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MAKER TO MULTIPLIER
| EADERSHIP CERTIFICATION SYSTEM

Executive Summary

The Maker to Multiplier™ Leadership Certificati
designed by architect Jerry Ervin, is a strat
framework intended to transition professi Is from "Makers":
Individual Contributors whose value is define onal output
to "Multipliers": Leaders who ampli ance through
systems, trust, and delegation.

n System,
eadership

The system recognizes tha rmer to
mManager is the most volatile ¢ sulting in a
"bottleneck" where the | mpromises

organizational quality and ) aker to Multiplier™
ge; Focus is the badge."

True leadership req iph stop being the "star
performer" i t of a system that functions

without the rvention.

doing more of everything.
by doing more of what matters
f what drains your leadership."

-Jerry Ervin
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Manager Mastery:
Navigating the Shift from
Maker to Multiplier

THE MAKER'S 3 MULTIPLIER
FOUNDATION
Focus on individual J o U R N EY
Jwork & otipit Transitioning from individual
doer to building high-performing,

autonomous teams requires a TEAM
FOEL),('E 26}1%’:““ L fundameqtal |den_my & EMPOWERME NT

operational shift. 3
(Leading the Work) (Developing the People)

L Clariy | ST e

The Trust Shift™
(From Peer to Trusted Leader)
Earn professional trust through clarity of
. expectations, c i and g ine team care.

) (From Doing to Developing)
- Transfer ewnership and ceach through
al s rather than rescuing tasks

“§22F
o ey

The Communication Shift™
(From Talking to Clarity)
Define exact outcomes, explain context, and
verify team understanding before work begins.

:L,.* %

>

TEAM
SUCCESS

The Priority Shift™
(From Reacting to Leading)
Filter out loud distractions to protect team
locus on strategic, high-value goals.

Manager iviasiery stuay uulue Fage > | 5o
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MEET THE ARCHITECT:. JERRY ERVIN

b erry Ervin built Grow Yourself Academy™ to help
professionals grow themselves, their people, and their business.

As the President and Founder of Grow Yourself Academy, Paragon
Strategies, and Momentum Coaching & Consulting, and.as a longtime
consultant with the San Francisco Small Business Development Center,
Jerry has spent more than two decadéesihelping leaders make one of
the hardest transitions in business: moving,from doingthe workto
leading the people who do the work.

That transition is the heart.of Manhager Mastery™,

Jerry's hard-won wisdom comes fromireal-world consulting, training,
coaching, business building, andthe discipline of endurance racing. His
background includesimore than 13triathlons, including: 5 x Escape
from Alcatraz Triathlons, 7 Halflronman Triathlons, and Ironman
Western Australia Triathlon 2.4-mile swim, 112-mile bike, a full 26.2
Marathon)

That experience shaped a clear belief: leadership is not built through
theary alone. It is built through'repeated practice under pressure.

Manager Mastery™ gives new and First-Year Managers the practical
system they need to build trust, lead teams, and drive results without
becoming the bottleneck.

This is not about surviving management. It is about mastering the
foundation.
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How TO MAKE THIS PROGRAM SUCCESSFUL FOR YOU:
5 STEPS

Step 1: Reduce Team Confusion

Look for places where the team is guessing. Unclear expectations
create rework, frustration, and mistrust. Your first job is to make
the work clearer.

Step 2: Choose the Team’s Top 3 Outcomes

Every week, name the three outcomes that mattef most. Not
every task. Not every request. The few,outcomes that would,make
the week successful.

Step 3: Protect LeadershipTime
Block time for the work enly a manager can doaceaching,
feedback, planning, follow-up, delegation, and conflict reset.

Step 4: Run a Weekly Team Reset
Ask 3-Questions EveryWeek:

. What progress did'we make?
2. What prioritiessmatterinow?
34 What problems need support?

Step 5: Win Small'and Fast

Apply one Shift inone real situation.
Clarify one expectation.

Improve one meeting.

