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Operational Clarity Playbook 

5 Tactical Coaching Moves for Leaders Who Are Done Running on Frenzy 
Each lesson: one tactical move  •  one measurable outcome  •  step-by-step action guide  •  reflection prompt 

 
HOW TO USE THIS PLAYBOOK 
 

This playbook contains five tactical coaching moves designed to help you lead with clarity instead of chaos. Each 
lesson is designed to be applied immediately — watch the 60–90 second micro-lesson clip, then use this 
playbook to work through the action steps and track your results. You do not need to complete all five at once. 
Start with the lesson that addresses your biggest current challenge. 

AT A GLANCE — 5 LESSONS, 5 MOVES, 5 MEASURABLE OUTCOMES 

 
# LESSON TACTICAL MOVE MEASURABLE OUTCOME 

1 Stop the Decision Pile-
Up 

Map your top 5 stalled decisions to one 
accountable owner each. 30% faster decision cycle within 2 weeks. 

2 
The 30-Minute Meeting 
That Clears Everything 

Replace your status meeting with a 
structured blocker review. 

Fewer escalations, faster handoffs, and reclaimed 
hours every week. 

3 
Find Your Biggest 
Bottleneck in 15 Minutes 

Run a quick Chaos Audit™ on your top 
3 workflows. 

Identify the one fix that moves the needle most this 
quarter. 

4 
Make Your Team Self-
Sufficient 

Document and delegate one recurring 
decision using a simple SOP. 

One less thing only you can answer — every single 
week. 

5 Lead From Clarity, Not 
Chaos 

Build your personal 90-day operating 
rhythm using the North Star framework. 

A repeatable quarterly plan you can run without 
burning out. 

 

 

THE LESSONS 

 

1 
Stop the Decision Pile-Up 
Tactical Move: Map your top 5 stalled 
decisions to one accountable owner each. 

TARGET OUTCOME: 30% faster decision cycle within 2 weeks. 

□  List the 5 decisions that have been waiting the longest for resolution. 
   →  If you cannot name one person, the governance structure is the real problem. 
□  For each one, name ONE person who is accountable — not a group. 
   →  Groups make slow decisions. One owner makes fast ones. 
□  Set a decision deadline for each item (3 days maximum). 
   →  A deadline without a name is just a wish. 
□  Share the list with your team. Accountability requires visibility. 
   →  Hiding accountability protects no one — it slows everyone. 
□  At your next team meeting, review: how many got resolved? 
   →  Progress, not perfection. Resolved is better than optimal. 

REFLECTION: 
In 2 weeks: How many of the 5 decisions were resolved? What was the 
average time-to-decision before vs. after? 

COMPANION TOOLS: 
RACI Decision Matrix Template + RACI 
Runbook 



 

2 

The 30-Minute Meeting 
That Clears 
Everything 
Tactical Move: Replace your status 
meeting with a structured blocker 
review. 

TARGET OUTCOME: Fewer escalations, faster handoffs, and 
reclaimed hours every week. 

□  Cancel or repurpose one recurring status meeting this week. 
   →  Status updates belong in a shared doc, not a meeting. 
□  Replace it with a 30-minute Blocker Review (same team, new agenda). 
   →  The agenda is non-negotiable for the first 4 sessions. Structure first, flexibility later. 
□  Use the agenda: Check-in (5 min) → Blockers (15 min) → Triage (8 min) → Parking lot (2 min). 
   →  Blocker reviews surface what status meetings hide. 
□  Assign an owner and date to every unresolved item before leaving. 
   →  Parking lots without owners are graveyards. Every item needs a name. 
□  Send a 5-bullet recap within 24 hours. 
   →  Recaps build accountability culture without adding overhead. 

REFLECTION: 
In 2 weeks: How many escalations were avoided? How many hours were saved? Did 
the team feel more unblocked? 

