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INTRODUCTION

I believe that the job of a leader is to deliver the results that their 
team, function or business is striving for AND to look after the people 
that they have been given the responsibility to lead. If we achieve 
huge success at work but go home to our loved ones stressed-out 
and irritable then that is not true success. 

If we drive our team relentlessly hard to deliver at work, but cause 
XLIQ�XS�FI�YRLETT]�[MXL�E�ORSGO�SR�IǺIGX�SR�XLIMV�JEQMPMIW��XLIR�
we cannot call ourselves a true leader.

I believe that we need to press the reset button in order to win at 
work, support those that we lead and strike the right balance for 
ourselves. 

We don’t need to adopt a fundamentally new set of leadership skills 
though. Instead, we simply need to focus on doing the basics 
brilliantly well, with ruthless consistency.

This toolkit will help you do just that.

.R�XLI�TEKIW�XLEX�JSPPS[�]SYƶPP�ǻRH�E�WMQTPI�JVEQI[SVO�XLEX�[MPP�LIPT�
you achieve a number of things:

Take back control of your days and weeks
Provide you and your team with more clarity and focus
�XST�[EWXMRK�XMQI�SR�MRIǺIGXMZI�QIIXMRKW
Delegate in a way that empowers and inspires those that you lead

HOW TO USE THIS TOOLKIT

My suggestion for getting the maximum value from this toolkit is to 
follow these four simple steps.

Read through the toolkit now and absorb the content.

5VMRX�SǺ�XLI�XSSPOMX�ERH�FPSGO����QMRYXIW�MR�]SYV�HMEV]�XS�KS�
through it again. This time think more deeply about the content 
and write down your answers to the questions.

�GLIHYPI�WTIGMǻG�EGXMSRW�MR�]SYV�HMEV]�FEWIH�YTSR�[LEX�]SY�
have learned.

Share the toolkit with your team.

Ȧ. 

ȶ.

ȴ.

ȏ. 
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SCAN PLAN

THE LEADERSHIP MOVES...

MEET DELEGATE

Actively look ahead to 
anticipate challenges and 
identify new opportunities.

Block time in your diary 
for this mission-critical 
leadership activity.

Focus on leading by 
example and delivering 
world-class meetings.

Enable and inspire those 
that you lead to execute 
the plan.

Make the game-changing 
shift from reactionary 
ǻVI�ǻKLXMRK��XS�TVS�EGXMZI�
leadership.

Move from super-manager to 
inspiring leader by allowing 
yourself the time to slow 
down, in order to speed up.

Use the appropriate number 
of great meetings, at the right 
time, as an enabler of peak 
performance.

Tell your team what needs 
to be achieved, why it is 
important and then trust 
them to work out the how.

THE WEEKLY PLANNING PROTOCOL
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STEP ONE - SCAN

Look two weeks ahead.  
What must you do this week in order to be on the front-foot next week?

The weekly scanning protocol provides a game-changing shift 
üųŅĵ�ųå±ÏƋĜĹč�±ĹÚ�ĀųåěĀčĘƋĜĹč�ƋŅ�ŞĬ±ĹĹĜĹč�±ĹÚ�±ĹƋĜÏĜŞ±ƋĜĹčţ

INSIGHT:

In the British Army, the planning and execution of any project is always split 
between two people in a continuous cycle.

;LIR�JEGIH�[MXL�E�RI[�QMWWMSR�SV�TVSNIGX�XLI�4TIVEXMSRW�4ǽGIV�PIEHIV��[SVOW�
with a small team to formulate the plan.

They then brief the team focusing heavily on the desired outcome and where the 
TVSNIGX�ǻXW�MRXS�XLI�FMKKIV�TMGXYVI��8LMW�ETTVSEGL��SJXIR�VIJIVVIH�XS�EW�ƸJVIIHSQ�
within a framework” ensures that their team can adjust the plan without 
constantly seeking approval from their boss.

Once the project has started, it would typically be handed over to a subordinate 
XS�HIPMZIV�ERH�QSRMXSV��8LMW�ETTVSEGL�ƸJVIIW�YTƹ�XLI�PIEHIV�XS�PSSO�ELIEH�ERH�
begin planning the next project or anticipate challenges that may lie ahead.