Give one piece of feedback..
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COMPLETION REQUIREMENTS

Self-completion is sufficient to complete Manager Mastery™.
Complete each Shift's learning, reflection, knowledge check, and
Mini-Workbook at your own pace. An 80% pass rate applies only if
you choose to pursue Leadership Certification.

ged. Their sign-off is
ient. The two-party

what you are practicing, a
optional; self-co

Date:

cr Signature: Date:
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SHIFT MINI-WORKBOOK DIRECTORY

Use the separate Mini-Workbook for applied practice.
The Study Guide remains your learning hub for lessons, scenarios,
reflections, knowledge checks, and coaching questions.

Shift 1 — The Trust Builder™ Mini-Workbook

Shift 2 — The Clarity Check™ Mini-Workb

Shift 3 — The Priority Filter™ Mini-Workbook
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https://drive.google.com/file/d/1fXo4BpyNPpi3eG051LufzgKgbd8kaoQY/view
https://drive.google.com/file/d/1l_y2OC4c9yaKl0kVTGrzQPo_RCraEBhW/view
https://drive.google.com/file/d/1o2IodCOlmqkZhoAP67EU6SJeLPzw_Zfa/view
https://drive.google.com/file/d/1aan8-Tj6BawNDvE7Y6QoUMtZYMw53KQJ/view
https://drive.google.com/file/d/16RxxPT22-5doTmoGvk5XfTYnp-wdcSRU/view
https://drive.google.com/file/d/1ajRREp0v7oPJcfKE4GtN8GSBcLtYRhK1/view
https://drive.google.com/file/d/1RqvT-Pl40Jg32q2hJ3Q6EmRhy1XQ3J-y/view
https://drive.google.com/file/d/1mynQHmEZQhE6KV_Qej-EQR4DhxD3yv30/view
https://drive.google.com/file/d/1pmU0BxXuyYbNuoy-jr_XtgYgtBKqjZlT/view

THE TRANSFORMATION TIMELINE

Week 1: Role Friction

You will feel the tension between being the “old expert” and
becoming the “new leader”. This is normal.

Week 2: Clarity Wins
Small improvements appear.

e One clearer expectation.
e One better meeting.
e One better conversation.

Month 1: Visible Stability
Your team starts to experience moreconsistent leadership.

e They understand@ypriorities better.
e They know what'to expect fromyyou.

Month 3: Management Rhythm
The' Shifts beginto feél natural.

e You aremot just reacting.
e You have a wayto lead.

Month 6: Multiplier Foundation

e You are no longer the only source of answers, clarity, and
action. Your team carries more ownership.

e You are ready for deeper work in time, delegation, and
leadership

Manager Mastery Study Guide Page 10 | 36
©2026 Grow Yourself Academy  www.growyourselfacademy.com v261008




The 12 Core Proficiencies™
of a New Manager

Establish the essential baseline skill set
needed to move away from daily tactical
execution, build team capability, and
drive scalable organizational impact.

Maker to Multiplier
Leadership Certification
System™

Managerialm
Toolbelt

p— ; ’
s -
, Strategic & T4
Relationa| Operationa
Leadership Mastery

» = L~ ..
Communication - T a Decision-

& Emotional y = Making
Intelligence : <+ - & Strategic
(Proficiencies 1 & 2) ) - Thinking
) (Proficiencies 3 & 6)
Articulate clear expectations, listen actively, and Make well-reasoned choices objectively
manage emotions while responding with empathy. and connect daily work to broader

organizational goals.

Delegation,

Coaching & T::Ine & Change
B anagement
(Pr:gfi:\tg:s“:% 5) (Proficiencies 8 & 9)

Assign work based on strengths, ask

powerful questions, and guide team growth. Prioritize urgent versus important tasks

and guide teams compassionately through

transitions.
N J 4
Conflict & ¢ Business
Performance | s Acumen
Management = & Self-
(Proficiencies 7 & 10) o Awareness
‘ m . (Proficiencies 11 & 12)
Address disagreements constructively Understand organizational financial
and set clear expectations with direct, drivers and seek feedback to model

respectful feedback. a growth mindset.




INTRODUCTION

You Got Promoted Because You Were Good At The Work.

Welcome to your transition from “Individual Contributor” to “Manager”.
You got promoted because you were great at doing the work. Now,
your job is to lead the people who do the work.

This book will guide you through The 9 Shifts you must make to step
into your new identity as Leader, synthesizing The 12 Core Managerial
Proficiencies™ required for success.

