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INTRODUCTION: WHY THIS PLAYBOOK EXISTS

Most leadership meetings are broken.

They’re either too vague, too tactical, or too performative. People leave unclear on
what was decided, what’s

changing, or what

matters most. Over time,

that confusion adds up —

in missed priorities,

unmade decisions, and

teams that lose trust in

the process.

This playbook exists to
fix that.

It gives you a repeatable

system for running

weekly leadership syncs

that actually work — not

just as status updates,

but as rituals of clarity,

alignment, and trust.

You'll learn how to

surface blockers without blame, make decisions without debate spirals, and confirm
priorities without fatigue. The result? Fewer surprises. Better focus. And a team that
can move faster together — without losing its center.

If you protect this rhythm, your team will never fall out of sync for long.
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HOW TO RUN A WEEKLY LEADERSHIP SYNC

Why This Meeting Exists

Most companies start with no leadership meeting — just Slack threads, late-night
DMs, and hallway strategy. Until...

e Decisions fragment

o Priorities drift

e People get blindsided

e And everyone assumes someone else “owns it”

The weekly leadership sync isn’t a ritual — it’s a rhythm. It’s the heartbeat of
operational trust.

Keep your team aligned, accountable, and focused — without burning an hour.

What This Meeting Is (And Is Not)

This Is This Is Not

A place to surface blocks, not solve them. A strategy offsite or deep dive.

A cross-functional update loop. A line-by-line status report.

A check on trust, capacity, and clarity. A performance review.

A vehicle for momentum and course- A meeting that exists because it
correction. always has.

The Core Structure

Duration: 30-45 minutes

Attendees: Department heads, founders, key leads

Cadence: Weekly, same time, same link

Prep: Each leader submits their section before the meeting (ideally async)

The 5-Part Agenda
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1. Wins & Signals (5 min)
e Quick share: What's working? Any strong early indicators?
e This isn’t performative — it’s pattern recognition.

“We hit our onboarding target.”
“Support tickets down 40%.”
“A key partner reactivated.”

2. Metrics That Matter (5-10 min)
e Only what moves the business. No vanity charts. No filler KPIs.
e Each department lead reports 1-3 top metrics.
e Focus: Up, down, stable. Any trend break?
3. What's Blocked (10-15 min)
e Round-robin: What's stuck? What'’s unclear?
e You're not solving here — you’re flagging.
e Use avisual blocker board (Notion, Airtable, Google Sheet)

“Sales needs clarity on pricing changes.”
“No ETA on the API integration.”

4. Decisions Needed (5-10 min)
e What decisions do we need to make, escalate, or schedule?
e Push for resolution or schedule a deeper session.

“Do we pause the Q3 launch timeline?”
“Do we greenlight this hire?”

5. Confirm Priorities (5 min)

e Re-state top focus for the week across departments.

e Ask: “Is anything new more important than what we said last week?”
Why Most Syncs Fail

e Too many updates, not enough action.
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e No single owner.
e The meeting feels optional.
e The meeting feels forced.
e No one prepares.
e Ittries to be everything.
Tools That Help
e Shared doc template (Notion, Coda, Google Doc)
e Async updates (submitted before the meeting)
e Clear RACI or DRI for each item
e Use a “Flag = Discuss = Decide” system
e Optional: Timer per section
Question: What is a RACI or DRI?

Great question — both RACI and DRI are frameworks for clarifying who is
responsible for what, especially in projects or decisions. Here's a quick breakdown:

RACI = Responsible, Accountable, Consulted, Informed
Role Meaning
Responsible The person (or people) doing the work. They own execution.

Accountable The one person ultimately answerable for success. Approves work.

Consulted People who give input before or during execution. Two-way
communication.
Informed People who need to know, but don’t contribute or decide. One-way.
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Example: Launching a New Website

o Responsible: Web designer, developer

e Accountable: Marketing Director

e Consulted: Sales team, IT lead

e Informed: Executive leadership
DRI = Directly Responsible Individual

e Asimplified version of RACI, popularized by Apple.

e One person is named as the DRI — they own the outcome.

e Everyone knows who to go to, and that person knows they’re in charge.
Example:

“Jane is the DRI for the Q4 product launch.”

When to Use a RACI or a DRI.