Stepping back in this way also allows the leader to maintain a big-picture 
overview of the current project without micro-managing their team. This gives 
them the ability to step-in and provide support as and when required.

The alternative to this approach is one that is familiar to many over-worked and 
over-stretched managers. 

By trying to manage everything, we create a situation where we are constantly 
QMGVS�QEREKMRK��ǻVI�ǻKLXMRK��ERH�VIWTSRHMRK�XS�XLI�QSWX�YVKIRX�XEWO��[LMGL�MW�
not necessarily the most important task.

ACTION:

&RW[IV�XLIWI�UYIWXMSRW�ERH�EGX�SR�]SYV�ERW[IVW�MR�XLI�RI\X����LSYVW�

When will you allocate time to looking two weeks ahead in order to plan 
and anticipate.  

What must happen in order for you to do this?

What could get in the way or prevent this from becoming a new habit 
XLI�FPSGOIVW�$

What strategies can you put in place to negate the impact of these blockers?

Who must you engage or get support from in order to install this new weekly 
planning protocol?

1. 

2. 

3. 

4. 

5.

Allocate time in your calendar and set it as a recurring event. Make it 
sacrosanct. This is a mission-critical leadership activity.

TOP TIP -
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MY NOTES
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STEP TWO - PLAN

Create a plan.
Planning and preparation reduces our tendency to instinctively react in an emotionally charged, unhelpful way.

INSIGHT:

One of the most limiting beliefs that many leaders have is thinking that they need 
to have all of the answers and come up with all of the solutions.

.ƶQ�JSVXYREXI�XLEX�.�PIEVRIH�XLMW�PIWWSR�[LIR�.�[EW�NYWX����]IEVW�SPH�ERH�MX�LEW�
stayed with me ever since.

It was a cold February morning and I was intensely focussed on doing what I had 
XS�HS�MR�SVHIV�XS�FIGSQI�ER�4ǽGIV�MR�XLI�&VQ]�

I was wearing a pair of trainers as I walked the mile to school so as not to muddy 
the highly polished shoes that I carried in my school bag. I held my trousers up 
the whole way there to prevent them from getting dirty, as on that day I was 
being interviewed by a Major from the Army Recruiting Team.

A full eight years later I found myself in Northern Kuwait just a few kilometres 
south of the Iraq border receiving a set of orders. My mission was cross the 
FVIEGL�����LSYVW�FILMRH�XLI�ǻVWX�[EZI�SJ�9��2EVMRIW�ERH�TVSZMHI�WIGYVMX]�XS�XLI�
only port in Iraq. A key strategic objective for the coalition forces.

At the time I was a 22 year old Troop Commander leading 30 soldiers with 
ER][LIVI�FIX[IIR�SRI�ERH�X[IRX]�]IEVW�I\TIVMIRGI�MR�XLI�&VQ]�c.R�GSRXVEWX��.�H�
spent just 11 months at Sandhurst learning the basics of my craft followed by 
three months on the Platoon Commanders Battle Course.

Nothing that I had learned or practiced on the bleak, windswept training areas of 
Warminster and the Brecon Beacons had prepared me for this mission. This felt 
ZIV]�HMǺIVIRX�

It was a daunting task. 

In that moment I suddenly remembered sitting opposite the recruiting Major, 
EKIH�NYWX�����MR�Q]�WGLSSP�(EVIIVW�4ǽGI�c.�GER�WXMPP�VIQIQFIV�LMW�[SVHW�EW�MJ�MX�
were yesterday:

Ben, always remember that as a leader you do not need to come up 
with all of the answers, all of the time."

As his words echoed in my mind, it became clear what I should do. I would take 
my most experienced Corporal, Joe Rushbrook, with me as part of my advanced 
TEVX]��;I�[SYPH�LIEH�XS�XLI�TSVX�ǻVWX��GEVV]�SYX�SYV�VIGSRREMWWERGI�ERH�.�GSYPH�
tap into his years of experience so that we could formulate a plan together.

