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THRIVE 9-BOX

HIGH

LOW
HIGHLOW

New in Role

(C) (B) (A)

(3)

(2)

(1)

Still mastering role, has not achieved
solid results

- New in role 0-6 mos
- Not enough data to evaluate results
- Learning and embraces Thrive’s Mindsets and Values
- Getting to know team and establishing direction

- Results Top 30% and improving
- High level of self-accountability
- Mastering business tools and processes
- Initiates and engages in self improvement/development
- Lives and creates alignment around Thrive’s 
Values/Mindsets

- Developing a cross-functional team 
- Expect to move to All Star within 2 years

Potential Star All Star

Future StarKey 
ContributorUnder 

Performer

Exit 
Strategy

Marginal 
Contributor

Trusted
Professional

P

O

T

E

N

T

I

A

L

- Results consistently top 10-25%
- Lives and creates alignment around Thrive’s 
Values/Mindsets

- Leads by empowerment with accountability
- Has mastered people dev and business processes
- Contributes beyond store through stretch assignments
- Go-to mentor/coach for peer leadership/feedback
- Strong, cross-functional team and ready for more

- Results Top 30% and improving 
- High level of self-accountability (personal and team)
- Mastering business tools and processes
- Initiates and engages in self development
- Lives and creates alignment around Thrive’s Mindsets 
and Values

- Develops team and self in role and leadership 
- Expect to move to All Star within 2 years

- Results are in the bottom 25%
- Executes shift-to-shift, but unsure what/how to improve
- Little improvement in culture, team or performance

New hire, recent promote, has taken
on an expanded challenge

Leadership evident, but has not 
proven sustained results

Promotable bench with continuing
personal development

Solid performance, improving results
and broadening leadership influence

Current results are consistently high,
ready for broader leadership challenges

Prior success, but performance is
now needing improvement

Knowledgeable, successful leader
who provides insights, coaching &
positive influence across the org

Persistent marginal contributer and/or
under-performer

- Unwilling/Unable to execute plans designed to
improve results

- Leadership inconsistent with Thrive’s values and 
mindsets

- Cultural and performance results consistently low and
in areas getting worse

- 3-6 month improvement timeframe

- Results in the bottom 25%, lagging expectations
for tenure and experience

- Little evidence of using available people and 
business tools

- Inconsistent results, periods of improvement then
decline

- Leadership and culture inconsistent with Thrive’s
values and mindsets

- 6-9 month improvement time frame

- Results are top 25%
- Not seeking career growth and/or path not
available

- Go-to mentor/coach/teacher for team, but not 
necessarily for peer performance feedback

- Mastery of people and business tools
- Lives and creates alignment around Thrive’s 
values and mindsets

- Results in the top 25-75%
- Steady improvement in leadership, team, performance
- Lives and teaches Thrive’s Values and Mindsets
- Solid team in place, but not beyond current roles 

1. What’s happening or what has happened in this person’s life that might explain their current 
performance and leadership potential?

2. As the leader, how have I contributed to the environment this person operates in?

3. As the leader, how have I helped this person be their natural best?

4. What’s next? What will I do? What do I need from this person? By when?

Perspective, Empathy, & Progress

- Consistent staffing/culture issues
- 6-9 month improvement time frame - Launching pad for future development, if they 

desire growth 





TRIANGLES

Creator

Challenger Coach

Persecuter Rescuer

Victim

CREATOR - focuses on vision and the outcomes that are possible
to create in life -- does not focus soley on problems. Creating vs. 
Reacting orientation. Alway moving towards solution, albiet slowly 
at times.

COACH - views the Creator as creative, resourceful and capable.
Sees role as a support in the process of the creator creating
outcomes. Asks questions, gives few answers.

CHALLENGER - serves as a catalyst for change and learning. 
Encourages and challenges the Creator take action, grow and 
learn.

VICTIM - focuses on problems that seem to dominate their 
life. Their problems create anxiety, which creates a reaction 
that is rooted in fear, avoidance and aggression. Often 
characterized by defensiveness or self-protection. Sees self
as a victim to circumstance, tells the stories “Poor Me”. Feels
powerless. Wants someone else to solve their problems and
take care of them.

RESCUER - seeks to relieve the paint of victimhood. Starts
with helpful intentions, but often reinforces Victim’s attitudes.
Finds purpose and value in solving Victim’s problems which
can lead to fear of abandonment by Victim. Wants to feel
needed and important.

PERSECUTER - Sees others as source of problems, not self. 
Uses blame, judgement, invalidation to provoke reactions. Fears
becoming a victim (sometimes again), fears losing control. 