Situation Use
This

Complex projects, many RACI

voices

Simple decisions or tasks DRI

Tip 1:

Clarity beats consensus. If no one’s named,
no one feels responsible.
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The Real Value
This isn’t about information. It’s about alignment and accountability.
You want your team to:

o Say the same things to their teams

e Know where focus is drifting

o Surface issues early — not when they explode

CLOSING THOUGHT

A great leadership sync isn’t about what you talk about. It's about what you
don’t have to chase down later.

A weekly sync isn’t just a tool — it’s a commitment. To clarity over chaos. To
surfacing truth before it becomes friction. To designing a rhythm that builds
momentum, not just tracks motion. You don’t need perfect execution, flawless notes,
or airtight agendas. You need consistency. Intention. And a willingness to make the
room safe enough for real blockers, honest updates, and decisions that actually
move the work forward. Protect this space. Honor the rhythm. Because when your
sync works, your team works — and everything else gets easier.

This meeting earns its keep when:
o People walk in with clarity
e Leave with direction

e And don’t need another meeting to untangle what just happened
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1. WINS & SIGNALS

Why We Start with Wins and Signals

Every great meeting starts with energy and direction. But not every team knows
where to find it. That’s why this sync begins with Wins and Signals — not status
updates, not metrics, but moments that show where things are moving, and where
they might be slipping.

Wins give the team momentum. They reinforce progress and help leaders double
down on what’s working.

Signals give the team visibility. They highlight potential risks, shifts in behavior, or
early indicators that a decision or strategy may need to evolve.

This isn’t about bragging or panic—
it’s about pattern recognition.

Example:

A customer success lead casually
mentioned that five clients asked
the same question about
onboarding. That wasn’t noise. It
was a signal. Product updated the
flow, and support tickets dropped
30%.

Wins remind the team that

progress is happening.

Signals remind the team where to

pay attention next.

Together, they turn a meeting into a read on reality — early enough to act, focused
enough to matter.

Why it matters:

If the team doesn’t regularly see what’s working, momentum stalls. Small victories
compound belief — and highlight what to double down on.

What founders fear:

“It'll turn into a brag-fest or fluff session.” Or worse: “No one will have anything to
share.”

The Leadership Sync Playbook | Manuel Zarate 9|Page



May 20, 2025

Reframe it:

This isn’t about ego. It’s about early signal detection — identifying what’s gaining
traction before it’s visible in metrics.

Real-life example:

At a B2B SaaS company, one customer success rep mentioned offhand that three
clients praised the new onboarding email. Product doubled down — and cut churn
by 18% in 60 days.

Process:

1. Each leader submits one Win and one Signal before the meeting.

2. Wins are completed actions tied to quarterly goals.

3. Signals are directional insights — patterns worth watching.

4. Share only what drives momentum or focus.

5. Route unclear signals to a tracker — don’t explore live unless urgent.

WINS VS. SIGNALS — HOW TO TELL THEM APART:

Wins are tangible outcomes or progress:
- Signed a major client

- Reduced churn by 10%

- Launched a new feature

Signals are emerging patterns or directional insights:

- Customers mentioning the same objection

- Support tickets rising on a feature

- An engineer raising friction in handoffs

Tip 1:

Use the question: “Is this something we need to celebrate — or watch?”
Tip 2:

Only discuss signals live if they might impact direction, timeline, or trust.

Category Definition Purpose How to Use in the
Sync
Wins Clear outcomes or Celebrate Quick share: 1-2 per
completed progress tied movement. team. Focus on team
to team/quarter goals. Reinforce what’s pride and momentum.
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working.

Signals  Early indicators of change Spot trends before
— good or bad. Often metrics show
qualitative or directional. = them.

Examples of Wins
o “We signed our largest client to date.”
e “Ops cut delivery times by 14% last week.”
o “We shipped the new onboarding flow.”
How to filter:

Did something get completed or measurably achieved?
If yes, it's a win.

Examples of Signals
e “We're seeing more cancellations mention price.”

o “Sales calls this week skewed heavily to enterprise.”

Flag briefly. Route to
deeper convo if
pattern repeats.

e “Three engineers raised similar friction with the design handoft.”

How to filter:

Does this suggest a pattern or risk worth watching?
If yes, it’s a signal.

THE UNENDING MEETING

e You're hearing too many “wins” that are actually updates

e You're diving into signals before they’re validated

e There’s no clear gate for what gets surfaced live
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What to Do Instead

1. Async Intake Before
the Meeting

e Askeachleader
to submit:

o 1lwin
(tied to goal)

o 1signal
(emerging pattern only)

You'll find most "wins"
are actually just

progress updates. You
can skip 70% of those.