And that is exactly what we did.

The truth is, leaders do not need to have all of the answers.

.RZSPZMRK�]SYV�XIEQ�SV�WTIGMǻG�MRHMZMHYEPW�MR�XLI�TPERRMRK�TVSGIWW�HSIW�RSX�
weaken your position as a leader.  It strengthens it immeasurably.

When we ask our team for help and seek their opinion it sends a very clear 
message that says:

I value your input.
I know that you may have better ideas than me.
I trust you.

Planning is a mission-critical leadership activity that we must consciously and 
intentionally allocate time to. Sometimes it is necessary to create the time and 
space to think by ourselves, free of distractions.

At other times we must include others in the process.

"

1. 
2. 
3.
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ACTION:

&RW[IV�XLIWI�UYIWXMSRW�ERH�EGX�SR�]SYV�ERW[IVW�MR�XLI�RI\X����LSYVW�

When can you block out planning time in your diary?

Think about when and where are you at your most productive. 
Now use this insight when allocating planning time in your diary.

Consider how you can balance the need to minimise distractions 
whilst planning with the need to support your team.

7

1. 

2. 

3. 

WHERE AM I AT MY MOST PRODUCTIVE?
�BFcU�e�k����B)�)c�F�kca)c��ec%�{B¥�F�eX��{e�)�ţ

HOW CAN I USE THESE INSIGHTS TO CREATE A PEAK-PERFORMANCE
STATE THAT WILL ENABLE ME TO PLAN EFFECTIVELY?

WHEN AM I AT MY MOST PRODUCTIVE?
WHAT TIME OF DAY? BEFORE OR AFTER WHAT ACTIVITIES?

STEP TWO - PLAN

As in the scanning phase, allocate time in your calendar and 
set it as a recurring event.

TOP TIP -

MY NOTES
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STEP THREE - MEET

;LIR�[I�JSGYW�SR�PIEHMRK�KVIEX�QIIXMRKW��XLIVI�W�PIWW�XMQI�[EWXIH�ERH�PIWW�JVYWXVEXMSR��;I�LEZI�QSVI�XMQI�ERH�
IRIVK]�XS�HS�XLI�[SVO�XLEX�QEXXIVW�ERH�JYPǻP�SYV�XVYI�TSXIRXMEP��EW�MRHMZMHYEPW��EW�E�XIEQ�ERH�EW�ER�SVKERMWEXMSR�

INSIGHT:

8LI�UYEPMX]�SJ�[LEX�]SYV�XIEQ��HITEVXQIRX�SV�FYWMRIWW�TVSHYGIW�MW�E�HMVIGX�VIǼIGXMSR�
SJ�XLI�FVMIǻRKW�ERH�QIIXMRKW�XLEX�]SY�TIVWSREPP]�HIPMZIV�

Poor meetings, lacking in clarity and focus with little attention to time-keeping, 
always translate into projects delivered late, and below the required standard.

&PP�XSS�TVIHMGXEFP]��XLI�ǻVWX�XLMRKW�XS�KIX�HVSTTIH�[LIR�XIEQW�EVI�FYW]�SV�YRHIV�
TVIWWYVI�EVI�XIEQ�QIIXMRKW�ERH�FVMIǻRKW��;LMPWX�XLMW�MW�E�GSQQSR�WXVIWW�VIEGXMSR��
it is totally counter productive.

The best teams in the world do the exact opposite.  They don’t just maintain the 
current meeting schedule when under pressure. They actively increase it.  

This ensures that everyone has the most up to date, mission-critical information.
It means people are totally clear on the priorities and are ready, willing and able to 
support their colleagues.

8LI�QEMR�HMǺIVIRGI�FIX[IIR�KVIEX�XIEQW�ERH�EZIVEKI�XIEQW�MW�WMQTP]�XLMW�

Great teams focus on doing the basics brilliantly well with ruthless consistency, 
day in, day out.”

