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Learning Team Assignment Session 4  
 
Take a moment to review the Flexible Leadership Approach Job Aid and the Managing 
Performance at Different Levels job aids.  
 
Short Case Study 
For the benefit of anonymity, let’s create a follower and call her Mandy. Mandy has been at 

IG for three years. She is a good enough contributor, and sometimes amazes with a burst of 

creative output. Mandy says that she often feels like she needs more motivation and has 

become less sure of herself recently. You have been leading her by assuming that she is a 

Level 3, Supporting.  
 

1. Discuss where Mandy fits as a contributor at Innovatis Group on the first job aid. Why did 

you choose this leadership approach? 

2. Discuss where you would place Mandy in terms of her performance level on the second 

job aid. Why did you choose this level? 

3. Discuss whether you think you are over-or-under-managing Mandy in the case study 

above.  

4. Reflect (without naming anyone) on your opportunity as a leader to accurately assess 

where your followers are and how you can manage them as effectively as possible.  
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Flexible Leadership Approach Job Aid 
 Flex Your Leadership Approach Worksheet 
Leading others is complex and challenging. Think about your preferred leadership 
approach. Do you prefer directing, coaching, supporting, or delegating?  

Regardless of your style, you can place people you are managing or influencing into 
useful categories. Below, two necessary and useful leadership approaches, support and 
direction, are paired what a follower needs: 

 
 
 

 
 

Supporting 
Follower: Able, but unwilling or not 
confident 

Praise, Listen, Facilitate 
Share Ideas 

“I was thinking X. What do you think?” 

Coaching 
Follower: More able, but less 

willing and less confident 

Directing/Supporting 
Explain Decisions 

“How can I help you achieve…” 

Delegating 
Follower: Able, willing, confident 

Turn Over Responsibility for Day-to-Day 
Decisions 

“When should I check in?” 

Directing 
Follower: Unable, willing, confident 

Structure, Control, Supervise 
Give Instructions 

“This is how to do this…” 
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Steps to Aligning your Leadership Approach to Follower Needs 

1. Consider a follower’s correct category of readiness and willingness to accomplish a goal.
2. Review the tips offered within the category.
3. Consider your current approach: are you over-or-under managing this person?
4. Flex or adjust your current leadership approach to meet the needs of your follower.
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 Managing Performance at Different Levels 

Performance Focus High Performance  Average Performance  Low Performance  

What are your 
developmental goals for 
this follower? 

Expand role  Polish rough edges  Fix performance problems 
with 1:1 feedback, 
coaching or training 

What do you talk about?  Future: What’s next  - 
career development  

Present/future: What can 
be “if only…” 

Present: what is required 
or expected 

What do you hold them 
accountable for? 

Results/outcomes  Sustained contribution 
and self-improvement 

Completing daily tasks 
and meeting expectation 

What type of opportunities 
do you provide them? 

Lead important or high 
visibility missions and 
projects-Expose them to 
organizational leadership 

Participate in important 
initiatives 

Perform tasks and 
increase levels of 
autonomy  

What type of training do 
you provide? 

Leadership development 
and training about your 
organization 

Select leadership 
development and targeted 
training for personal 
development 

Remedial training, 1:1 
feedback, coaching to 
review shortfalls and plan 
for improvement   

What type of feedback 
should you provide? 

1:1 feedback that helps 
them extend their reach 
and impact 

1:1 feedback that helps 
them hone their 
performance  

1:1 Feedback that 
evaluates their progress 

What should you 
recognize and highlight? 

Impact on your business 
and department success 

Progress toward 
achieving higher levels of 
performance 

Successful achievement 
of requirements 