Before, your success came from your owh output. You knew
what needed to be done. You moved.fast. You solved problems. You
became known as someone who could deliver

Then you became a Manager. Now,your success depehds on what your
team can do because of how you lead. That is a different job.

Most (New) Managers are not prepared for that shift. They are expected
to build trust, communieate clearly, set priorities, coach performance,
run meetings, resolve conflicthdelegate work, and step into a new
leadership identity. But tooloften, no one gives them the system. So
they guess.

They try to stay liked. They tryato be available. They try to have all the
answers. They try tokeep the work moving by doing too much
themselves. That ereates pressure. It also creates dependency.

Manager Mastery™ gives you a better path. The 9 Shifts in this program
help you moveifrom individual contributor to people leader.

This program is not about becoming a “perfect” Manager.
It is about becoming a more “intentional” Manager.
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Shift 1: The Trust Shift™ —
Building Leadership Trust

Moving from peer to manager requires shifting from
informal, friendship-based camaraderie to earned
professional trust. The Trust Shift™ provides a
structured method to establish fairness, clarity, and
consistency across your team through the Trust
Triangle™ framework and the Trust Builder™ tool.

Peer Friendship

Informal Camaraderie

Leadership Trust

Earned Professional Trust

The Core Framework
(The Trust Triangle™)

Honesty

~ Leadership trust holds firm
only when Honesty, Fairnaes,
and Fellow-Through are all
consistently present.

S
Pivot from Peer Friendship

to Leadership Trust

Earn respect through consistant
professional standards rather than
relying on past informal camaradoria.

'’

Fairness : Follow-Through

Apply the Trust Reset Rule
« Acknowledge mistakes early
« Take direct responsibility

without defense
= Outline clear future changes

What does

. ; great leadership
~ look like to you? /
-
Scorecard -

Honesty e——f
Fairness e m—

FOIIOW- ol s
Through 1 2 3 4 5

Step 1: Map Current Step 2: Self-Score Step 3: Execute a
Team Trust Your Trust Triangle Bridge Action

Evaluate each team member’s Rate yourself from 1to 5 on Hold 15-minute 1:1s asking
trust level {(Yea, Unsure, No) using Honesty, Falrness, and Follow- “What does great leadership look
clear, observable evidence. Through to spot personal gaps. like to you?” and listen actively.




SHIFT 1: THE TRUST SHIFT™

From Peer to Trusted Leader

Tool: The Trust Builder™

Worksheet: Trust Builder Worksheet
Primary Proficiencies: Emotional Intelligen
Communication Skills, Self-Awareness, P

Mance Management

Learning Objective

The Shift

Your job in Shift
Not by hoping you
trusted lea

you
work without peop
this Nndati eo

Outlook:

A team that feels safe, knows exactly where they stand,
and actively chooses to follow you.
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The OQutcome

Your team knows what to expect from you. They experience
honesty, fairness, and follow-through in how you lead.

A team that feels safe, knows exactly where they stand, and
actively chooses to follow you.

Core Lesson
The Trust Builder™ is grounded in three behavieots:

1. Honesty — People trust Managers who say what they mean
without spin.

2. Fairness — People trust Managers whoapply standards
without favorites.

3. Follow-through — People trust Managers who do what they
say they will do.

When one behavioris missing; trust becomes unstable.
The 5 StepsGif@y to DO

1. <Listen First: Ask "Tell mexmore" and gather information
without judgment.

2."Make Small Promises: Commit to tiny things and always
follow through.
Be Clear About Yes and No: Say “yes” clearly and say “no”
kindly to.prévent anxiety.

5. Protect Your Team: Never throw them under the bus; take
responsibility when things go wrong.

4. Praise What You Want Repeated:
Call out good work in public. Use the Tool: The Trust Builder™
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Complete the Trust Builder Worksheet:

1. “Where does my team already trust me?”

2. “Where might my team question my honesty, fairness, or
follow-through?”

3. “What role boundary needs to be reset?”

4. “What expectation needs to be made cl

5. “What follow-through action will buil

er?”
st this week?”

Complete Your Shift Mini-Workbook

Open the Shift 1 Mini-Workbook an
practice for this Shift. Keep it a
completion.

Visual Example:

mMing to you privately to complain about
rs. You want to keep the relationship, but you
onversations are damaging trust.

