 5 main skills any leader can use in every conversation, both at work and at home. Some leaders think this means 
they need to start asking questions and primarily be in coaching mode to be “good leaders.” This is not the case. You want 
to set an agenda and get facile with using one or more of these skills in any one conversation based on what is needed. The 
Leader’s Roadmap (p. 4) is a visual to describe the types of conversations and when it is best to use each.

The summary overview of CONVERSATIONAL SKILLS is below, with conversations being akin to a road with multiple lanes, as 
featured on page 4:

MANAGING is best used when you need to Direct and Tell. This is often with newer associates, when you have valuable 
information to impart, when you are in a time-sensitive situation, or when people need information, to name a few. 

MENTORING is Providing Advice, Answers, or Solving Based on Experience. This can be helpful when people need 
answers or genuine help in solving a problem. This is often a leaders’ comfort zone because they have trained people to 
come to them and to fix and solve. 

LEADING is when you Inspire. From the Latin to breathe life into, this is where leaders breathe life into people and vision. 
Where they create possibilities and the ability to see a new way of thinking, delivering, or creating something new.

COACHING is Listening and Asking Questions. Truly listening is hearing and understanding what is being said and not 
being said. Questions are open-ended and designed to have the other person have an insight, or discover something 
through a question that makes them think. A reality check on true coaching questions are questions you don’t know the 
answer to, in order to help the other person think through options, versus using questions to guide someone where you 
want them to go.

FEEDBACK is Providing Observation/s to people to help them be more effective and give them input on what is needed, 
if they are not delivering or could up their game. Leaders can combine this lane with the Coaching lane by starting with, 
“How do you think you are doing on this?” And following up after they reply with observations, if they didn’t name them.

What do I need to focus 
MORE on and what do I 

need to do LESS?

ASK YOURSELF

What conversation is 
my default setting? 
Where am I MOST 
comfortable? What 

is hardest, or LEAST 
natural? 

If  I asked people 
around me at work 
or at home, how 

would they answer 
the questions 

above?
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The easiest way to operationalize this is with three steps.

FOCUS ON ONE AREA you want to improve your ability to save time and develop stronger relationships (such as direct 
reports). 

PICK ONE CONVERSATIONAL SKILL you want to actively practice (such as coaching).

GET COACHING / MENTORING on how to best do this and build in accountability with someone to check in on how it is going.

LEVEL 3: WAYS OF WORKING
The ways a leader works with his/her reports are often established based on the leader’s comfort zone, rather than what 
the individual is needing. The majority of leaders we work with are successful and often brilliant. That can be a strength, 
until it becomes an overused strength. A common pattern we see is leaders providing stellar solutions. Directs (and kids) 
have learned to come to them to solve problems when they are often able to do it on their own, with leader support, 
instead of leaning on the leader for answers. 

Take a look at your established ways of working and...

ASK YOURSELF

Is this the right amount 
of  time (more or less 

needed)?

How often are you meeting 
with key stakeholders? (Is 

this the optimal frequency?) 
And, are they the right ones? 

(Who needs to be added / 
reduced?) 

What is the agenda 
for these meetings? 
(Are they the right, 
strategic options?)

We would love to be a resource for you. If you have questions on how to use this tool to become a more effective leader, or 
want support in bringing your leadership skills to the next level, contact us.
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Right Time Wrong Time Impact

Managing
Directing and  
Telling

• Clarifies context, needs, expectations, gives 
direction 

• When time is of essence, emergency
• New people, project or situation that require 

on-boarding and information

• Others have input or other points of view that 
could be valuable 

• Can occur as micromanaging, controlling
• Monkey is on your back when others are 

capable

• Stifling, unempowering
• Others let you do the thinking, deciding, work

Mentoring: 
Advising,  
Solving, Fixing

• When you know they don’t have the ability or 
confidence

• When time is of essence, emergency
• Your skill set and ability is the most suitable, 

you have mined their expertise and they 
need or would benefit from your experience 
/ thinking

• Not asking them about their approach or 
thinking first

• When they ask you for the answer and you 
think they can solve or answer

• People keep coming to you to solve and 
decide, they don’t see themselves as capable 

• They don’t grow and develop to the extent 
they could

• Your reputation stays as the fixer/solver
• You have no space in your calendar

Leading:
Inspiring

• Setting the context, sharing what’s possible 
and the “why”

• Inspire from “spiro: to breathe life into”
• When people need inspiration and vision

• When concrete direction and clear boundaries 
are needed

• When people need clear roadmaps and 
practical information

• People, the team or the room will feel that “life 
was breathed in” and feel inspired, excited, 
engaged

• They are clear about the bigger “why” and feel 
committed to it

• Energy, excitement, sense of belonging

Coaching:
Asking and 
Listening

• When someone has a need or question, you 
can ‘boomerang’ a question back to them to 
assess where they are at, what thinking they 
have done

• When you know they have the ability and they 
are deferring to you

• When others are stressed, emotional, not 
operating to their potential

• When you want to empower, inspire, engage, 
develop and grow others

• When people or teams are stuck or not 
engaging at their highest potential and need 
new thinking to move ahead

• When they need an answer or guidance and 
they are in a place where a question would be 
counterproductive

• Trust – Relationship is strengthened, 
connection is deepened – people know they 
matter and you care and will feel greater 
commitment and loyalty

• Empowerment – people realize they are 
capable of more than they initially thought 
and they take on more responsibility, 
accountability and ownership

• Commitment – when your questions bring 
them to an insight, they own it

Feedback:
Sharing 
Observations

• When you have input that would be helpful
• When the other is available to hear it (always 

ask permission, first)

• When others are unavailable
• When you are unsure of the input (fine line 

between not having enough data and waiting 
too long)

• Done well, others can feel thankful that you 
“have their back” and are helping them grow

• Done poorly, they can feel demotivated, 
misunderstood, judged

• They are clear about your perception and are 
clear about what exactly they need to do

Sponsorship:
Advocating

• When you have trust with someone you 
believe in

• When you are willing to act with courage and 
stake your reputation on someone else

• When you are committed to growing and 
developing people around you

• When you see others not thinking fairly, 
accurately, or generously enough about talent

• When you don’t have the relationship with 
someone, or you aren’t sure of their capability

• When there are questions about your 
credibility and your advocating could do more 
harm than good for someone else

• Growing and developing the best talent in the 
organization

• Retention of high performers
• Strong, loyal relationships

Sample Coaching and Leading Questions Sample Statements

She is the most qualified 
candidate and we have been 
saying “6 more months” too 
long. It’s the right thing to 
promote her now and I will 

be on point to make sure she 
succeeds (sponsorship)

Let’s remember the context 
of  where the market is, and 

what our customers are most 
needing. Imagine the impact 

we can have when...  
(leading)

I’ll give you an outline of  the key 
elements that need to be included. 

(managing)

To solve this  
I recommend... 

(mentoring) 

Yes, I can give you my 
thoughts. Let’s first start 
with what you think the 

best solution is and what 
the biggest challenge will 

be to make it happen. 
(coaching)

Do you want me to 
hear this, handle this 

or help you think 
through it? 

What is most useful 
for you to talk through 

today?

What would be 
possible for our 
team if  we were 

to think 10x more 
strategically about 

this challenge 

Are you ok if  I share 
an observation?  

(feedback)

And what else? 