2. Live Filter in the Meeting
Use this question:

“Is this something we need to celebrate — or watch?”
“Does this require action — or just awareness?”

3. Route Signals to an Issue Tracker
Only discuss live if:
e The signal has surfaced more than once
o It might affect strategy, timeline, or team trust
Everything else? Log and monitor.
Question: What does async mean?

Async (short for asynchronous) means tasks or communication that don’t happen at
the same time. In a team or leadership context: Async = Not live, not in real time.
You don’t need everyone in the same room (or on the same call) to move forward.

Examples of Async Work:
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e Posting your weekly update in Slack or Notion before the meeting.
e Filling out a decision brief in a shared doc.

o Reviewing metrics or blockers on your own time.

e Recording a Loom video to explain a proposal.

Async vs. Sync
Async Sync

When?  Anytime (independent) Same time (live meeting or call)

Tools Slack, Notion, Email, Docs Zoom, in-person, phone
Pace Flexible Real-time
Best For Updates, prep, review Debate, fast decisions, alighment

Why Async Matters in Leadership Syncs:
e It shrinks the live meeting.
e Itraises the quality of live discussion (people come prepared).
e Itrespects everyone’s time zones, energy, and calendars.

Async isn’t slower — it’s smarter.
Use meetings for decisions and alignment, not reading and status dumps.

WEEKLY SYNC SUBMISSION TEMPLATE: WINS & SIGNALS

Use this template to submit your updates before the weekly leadership sync.
The goal is not volume, but clarity. Focus on what moves the needle or signals
change.

Instructions: Complete before the weekly sync. Be concise. Focus on impact, not
volume.
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Team/Department Name
Submitted By

Date

Top Win This Week

Why this win matters
Top Signal This Week

Suggested Action or Watch Area

CLOSING THOUGHT: DON'T BE THE OVERLOADED PICKLE

When everything is shared, nothing is absorbed. A great sync shares 2-3 wins and
flags 1-2 signals. Everything else? Async, documented, or redirected. Information
overload doesn’t drive clarity — it drowns it. Wins anchor confidence. Signals drive
awareness. Don’t mix them up — or your meeting becomes noise.

Aleadership sync isn’t a dumping ground for updates; it’s a filter for what truly
matters. Respect the room. Protect the team’s attention. Use structure, not volume,
to move the work forward. Because when leaders show restraint, teams feel focus.
And nobody — not even a pickle in loafers — wants to sit through a meeting that
could’ve been a decision.
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2. METRICS THAT MATTER

Metrics Are Not for Reporting — They're for Realignment

Most teams track too many metrics and act on too few.

Dashboards fill up, weekly updates get noisy, and before long, no one knows what
actually matters. That's the trap. Metrics aren’t about measurement — they’re about
movement.

This section helps you focus on the smallest set of numbers that show whether
you're headed in the right direction — and gives your team the clarity to adjust
before it’s too late.

Here’s the difference:

At one startup, the leadership
team reviewed 24 KPIs every
week. Revenue was flat, but no
one noticed a two-month decline
in trial-to-paid conversions —
buried in line 17 of the sheet.
Once they pulled that metric to
the top, they fixed the drop in 10
days.

Same data. Different priority.
Different result.

The goal isn’t to track more. It’s to

elevate the few numbers that

drive attention, action, and trust.

Because when a metric changes what you do next — that’s when it matters.

Why it matters:

Without shared metrics, teams drift into isolated dashboards. You get activity
without impact — and surprises no one saw coming.

What founders fear:
“We’ll spend the whole meeting debating data.” Or: “People will hide bad numbers.”

Reframe it:
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Metrics aren’t a scoreboard. They're a conversation. Trends matter more than
perfection.

Real-life example:

A consumer app startup noticed DAU plateauing. Because the metric was visible
weekly, they caught and fixed an onboarding bug — in 48 hours.

Process:

1. Each leader reports 1-3 metrics max.

2. Highlight trend direction (up/down/flat).

3. Use color-coding or emoji (@ O @) to indicate health.

4. If a number is off, log it under “Blocked” — don’t fix it in real time.

WHY NOT TRACK AND TALK ABOUT THEM ALL?