A former peer ke
other team me
know these si

Best move: Reset the boundary kindly and clearly.

Example: “I value our relationship. Because my role has changed,
I need to be careful about how | handle team concerns. If there is
an issue with someone else, let’s address it directly and fairly
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https://drive.google.com/file/d/1fXo4BpyNPpi3eG051LufzgKgbd8kaoQY/view

instead of through side conversations.”

Key Takeaways:

Trust is built in small moments, not big speeches.
You build it through honesty, fairness, and follow-through.

Knowledge Check

1. “What builds leadership trust fastest?
2. “Why is peer trust different fro

If your team had'to describe your leadership style in one
word ri . what would it be?

e What is one expectation you have set that your team might
find unclear or unfair?

e Think of a promise you recently broke to your team; what is
your specific plan to repair that broken trust this week?

e Who on your team currently trusts you the least, and what is
one small action you can take to bridge that gap?
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Implementation Step

Have one role-reset conversation or clarify one management
boundary this week.

Completion Evidence

Trust Builder Worksheet completed and one
behavior identified.

If you chose an Accountability Partn
what you are practicing, and wha
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Master “The Trust Builder™™:

Transitioning from Peer to Trusted Leader

THE CORE FRAMEWORK — THE TRUST TRIANGLE™ |

The 3 Pillars of
Leadership Trust

i A FEE

Peer Leadership ' PG
Friendship Trust :

Leadership trust requires intentional
consistency, care, and professional fairness

Trust holds firm only when Honesty,
Fairness, and Follow-Through are

rather than social camaraden;ie. consistently present together.

{Shiﬂ from Peer Friendship to Leadership Trust:

HOW TO EXECUTE “THE TRUST BUILDER™" TOOL

Rate yourelf on a 1-5 scale across Honesty, \

Fairness, and Follow- Through \

1: Map Current Team Trust «..

Evaluate each team member’s trust level

(Yes/Unsure/No) based on explicit, observable evidence.

Hold 15-minute 1:1s asking "What does great
leadership look like to you?” and listen actively.
Rate yourself on a 1-5 scale across Honesty,
Fairness, and Follow-Through to pinpoint gaps. 3
What does
great leadership
look like to you?

i Follow-
Honesty  Fairness Thirough

e




SHIFT 2: THE COMMUNICATION SHIFT™

From Talking to Clarity

Tool: The Clarity Check™

Worksheet: Clarity Check Worksheet
Primary Proficiencies: Communication Ski
Performance Management, Emotional In

ecision-Making,
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SHIFT 3: THE PRIORITY SHIFT™

From Reacting to Leading What Matters

Tool: The Priority Filter™

Worksheet: Priority Filter Worksheet
Primary Proficiencies: Time Management, egic Thinking,
Decision-Making, Business Acumen
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SHIFT 4. THE TEAM SHIFT™

From individual contributor to team builder

Tool: The Team Capacity Map™
Worksheet: Team Capacity Map Worksheet

Primary Proficiencies: Coaching & Mentoring, Business Acumen,
Delegation, Strategic Thinking

Q
»
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SHIFT 5: THE FEEDBACK SHIFT™

From Avoiding to Coaching for Growth

Tool: The Feedback Planner™

Worksheet: Feedback Planner Worksheet

Primary Proficiencies: Perforrmance Management, Coaching &
Mentoring, Communication Skills, Emotiona elligence

X
N
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SHIFT ©: THE MEETING SHIFT™

From Status Updates to Decision-Making

Tool: The Meeting Outcome Tracker™
Worksheet: Meeting Outcome Tracker Worksheet

Primary Proficiencies: Decision-Making, Time Management,
Communication Skills, Business Acumen

X
N
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SHIFT 7. THE CONFLICT SHIFT™

From Tension Avoidance to Fast Resolution

Tool: The Conflict Reset Framework™
Worksheet: Conflict Reset Framework Worksheet

Primary Proficiencies: Conflict Resolution, tional Intelligence,
Change Management, Communication Ski
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SHIFT 8: THE DELEGATION SHIFT™

From Doing to Developing Through Others

Tool: The Delegation Starter Map™
Worksheet: Delegation Starter Map Worksheet
Primary Proficiencies: Delegation, Coachin
Strategic Thinking, Performance Manage

entoring,
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Shift 9: The Identity Shift —
Moving From Expert to Leader

The Mindset Pivot
(Expert vs. Leader)

Shift Value From Shift Value From
Personal Output to Personal Output to
Team Capability Team Capability

B = ' -

.
)

LEADER
MULTIPLIER

" THE
IDENTITY
SHIFT

Experts derive value from
having answers; Leaders
derive value from developing
people who find answers.