HEALTHY RELATING W/ TRIANGLES

The Power of Ted by David Emerald



LEVELS OF OWNERSHIP

LEVELS OF OWNERSHIP

“I OWN IT
”

“I DON’T
OWN IT

”

BUY IN / INVEST
• AGREE
• INVOLVED

COMPLY / CONCEDE
• DISAGREE
• INVOLVED

EXEMPT / EXCUSE
• AGREE
• UNINVOLVED

RESIST / RESENT
• DISAGREE
• UNINVOLVED
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ACCOUNTABILITY

The Accountability Sequence

THE OUTER RING

Establishing expectations

THE 
ACCOUNTABILITY 
CONVERSATION®

Managing Unmet Expectatio
ns

THE INNER RING
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The Egg Model

Text



WHOLE PERSON WELLLNESS



release

Rooted in 
TRUST

(Others Centered, Self Giving)

fear

control

Rooted in 
DISTRUST

(Self Centered, Self Protection,
Self Promotion, Self Preservation)

See more to 
be LOST
(RISK)

Use power and authority 
OVER people to 

mitigate risk

fear

control

accountability

release

responsibility

See more to 
be GAINED

(POTENTIAL)

Use power and in�uence 
WITH people to develop 

potential 

LOVE vs. FEAR



THE TRUST TREE

NOTES:



BUILDING TRUST
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COURAGEOUS CONVERSATIONS

The concrete actions that we 
that affect out well-being 

How we         in relation to 
what we observe

The         , values, desires, etc. that 
create our feelings

The concrete actions we 
in order to enrich our lives



RELATIONAL PATTERNS/POSTURES

CONFLICT

DISTANCE

CUTOFF

OVERFUNCTIONING/
UNDERFUNCTIONING

TRIANGLE

REPITITIONS

SEPARATE

EQUAL

OPEN

WHO TO BY T YPESO



RESPECTING ROLESCRITICAL THINKING

What disconnects us from reality:

EGO

PERSPECTIVE

DISTANCE



 
 

Leadership Levels of Knowledge 
Who  What  Why 

 

 ROLE LEVEL OF KNOWLEDGE USE OF KNOWLEDGE 

Market 
President 

Dir. of 
OperaƟons 

General 
Manager 

Generalist 
Competent 
Knowledge 

Expert 
Comprehensive User & 

System Knowledge 

Must be able to inspect 
usage, impact, and 

understanding. 

Must be able to teach, 
validate understanding, 

and inspect usage. 

Expert 
Comprehensive User-

Level Knowledge 

Must understand, be 
able to teach, and 

effecƟvely use. 



GRUMPY EXPERTS 
(MoƟve/Excite) 

 Has skills but lacks moƟvaƟon 
 Needs new challenge 
 Possibly hit a plateau 
 IdenƟfy reason for low will and develop 

performance improvement plan 
 Hard conversaƟons 
 Develop intrinsic moƟvaƟon, incenƟves and 

value alignment 
 Monitor and provide recogniƟon to reinforce 

posiƟve behavior 

LOW PERFORMERS 
(Direct/Tell/Supervise) 

 May be in the wrong role or not a good fit 
for the team/organizaƟon 

 ApatheƟc 
 Could be afraid to ask for help 
 May have failed in previous aƩempts and is 

afraid to fail again 
 Reduce accountabiliƟes or exit 
 Performance and training plan 
 Structure qu9ck wins, train/coach paƟently 
 Supervise with frequent feedback and clear 

expectaƟons 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

HIGH PERFORMERS 
(Delegate/Promote/Challenge) 

 Has both the skill AND the will  
 Looking for opportuniƟes to grow 
 Eager to learn and develop new skills 
 Provide freedom in job methodology 
 Develop stretch goals, broaden 

responsibiliƟes 
 Empower and communicate trust 

CONTRIBUTORS 
(Guide/Coach/Mentor) 

 Desire to excel 
 EnthusiasƟc 
 Desire to complete the task but lacks the 

needed skills to do so 
 Reduce risks, obstacles, constraints 
 Provide tools, training, guidance, coaching 

and feedback up front 
 Relax control as progress is shown 

Capable 
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ABILITY & SKILL 

The Skill & Will Matrix 



 

 

Courageous Leadership 

Validation 
Candor 

Expectations 

CHALLENGE FROM LEADER 

STAY, 
FLOURISH & 

WIN 
MOVE ON 

& WIN 

Mutual 
Respect 

Mutual 
Trust 

Feeling of Safety 

Mutual 
Alignment 

RELATIONSHIP MUSTS 

OPEN & HONEST 
CONVERSATION 

FEAR / NO CHALLENGE 
FROM LEADER 

STAY AND 
LOSE 

Mutual 
Respect 

Mutual 
Trust 

Feeling of Safety 

Mutual 
Alignment 

RELATIONSHIP MUSTS 

Courage 

QUIT / GET FIRED 
AND LOSE 
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