Your team may track 200+ metrics — and that’s great. But:

- Discussing all 200 in the sync guarantees none get actioned.

- Most metrics are reference points, not levers.

- Focus your discussion on trend-breakers and metrics that drive decisions.
- Ask: “Does this number change what we’re doing?” If not, log it async.

How to Decide Which Metrics to Use

Not all metrics are created equal — and more isn’t better. Start by asking: “What
numbers change what we do?” Choose 1-3 metrics per team that meet three
criteria: they’re aligned to your current goals, they’re updated frequently enough to
show movement, and they directly inform decisions. Ignore vanity metrics.
Prioritize leading indicators (inputs that predict outcomes) over lagging ones
(results you can’t change). If a metric sparks discussion, prompts action, or flags
risk, it belongs in the room. If not, track it — but don’t waste airtime on it.

You can track everything. But only elevate the few that impact direction, risk, or
resource allocation. The human brain can’t prioritize when everything is marked
“important.”

If you walk into a room with 200 blinking lights, you don’t become more informed
— you become numb. When everything is urgent, nothing is actionable.

The weekly sync isn’t a data room. It’s a decision prep room.

Discussing every metric crowds out space for pattern recognition, blockers, and
realignment. Think of the sync like air traffic control — you don’t need to see every
dial, just the flight paths.
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Most metrics are reference, not levers.
If you were tracking 200 metrics:

e Maybe 20 are operational levers

e 5-10 are strategic signals

e The rest are context or audit trails

Track them? Yes.
Act on all of them weekly? No.

Your goal isn’t to know everything. It’s to know what needs to change.
Metrics can be async. Decisions cannot.

If a metric needs discussion, it needs context, accountability, and possibly a decision.
The weekly sync should focus only on those. Everything else? Put it in a dashboard,
flag changes, and let people review before the meeting. The question isn’t “Is this
number up or down?”

It's “Does this number change what we’re doing?”

Tip 1:
Avoid vanity metrics. Focus on those that drive behavior.
Tip 2:

Post metrics async 12 hours before the meeting — so the sync isn’t the first time
people see them.

Here’s a curated list of sample software tools to help teams track, measure, and
visualize metrics across departments. Each serves a slightly different need — from
dashboards to collaborative updates — so you can pick based on scale and
structure:

Metric Tracking & Dashboard Tools

1. Loomly, Buffer, Hootsuite (Marketing Metrics)
o Track engagement, campaign reach, and post performance
e Ideal for social and content teams

2. Google Looker Studio (formerly Data Studio)
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e Free, customizable dashboards that pull data from Google Sheets, Analytics,
Ads, etc.

e Great for companies already using Google Workspace
3. Geckoboard
o Simple dashboards for sales, support, ops, and growth metrics
e Real-time KPIs on TV screens or team monitors
4. Klipfolio
e Flexible dashboards for financial, SaaS, and marketing metrics
o Integrates with over 100+ data sources
Collaborative Metric Updates
5. Notion or Coda
e C(Create shared, editable team scorecards
e Useful for combining qualitative insights (signals) with numbers
6. Lattice (for People & Culture Metrics)
e Track engagement scores, feedback volume, goal completion rates
e Aligns HR and leadership reporting
7. Asana + Google Sheets Integration
e Automatically sync task/project status with custom dashboards
e Lightweight for ops and project management teams
For Startups Needing Alignment
8. Elate or Koan
o Strategic planning + metric tracking in one

o Teams report progress against OKRs weekly with context
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CLOSING THOUGHT ON METRICS

Metrics don’t drive performance. Clarity does.

The right metrics don’t just report what happened — they change what happens

next.

They help your team focus, adjust, and stay accountable without needing

micromanagement.

When used well, metrics aren’t surveillance or scoreboard—they’re signposts.
They tell you where to double down, when to course-correct, and who needs help

before they ask.

Don’t drown in data.

Choose the few metrics that move people — not just numbers.

3. WHAT’S BLOCKED

What Gets Stuck, Stays Stuck — Unless You Say It

Every team hits roadblocks. The
question isn’t if something’s stuck —
it’s whether your culture allows
people to say so without fear. The
most dangerous blockers aren’t the
hard ones. They’re the hidden ones:
approvals that never come, tools that
don’t work, decisions that hang in
limbo. And when no one names them,
work slows down quietly until
someone finally asks, “Why is this
taking so long?”