Experts derive value from
having answers; Leaders
derive value from developing

people who find answers.

Evaluate Impact
With the Three
Defining Questions

222/

Ask if you build the team

Evaluate Impact
With the Three
Defining Questions

Ask if you build the team
to function independently to function independently
and grow stronger in and grow stronger in
your absence. your absence.

. How to Execute the Shift
in Daily Practice

—

" Ask Discovery Questions Release ‘Maker’ Work and
Before Giving Solutions Track a New Scoreboard

7 Different
options J

DECISioNg

-

a»

"~ Ask Discovery Questions Release ‘Maker’ Work and
Before Giving Solutions Track a New Scoreboard

When issues arise, ask what options Stop doing technical execution tasks
your team recommends instead of and measure success by decisions
providing instant answers. made without you.
Managdmess e e B o ]
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SHIFT 9: THE IDENTITY SHIFT™

From Expert to Leader

Tool: The Leadership Identity Audit™
Worksheet: Leadership Identity Audit Worksheet

Primary Proficiencies: Self-Awareness, Strat Thinking,
Coaching & Mentoring, Business Acumen

Learning Objective

It is also the deepe
It is about

ultiplier- someone whose impact scales
exponentially because your team grows stronger, faster, and more

independent ever
The Outcome

The team becomes more capable, confident, and independent.
The manager becomes a builder of people, not only a solver of
problems.
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Core Lesson
The Leader’s Identity Is Defined By 3-Questions:

1. "Am I building this team to need me or to not nheed me?”

2. “Do | measure my value by what | do or by what my team
can do?”

3. "When | leave the room, does the tea
slower?”

t stronger or

The Leadership Identity Audit™ helps you see you are still

operating as the expert and where
behaviors.

The 5 Steps How to Do It:

2. Choose Your Rhythm our weekly habits (like 1:1s).
3. Stop Doing \ et go of the tasks you listed

Com t Mini-Workbook

Open the Shift 9
practice for thi
completion.

I-Workbook and complete it as the applied
ft. Keep it as your working evidence of self-
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https://drive.google.com/file/d/1pmU0BxXuyYbNuoy-jr_XtgYgtBKqjZlT/view

Scenario Practice

A team member brings you a problem.
You know the answer immediately.

Best move: Pause before answering.

Ask:
< "What have you already tried?”
< "What options do you see?”
< "What do you recommend?”
< "What support do you need?"’
Key Takeaways:

3. “What ques
dependenc

velps a manager build thinking instead of

Next Steps / Application Action:

Choose one situation this week where your reflex is to give an
answer (Expert Move), and instead ask a question and step back
(Leader Move).
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Reflection Prompt

<« “Where am | still proving | belong by being the expert?”

< “What is the specific gap between the leader you are today
and the leader you want to be in one year?”

Coaching Questions:

e How do you internally differentiate t
a true leader versus slipping back into
performer?

eeling of operating as

oacted your life; what
they model that you want

Choose one Le hip Identity behavior to practice and record it
in the 90-Day Roadmap.
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Completion Evidence

Leadership Identity Audit completed and one identity behavior
selected for practice.

Optional Accountability Partner Checkpoint

hat you learned,
his is not a
any shared

If you chose an Accountability Partner, sha
what you are practicing, and what change
completion gate; self-completion is sufficient.
acknowledgment in the Implementation Guide.