8IEQ�QIIXMRKW�ERH�FVMIǻRKW�EVI�SRI�SJ�XLI�QMWWMSR�GVMXMGEP�FEWMGW�JSV�ER]�XIEQ�

Great leaders do not test for understanding by asking for questions. 
Great leaders test for understanding by asking questions.”
Ben Morton, Founder of Ben Morton Leadership

TOP TIP -

Ask questions to ensure understanding.

No matter how many times you ask if there are any questions at the end 
of a meeting, many people will hold back.

They will hold back because they are afraid of looking stupid in front of 
you and their peers.

Even if this isn’t their primary concern, highly intelligent people regularly 
PIEZI�QIIXMRKW�[MXL�IRXMVIP]�HMǺIVIRX�ZMI[W�SR�[LEX�[EW�EKVIIH�

.R�XLI�QMPMXEV]�[I�YWIH�E�WTIGMǻG�XEGXMG�XS�SZIVGSQI�XLMW��&X�XLI�IRH�SJ�E�
FVMIǻRK�Ƴ�[I�[SYPH�EP[E]W�ask questions of our team to ensure clarity 
and alignment. 

We never sought clarity by asking our team if they had any questions.

THE COST OF BAD MEETINGS:

Imagine ten people have a meeting for one hour and the average salary of those 
EXXIRHMRK�MW�f��������8LEX�QIIXMRK�[MPP�GSWX�EVSYRH�f����

3S[�GSRWMHIV�XLI�JEGX�XLEX�QER]�SVKERMWEXMSRW�VIUYMVI�E�QEREKIV�XS�WMKR�SǺ�
expenditure or personal expenses in excess of £300, yet we allow anyone to call a 
meeting! Crazy right?

Bad meetings destroy productivity.

An appropriate number of great meetings, at the right time,  accelerate 
performance exponentially.

“

8ben-morton.com
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WORLD-CLASS MEETINGS

ACTION:

9WI�XLMW�WMQTPI�GLIGOPMWX�XS�HIPMZIV�[SVPH�GPEWW�XIEQ�QIIXMRKW�ERH�FVMIǻRKW�

PLAN
Meeting Preparation

Do we have a clear agenda AND are we clear on 
the goal for each agenda item?

Have we invited the correct people? Ensure that 
those that must be there are, and those that don’t 
need to be there aren’t.

Have we given attendees enough information
in advance?

Have we considered the meeting process? I.e. 
decision making and idea generation strategies.

Have we taken care of the logistics?

Will the physical environment enable us to be at 
our best? If not, what must we do in order to 
access a peak-performance state?

-EZI�[I�KMZIR�SYVWIPZIW�ERH�SYV�XIEQ�WYǽGMIRX�
time between meetings?

DO
Conduct the Meeting

-EZI�[I�EPPSGEXIH�ƸGLIGO�MRƹ�XMQI�EX�XLI�WXEVX�SJ�
the meeting to allow attendees to clear their 
heads from previous meetings and focus on the 
current one?

Have we managed distractions? Phones away, 
laptops closed etc.

Have we assigned key roles? Facilitator, time 
keeper, note/action taker, devils advocate.

Have we ensured that everyone is contributing 
and that nothing is being left unsaid?

Have we asked questions at the end of each 
agenda item to test for shared understanding?

Is everyone 100% clear on Next Steps, 
Responsibilities and Timings?

REVIEW
Meeting Follow Up

Immediately share any mission-critical 
information with those not in the meeting 
– where appropriate.

Publish next steps as soon as possible.

Complete next steps and/or plan time to follow 
up on them.

Review the meeting process as the start point for 
planning the next meeting.

9ben-morton.com



WORLD-CLASS MEETINGS

INSIGHT:

MEETING GOALS

5SSVP]�HIǻRIH�KSEPW�EVI�SRI�SJ�XLI�QENSV�VIEWSRW�[L]�WS�QYGL�XMQI�MW�[EWXIH�
SR�MRIǺIGXMZI�ERH�JVYWXVEXMRK�QIIXMRKW�

*ZIV]�XSTMG�SR�E�QIIXMRK�EKIRHE�WLSYPH�LEZI�E�GPIEVP]�HIǻRIH�ERH�WTIGMǻG�KSEP�

The person leading the discussion on that topic should begin the discussion by 
stating what the goal or outcome for the discussion is.