Here’s the truth:
High-performing teams don’t avoid
friction — they surface it early, assign

ownership, and create motion. This section exists to help you do exactly that. Not to
fix every problem in the room, but to make sure nothing important stays stuck for

long.

Why it matters:
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Blockers slow everything. If they aren’t surfaced early, teams stall silently — and
blame later.

What founders fear:

“If we open this door, it'll turn into group therapy.” Or: “No one will admit they’re
stuck.”

Reframe it:

This isn’t failure — it’s early detection. The best teams normalize saying “I need
help.”

Real-life example:

An ops team flagged vendor onboarding as blocked by legal. It had been “pending”
for 3 weeks. One nudge from the CEO moved it in 24 hours.

Process:

1. Round-robin: ask each leader to name one thing stuck.

2. Use a shared board (Notion, Trello) for visibility.

3. Require each blocker to have an “owner” and a “next step.”
4. Don'’t solve in the meeting — log and assign.

From Stuck to Step
Purpose:

To help teams name what's not moving and create forward motion — without
judgment or blame.

Setup:

Each person takes 5 minutes to reflect and fill in:
- One thing that’s slower than expected or unclear
- Why it feels blocked

- Who owns it now (if anyone)

- What the next possible step might be

Live Session (20 minutes):

1. Share in round-robin format — 1 blocker per person (5-10 min total)
2. For each item, ask: “What'’s the smallest next step we can take?”
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3. Assign an owner, a due date, and mark it on the blocker board.
4. Confirm whether it should be revisited async or escalated.

Why it works:

- Encourages proactive transparency
- Turns blockers into design challenges, not personal failures
- Builds a shared language around 'progress' vs. 'perfection’

Tip 1: Normalize the Phrase “This is stuck.”
Make it a safe, standard phrase — not a red flag.

When “stuck” is language for progress, not punishment, your team will bring issues
up early — when they’re still solvable.

Encourage:

“This is stuck.”
“I'm not sure how to move this forward.”
“I think this might need escalation.”

The earlier you hear that, the less damage control you'll need later.
Tip 2: Ask for the next smallest visible step — not a full fix.

Blockers feel overwhelming. Why? Because people assume the next move has to be
big — or perfect. Shift the frame:

“What's the smallest, visible, unambiguous next step?”

Example:

o Instead of “Fix the dashboard logic,” — “Clarify what filters need to be
added.”

e Instead of “Get vendor approved,” — “Send Slack to finance for priority
confirmation.”

Motion creates momentum. Even a tiny step unsticks the system.
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CLOSING THOUGHT ON WHAT’S BLOCKED

Silence is not a sign of strength. It’s often a sign of stuck.
High-performing teams don’t hide their blockers — they surface them early and
often. The goal isn’t to fix everything in the meeting. The goal is to know what’s not

moving — and why. When people trust that raising a blocker won’t cost them
credibility, they’ll bring the real issues forward.

And when that happens, leadership stops being reactive firefighting — and starts
becoming a system of forward motion.
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4. DECISIONS NEEDED

Unmade Decisions Are the Real Bottleneck

Most teams don’t fall behind because they’re lazy or unclear — they fall behind
because decisions pile up without ownership. The roadmap’s ready, but the pricing
isn’t final. The project’s scoped, but no one’s greenlit the hire. Every delayed
decision creates invisible drag on progress — and the longer it lingers, the harder it
is to spot who'’s even supposed to make the call.

This section exists to create a rhythm of decision hygiene — so the team knows
what’s unresolved, who's driving it, and what happens next. Because even a half-
decent decision made today beats a perfect one made too late.

Why it matters:

When decisions pile up, urgency gets mistaken for importance. Without a system,
decisions happen in whispers or get delayed until it’s too late.

What founders fear:

“This will devolve into back-and-forth with no resolution.” Or: “We’ll end up making
bad calls under pressure.”

Reframe it:

This isn’t about making every decision live — it’s about creating pathways to
decisions.

Real-life example:

A marketing lead brought a pricing decision to the sync. Instead of debating it, the
team spun off a 30-min call with just 3 people — and made the call that day.

Process:

1. Each leader brings 0-2 pending decisions.

2. Tag each one: Needs input / Needs decision / Needs separate meeting.
3. Keep a log of what was decided and by whom.

4. Push back on decisions without context.
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WHY DECISION HYGIENE MATTERS

Every growing company hits the same wall: the work doesn’t slow down — but the
decisions do. Projects stall, priorities blur, and teams wait for answers that never
quite arrive. It's not because people are lazy or unclear — it’s because no one has
called the moment:

“We need to make a decision.”