COMPANION TOOLS: 
RACI + Throughput Runbook (30-
Minute Agenda tab) 

 

 

3 

Find Your Biggest 
Bottleneck in 15 Minutes 
Tactical Move: Run a quick Chaos Audit™ 
on your top 3 workflows. 

TARGET OUTCOME: Identify the one fix that moves the needle most 
this quarter. 

□  Pick your 3 highest-volume or highest-friction workflows. 
   →  High-volume and high-friction are both valid criteria. Start where it hurts most. 
□  For each: ask "Where does work consistently stall or get reworked?" 
   →  Stalling and rework are the two most expensive hidden costs in any operation. 
□  Rate each workflow: Green (smooth), Yellow (bumpy), Red (broken). 
   →  Green/Yellow/Red cuts through analysis paralysis. Simplicity is the point. 
□  Identify the single Red or Yellow item with the highest downstream impact. 
   →  Fix the most impactful thing, not the easiest thing. 
□  Name one owner and one action to address it within 30 days. 
   →  One owner. One action. One month. Scope creep kills quick wins. 

REFLECTION: 
In 30 days: Was the bottleneck resolved or significantly reduced? What was the 
operational impact? 

COMPANION TOOLS: 
From Chaos to Clarity Blueprint™  |  90-Day 
Operational Map 

 

 

 

 



 

4 

Make Your Team Self-
Sufficient 
Tactical Move: Document and delegate one 
recurring decision using a simple SOP. 

TARGET OUTCOME: One less thing only you can answer — every single 
week. 

□  Identify one decision or task that comes to you repeatedly every week. 
   →  The question that comes to you 3+ times is your highest-value SOP candidate. 
□  Write a one-page SOP: Trigger → Steps → Decision criteria → Outcome. 
   →  One page. If it takes more than one page, the process is too complex. 
□  Walk your team member through it once. Answer questions. Update the SOP. 
   →  Walk-through beats email every time. Show, don't just tell. 
□  Hand it off. Let them run it for 2 weeks without your involvement. 
   →  Resist the urge to check in. Delegation without trust is just supervision. 
□  Review at week 2: Does it need refinement? Is it truly off your plate? 
   →  Refinement is not failure. It is how good SOPs become great ones. 

REFLECTION: 
In 2 weeks: Is the task fully off your plate? How many hours per week did 
you reclaim? 

COMPANION TOOLS: 
GovCon Ops Decoded (SOPs section)  |  From 
Chaos to Clarity Blueprint™ 

 

5 

Lead From Clarity, Not 
Chaos 
Tactical Move: Build your personal 90-
day operating rhythm using the North 
Star framework. 

TARGET OUTCOME: A repeatable quarterly plan you can run 
without burning out. 

□  Set aside 60 minutes this week for strategic planning (not operational tasks). 
   →  60 minutes of strategic clarity saves 10 hours of reactive chaos. 
□  Complete your 90-Day Operating North Star: mission, 3–5 metrics, key initiatives. 
   →  Mission + metrics + initiatives = the only three things that matter this quarter. 
□  Identify your top 3 priorities for this quarter. Write them where you see them daily. 
   →  What you see daily, you pursue daily. Visibility drives behavior. 
□  Block 90 minutes every Friday for review, reflection, and next-week planning. 
   →  Friday planning is the highest-leverage habit a leader can build. 
□  Share your North Star with your team so everyone is aligned on what matters most. 
   →  Alignment is not agreement on everything. It is shared clarity on priorities. 

REFLECTION: 
In 90 days: Did you hit your key metrics? What did the discipline of the planning 
rhythm change for you? 

COMPANION TOOLS: 
90-Day Operating North Star  |  90-Day 
Operational Map 

 

READY TO APPLY THESE LESSONS WITH EXPERT SUPPORT? 
Book a POWER Breakthrough Session — a focused 1:1 where we identify your #1 operational clarity gap and 

build your action plan together. 
iwillassistyou.net/powerbreakthrough 
marleen@iwillassistyou.net  |  iwillassistyou.net 
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