Accountability Partner Na

Participant Sighature:

Accountability Partner Sig Date:
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Shift 9: Mastering The
Leadership Identity Audit™

AUDIT YOUR MINDéET :
& REFLEXES SHIFT B EXECUTE THE 30-DAY

VALUE METRIC: | ~ MULTIPLIER PLAN

Developing

High-Performing
Experts
.

f SHIFT
VALUE METRIC:
Personal

Technical

3 LEADERSHIP RULES

£ 30 &

3 WEEKLY HABITS
« Meeting tables
« Feedback Loop
« Learning Book

DROP 3 TECHNICAL
“MAKER” TASKS

Leader Multiplier
(Team Capability)

Expert Doer
\_ (Personal Output)

Vicarious Success Growth Focus

P -:i '
EXPERT MOVE LEADER MOVE
(TRAP) (GROWTH)

Here’s the What have you tried
answer! and what do you
recommend?

RATE ON 1-10 SCALE

ANSWER THE 3 CORE
< IDENTITY QUESTIONS

Q1: Are your
managerer?

Q1: Are you building the
team to function when
you leave the room?

Q1: Are you building the
team to function when
you leave the room?

Q2: What happens
when you are not
there?

Q2: Are you
empowering or
enabling?

ASK IF YOU ARE BUILDING
INDEPENDENT FUNCTION

MEASURE SUCCESS BY QUALITY OF TEAM
DECISIONS WITHOUT DIRECT OVERSIGHT




FINAL CAPSTONE: MANAGER MASTERY™ PRACTICE PLAN

< My strongest Shift right now is:
< The Shift | most need to practice is:

% One trust behavior | will practice is:

< One expectation | will clarify is:
< The team’s Top 3 outcomes this week are:
% One capacity risk | will ad
% One feedback conversa
< One meeting | will re

< One conflict
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Manager Mastery:
The 90-Day Maker to Multiplier Roadmap

.~ FROM MAKER e PHASE 2:
(Individual Contributor) SYSTEMS &

TO MULTIPLIER . MULTIPLIER IMPACT )
(Empowering Team Leader) , (Days 31-60) ? Y

Delegation
Starter Map™

~ Match Support to Proficiency,
: fariti : Define Standards,
fler Srortes it s e
! (No Hovering)

PHASE 1:
FOUNDATION “\

& TRUST

(Days 1-30)

L2 4

0 PHASE 3:
ﬂ MULTIPLIER

IMPACT

(Days 61-90)

- d i ¥ B Shift Identity
Listen and Learn Tour - “ § from Expert
1 W to Architect

Clarity Check™
Define Needs
& Why

gg:g:r':,:" Measure success by
. Honesty Follow Through team capability and
) decisions made when

Trust Triangle™ ' you leave the room.

Days 1-30: Days 31-60:

Listen and Learn. Build Systems. Days 61-90:

Meet 1:1, ask questions, Establish check-ins, Growasa Multipller.
identify workflow context. implement priority Set growth goals,
filtering, begin coach through feedback,
targeted delegation. deline team direction.

Faimess




From Maker to Multiplier: The Fundamental Leadership Shift
The “Maker” Mindset

The “Multiplier: Mindset |
(The Leader Architect)

(The Expert Doer)

Personal Technical
g& Output as Value
-~ A—

Defines worth by personal task
completion and individual
technical execution.

Amplifying Collective
Team Performance
V- S~

Defines worth by building

systems, developing talent,
and multiplying output.

Building Experts
Instead of Giving
Answers

The Expert Trap
Creates Bottlenecks
Rescuing every project creat

team dependency and stunts
overall organizational growth.

Asks guiding questions to
cultivate team problem-solving
and decision-making ownership.

> y
aQ o “It’s Faster If | Just

- Do It Myself” “Your job isn’t to
.~ —

: push your team.
~ It’s to light the fire
inside them.”
—— o — o= Tl;:le Ieadhers win by help’v‘ing
Individual Contributor ultiplier Leader others achieve more without
(Maker) (Erchitect) constant intervention.
Personal technical
expertise
2 "Ilidoit soit's
done right.”

Being the smartest
in the room

Reverting to execution habits under pressure
limits perf to p | capaci

Amplifying team
performance

“Who needs to
learn this?”

Value

Building the room
Indicator

for others

You s of Manager Mastery™.,

You'now have the ndation to lead a team with trust, clarity,
priorit eetings, conflict resolution, delegation, and
leadership identit

From here, c e with the program that best matches your
leadership needs. Executive Time Mastery™ is one available path.

Manager Mastery™ teaches you how to lead your team.
Executive Time Mastery™ teaches you how to lead yourself
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