Take this example:

At a Series B SaaS company, the product team kept pushing forward on a new
feature while marketing waited on a pricing model. For three weeks, both teams
kept “checking in” — but no decision was made. When leadership finally clarified
the model, engineering had to rework two weeks of code. Not because anyone made
the wrong call — but because no one made the call at all.

This is the cost of no decision. But it’s not the only trap. Teams also suffer from late
decisions (when action comes too slow) or overindexed decisions (where people
mistake motion for clarity).

To lead well, you don’t just need better decisions — you need decision hygiene:
e When to make a call
o When to wait

e And how to ensure the whole team knows what just happened

NO DECISION VS. LATE DECISION VS. A DECISION

No Decision;
The Brick

This is when the
team knows
there’s a fork in
the road — but
no one owns
choosing the
path.

The Leadership Sync Playbook | Manuel Zarate 24|Page



May 20, 2025

e [t creates ambiguity, hesitation, and hidden risk.

e Often disguised as “We're still thinking about it” or “We’ll revisit next week.”

o [t kills momentum and sends a subtle message: no one’s accountable.
No decision is still a decision — it’s a decision to drift.

Delay Decision: The Pogo Stick

This is when a decision is finally made, but too late to avoid cost — lost time, missed

opportunity, burnout, or misalignment.

e Common causes: waiting for consensus, over-indexing on data, fear of being

wrong.

o Late decisions are usually felt downstream, not upstream — in missed
deadlines, rework, or team confusion.

Late decisions still cost. You just pay later — and more.
A Decision: The Soaring Bird
A real decision has:

e (Clarity: What are we doing?

e Ownership: Who is accountable?

e Context: Why are we doing it?

e Action: What’s next and who needs to know?

Even imperfect decisions, made with speed and clarity, can be corrected.
It’s inaction, not mistakes, that stagnate teams.

Decisions are not finality. They're forward motion.

You don’t need to make every decision in the sync.
But you do need a system to:

o Identify when a decision is needed
o Decide who owns it

e And track what's been made and communicated
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If everything is a group conversation, nothing gets owned. If nothing is decided,
everything is delayed.

Tip 1:
Use a shared “decision board” where leaders drop requests async.
Tip 2:

End each decision with “What needs to be communicated and to whom?”

Define the Decision

Purpose:

To separate surface-level indecision from the real choice that needs to be made.
Setup:

Each person prepares 1 decision they’re struggling with by filling out:
- What is the actual decision?

- Who is the decision-maker (DRI)?

- What input is missing?

- What happens if we delay?

- What would ‘good enough’ look like?

Live Session (15-30 min):

1. Share the decision and missing input.

2. Ask the group: Do we decide now, or do we route this to a side conversation?
3. If decision is made: document it.

4. If delayed: assign a due date and owner.

Why it works:

- Avoids performative debate
- Creates accountability around action or delay
- Builds trust by respecting time and readiness
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CLOSING THOUGHT ON DECISIONS NEEDED

The cost of unclear decisions is invisible — until it shows up as wasted time.

Most teams don’t suffer from bad decisions. They suffer from no decisions, or
decisions made too late, by the wrong people, with no clarity on what happens next.
A great leadership sync doesn’t force every call in the room — it creates a system for
movement: escalate what’s urgent, schedule what’s complex, document what's done.
Every decision deferred without ownership is a risk passed forward. Every clear
decision made with context is momentum earned.
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5. CONFIRM PRIORITIES

The Discipline of Repetition

It's easy to assume that once a strategy is set, everyone will remember it. But in fast-
moving teams, clarity leaks — and when it does, people work hard on the wrong
things.

That’s why confirming priorities weekly isn’t busywork. It’s alignment maintenance.
It gives leaders a chance to ask, “Are we still working on what matters most?” and
more importantly, “Are we all pointing in the same direction?”

Here’s what happens when you don’t:

At a design-forward consumer app, engineering pushed hard on a new feature
requested by sales. Meanwhile, leadership had quietly shifted focus to retention. No
one explicitly confirmed priorities in the sync — because “everyone already knew.”
Two weeks later, a senior engineer asked, “Why are we building this again?” The
answer? “We shouldn’t be.”