Meeting goals typically include:

Sharing Information – that must be done in person in order to ensure 
understanding

Advance the Thinking – developing new ideas

Provide Input – to allow a decision to be made at a later date

Make Decisions – where a joint decision is required

Improve Communication – where something is not working, could be better or 
to clear the air

Build the Team – by celebrating success, taking time to connect and focusing 
on how the team is working

Credit to Sam Kaner
Facilitators Guide to Participatory Decision Making

THE CHECK-IN

The Check-In is another powerful yet often overlooked tool for building a true high 
performance culture.  Once again, it focuses on slowing down in order to speed up.

At its most basic, a check-in allows those in the meeting to share what’s on their mind 
– whether it’s work related or not.

We’re not just busy, successful leaders. We’re human beings too. If you do not 
acknowledge these thoughts and feelings, they will distract you in the meeting.

What’s more, if our mind is elsewhere then those in the meeting with us will often 
misinterpret our behavior and make false assumptions.

Some common check-in questions are:

Before we get started, what’s on everyone’s mind?

OR

In order to focus on this meeting, what do you need to put aside for now?

10ben-morton.com



STEP FOUR - DELEGATE

A leader’s job is to set the vision and then create the environment 
that allows and inspires their team to make it a reality.

INSIGHT:

Much of what we know about delegation comes from the Management Theory 
developed during the industrial revolution. 

This was a time when organisations sought to get the maximum productivity 
from their employees on a production line in a factory. We have continued to 
ETTP]�QYGL�SJ�XLMW�SYXHEXIH�QEREKIQIRX�XLISV]�XS�XLI�ƸORS[PIHKI�[SVOIVWƹ�
MR�ER�SǽGI�IRZMVSRQIRX��&X�XLI�WEQI�XMQI�[I�WGVEXGL�SYV�LIEHW�[SRHIVMRK�
why our people aren’t more engaged.

One of the reasons for this lack of engagement stems from how leaders 
delegate tasks. 

8LI�QSWX�GSQQSR�ETTVSEGL�MW�XS�XIPP�TISTPI�Ƹ[LEXƹ�RIIHW�XS�FI�EGLMIZIH�
ERH�ƸLS[ƹ�XS�HS�MX��8LI�TVSFPIQ�[MXL�XLMW�MW�XLEX�MX�TVSZMHIW�TISTPI�[MXL�ZIV]�
little freedom and autonomy, which we know leads to low levels of 
engagement.

8LI�EPXIVREXMZI�ETTVSEGL�MW�XS�EHSTX�XLI�'VMXMWL�&VQ]ƶW�GSRGITX�SJ�Ƹ2MWWMSR�
Command”. Essentially this focuses on telling people what needs to be 
achieved, why the task is important and the boundaries within which they 
must operate.

Once you’ve done this, get out of their way and let them work out the how 
for themselves.

ACTION:

Never tell people how to do things. Tell them what to 
do and they will surprise you with their ingenuity”
General Patton

“

Poor Delegation
The Micro-Managers Approach

Mission Command
&�XSSP�JSV�IǺIGXMZI�HIPIKEXMSR

The Inspiring Leaders Approach

Why…
it needs to be done and why 

it is important

What…
needs to be achieved and what 

good looks like

How…
to do it The Boundaries…

within which you must operate.
Time, budget, authority.

What…
needs to be done

Ten minutes spent on better delegation always prevents 
LSYVW�SJ�[EWXIH�IǺSVX�ERH�JVYWXVEXMSR�

TOP TIP -
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MISSION COMMAND TEMPLATE

WHAT BOUNDARIES WHY

WHAT GOOD LOOKS LIKE 
(QUALITY, STANDARDS ETC)

WHY WE’RE DOING IT AND WHERE IT 
FITS INTO THE BIGGER PICTURE

CONSIDER TIME, BUDGET, RESOURCES 
AND LIMITS OF AUTHORITY

WHAT NEEDS TO BE ACHIEVED:

12ben-morton.com
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Sign up today and learn more about

The things that are stopping you prioritising 
IǺIGXMZIP]�JSV�]SY�ERH�]SYV�XIEQ��ERH�LS[�XS�
overcome them.