The cost wasn’t just the code. It was morale, momentum, and trust.

Weekly priority realignment isn’t about changing the plan — it’s about making sure
the plan is still the plan. Because even small misalignments at the top can lead to
massive divergence in execution.

Why it matters:

Without realignment, priorities drift. People work hard on yesterday’s strategy.
What founders fear:

“This part feels repetitive.” Or: “We don’t want to change focus every week.”
Reframe it:

You're not changing strategy — you’re reaffirming focus. It’s the difference between
drifting and driving.

Real-life example:

A product team almost pushed a new feature during a hiring freeze. The sync
realigned them to bug fixes — saving two weeks of misdirected dev time.
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Process:

1. Each team restates its #1 priority this week.

2. Ask: “Is anything new more important than what we said last week?”
3. Track changes to top priorities — patterns reveal instability or drift.
4. End the meeting with a single slide or Slack recap.

Tip 1:
Use “Last week / This week / Risk” format to keep updates focused.
Tip 2:

Assign someone to read back the top 3 org-wide priorities — clarity at the end
avoids chaos later.

Focus Finder
Purpose:

To cut through noise and confirm whether the team is working on the most strategic
thing.

Setup:

Each team lead answers:

- What was our stated top priority last week?

- What did we actually spend the most time on?

- Is that still the most important thing this week?

- What would we pause if a more urgent need came up?
- What would success by Friday look like?

Live Session (15-20 min):

1. Each leader shares their ‘actual’ vs. ‘intended’ focus.
2. Spot patterns: Is energy going where it should?

3. As a group, name the top 3 org-wide priorities.

4. Recap these in writing (slide, doc, Slack post).

Why it works:
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- Closes the gap between strategy and execution
- Builds alignment without over-structuring
- Helps reduce priority whiplash while staying responsive

CLOSING THOUGHT ON CONFIRMING PRIORITIES

Strategy doesn’t fail in a whiteboard session — it fails in the follow-through.

Teams rarely go off course in one big move. They drift — through small
misalignments, quiet assumptions, and unchecked momentum. Confirming
priorities each week isn’t about changing direction. It's about protecting clarity as
the speed increases.

Because in a fast-moving org, the real risk isn’t chaos — it’s working hard on things
that no longer matter.

Say the priorities out loud. Repeat them. Reconfirm them.

Because focus isn’t what you say once — it's what you return to consistently.
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6. COMMUNICATION STYLES: SAY IT SO THEY CAN HEAR IT

Communication Isn’t What You Say — It's What They Hear

In high-trust teams, communication isn’t just about getting your message out — it’s
about making sure it lands. Every leader has had the experience of repeating
themselves and still hearing, “I didn’t know you meant that.” That’s not a clarity
issue. It’s a style mismatch.

People process information differently:
e Some need context first.
e Some want bullet points.
e Some need to sleep on it before they respond.

And when styles clash without awareness, it doesn’t just cause misalignment — it
breeds friction, silence, and second-guessing.

Here's a real-world example:

A CTO was frustrated that their head of product kept asking for updates after
roadmap decisions were made. “We already discussed this,” the CTO said. But the
product lead needed written documentation — not just hallway conversations. Once
they aligned on communication preferences (in this case, written summaries
followed by discussion), the tension disappeared.

What changed? Not the content. The channel and cadence.

Understanding communication styles isn't soft — it’s strategic infrastructure for
leadership. The sync isn’t just about what’s said. It's about ensuring people leave
with shared understanding, not layered assumptions.

Why it matters:

You can have the best data, clearest plan, and most thoughtful delegation — but if
your message doesn’t land, none of it moves forward. Communication isn’t about
what you say. It's about what the other person receives.

What founders fear:

“If I slow down, I'll lose authority.”
“If I adapt how I speak, I'm pandering.”
“If I have to explain it twice, they’re not the right hire.”
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Reframe it:

Great communication isn’t style. It’s translation. The best leaders don’t talk louder
— they listen smarter.

Real-life example:

A product VP kept sending dashboards
to a creative lead who ignored them.
Tension built. One 10-minute convo
revealed the designer needed
narrative, not charts. Same message,
reframed as a customer story — and
alignment clicked instantly.

Process:

1. Understand your team’s language.
Some people need data. Some need
context. Some need time to absorb.
2. Ask, “How do you prefer to receive input?” You'll be shocked how many say:
“Please Slack me first. Let me think. Then I'll give you my best work.”
3. Use layered communication: lead with summary, add rationale, end with
ownership.
4. Mirror their clarity needs: bullet-pointers get bullet points, big-picture thinkers
get frameworks.

Tip 1:

If someone isn’t responding, don’t double down. Switch channels. Ask: “Would this
be easier to talk through in a 5-min huddle?”

Tip 2:

Build a simple “How [ Work” guide. Ask each team member to list:
- Preferred communication style

- When they do deep work

- How they prefer to receive feedback
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————— % TOOL TO TRY — — — — —

Each person (leader and team member) completes the short “How I Communicate”
worksheet individually:

Prompt Leader Follower
Response Response

I prefer to receive updates via...
I feel most trusted when...
I shut down when...

If something's urgent, the best way to
reach me is...

I do my best thinking when...

What I need more of from you is...

Live Session: 30 minutes

Step 1: Exchange Sheets (5 min)
Swap answers. Read silently. No commentary yet.

Step 2: Mirror What You Read (10 min)
Each person summarizes what they heard the other say.

“What I'm hearing is you feel most trusted when you get clear ownership, not step-by-
step check-ins.”
“You prefer to talk things out quickly before they build tension.”

The goal here is not to respond, but to reflect accurately.
Step 3: Discuss and Align (10 min)
e What surprised you?

e What do you each want to try shifting this week?

The Leadership Sync Playbook | Manuel Zarate 33|Page



May 20, 2025

e What breakdowns from the past might have been style clashes?

Step 4: Agree on One Practice (5 min)
Pick one behavior you'll each try this week.

“I'll send voice memos when I need nuance.”
“I'll block 30 min on my calendar for you weekly — even if we don't fill it.”

Why This Works

e [tremoves guesswork around intent.

e Itturns unspoken frustration into shared design.

e It shifts communication from reaction to co-creation.
Add-On (Optional Team Rollout)

Have every leader do this with each of their direct reports once per quarter.

CLOSING THOUGHT ON COMMUNICATION STYLES
Great leaders don’t just speak clearly — they listen responsively.

The biggest misunderstandings in teams rarely come from what'’s said. They come
from how it’s said, when it’s said, and how it’s received. When communication feels
off, most people double down on volume or repetition. But what actually works is
adaptation — learning how each person absorbs direction, processes conflict, and
gives feedback.

This isn’t about walking on eggshells. It's about owning the responsibility of being
understood. You don’t have to become a different communicator. You just have to
become a more aware one.

Because clarity isn’t a fixed asset — it’s something you earn every time you speak.
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7. RUNNING THE SYNC (AS A FACILITATOR)

What [s a Facilitator (and What They’re Not)

A facilitator isn’t necessarily the CEO or the highest-ranking person in the room.
Their job isn’t to dominate or decide — it’s to guide the rhythm, protect the process,
and ensure clarity. While a manager might drive results, and a CEO might drive
vision, the facilitator drives flow. They make sure the right people speak, blockers
surface, and decisions don’t drown in debate. They’re the keeper of the sync’s
momentum — not its authority.

In a great sync, the facilitator leads the meeting, not the team.

o Start on time. End early. Respect energy.

Have each lead submit async beforehand.
e Open with wins. Close with priorities.

e Document decisions. Track blockers.

o Ifit’'s not actionable, async it.

o Ifit’'simportant, decide or escalate.

Document decisions and communicate actions

FINAL THOUGHT: HOW TO RUN WEEKLY MEETINGS THAT CREATE
CLARITY, TRUST, AND MOMENTUM

This isn’t about running a perfect meeting. It’s about building a culture that
moves.

A weekly leadership syncisn’t just an agenda — it’s a mirror. It reflects what your
team values, where your priorities lie, and whether people feel safe saying what’s
real. The meeting will evolve. The format will flex. What matters is that you protect
the rhythm:

e Surface the truth
e Name the stuck spots

o Make the decisions
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e Reconfirm the direction
e And doitall in a way that builds trust — not just task lists

The goal isn’t to reduce meetings. It's to make one meeting so clear, so trusted, and

so useful... that you don’t need the others. You're building an operating system for

trust, momentum, and accountability. Leadership isn’t about being heard. It's about
making others feel seen. Great leadership is less about having the answer and more
about creating the space where the right answer emerges.
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