-S[�XS�WLMJX�JVSQ�GSRWXERX�ǻVI�ǻKLXMRK�ERH�
dealing with curve-balls to being pro-active 
and living life on the front foot.  

The science and psychology that sits behind 
the Weekly Planning Protocol.

THE WEEKLY PLANNING PROTOCOL - ONLINE PROGRAMME

Has this toolkit been useful? How do you feel about going 
even deeper, making even more positive changes? I’ve got 
just the video programme for you.

The course consists of four high-quality videos, four toolkits 
and worksheets plus a host of bonus resources. There’s 
IZIR�ER�I\GPYWMZI�HMWGSYRX�GSHI�JSV�Q]�ǼEKWLMT�
programme – Personal Leadership Mastery.

14ben-morton.com

Sign up to The Weekly Planning Protocol via the button
below, or scan the QR code to get started right away.

Now is the time to take back control of your weeks,
your team and your leadership vision.

Sign up today



About Ben

Ben is a leadership mentor and performance 
GSEGL�[MXL�E�YRMUYI�FEGOKVSYRH�c

As a former Captain in the British Army, Ben led 
people in life or death situations.

His experience taught him that leadership is a 
great privilege and responsibility. Fundamentally, 
Ben realised that leadership is less about the 
tools and models and more about understanding 
what it truly means to be a leader.

+VSQ�XLI�FEXXPIǻIPH�XS�XLI�FSEVHVSSQ�
and beyond.

For the past ten years, Ben has been working with 
senior leaders to help them lead their teams to 
great success. His track record of helping MDs 
and CEOs move their teams from good to great 
and beyond is a testament to his ability to 
understand people and his talent for cultivating 
E�TSWMXMZI�[SVOTPEGI�GYPXYVI�c

Before coaching, Ben led expeditions worldwide 
��LMW�I\TIVMIRGI�WTERW�JVSQ�XLI�FEXXPIǻIPH�XS�XLI�
boardroom, giving him a unique approach to 
leadership coaching to help individuals reach 
their full potential.

The why

Ben believes that great leaders take care of more than 
NYWX�[LEX�LETTIRW�[LIR�XLI]�VI�EX�[SVO �LI�LIPTW�XLIQ�
consider all aspects of life to strike the right balance 
and achieve peak performance, personally and 
professionally.

Why? Because every person we lead is the most 
MQTSVXERX�TIVWSR�MR�WSQISRI�IPWI�W�PMJI��-S[�[I�EGX�
ERH�FILEZI�HSIWR�X�NYWX�EǺIGX�XLSWI�[I�PIEH�[LMPWX�EX�
[SVO �[I�EPWS�MQTEGX�LS[�XLI]�EVI�[MXL�XLIMV�PSZIH�
ones.

+YRHEQIRXEPP]��'IR�FIPMIZIW�E�PIEHIV�W�NSF�MW�XS�HIPMZIV�
the results AND look after those they lead - these 
values are at the core of everything he teaches.

Work with Ben

Ben works with senior leaders and their teams to take 
every aspect of how they lead to an entirely new level.

-I�EPWS�SǺIVW�E�������5IVJSVQERGI�(SEGLMRK�
programme for senior leaders.

Key area of expertise

ĝƐ{åŹüŇŹķ±ĻÏåƐ�Ň±ÏĚƭƭ
- Leadership Mentor
- Team Development
- Keynote Speaker

“
Michael Vom Brocke
COO/CFO Zwilling Beauty Group

Ben was an outstanding resource 
in supporting us to overcome our 
hurdles to perform as a strong 
±ĻÚƐåþÏĞåĻƒƐƒå±ķúƐBåƐĞžƐÆŹĞĮĮĞ±ĻƒƐ
in bringing root causes to the 
surface and in helping to set 
ĻŇŹķžƐüŇŹƐÆåƒƒåŹƐƒå±ķƾŇŹīúƐű

BEN MORTON

EX-CAPTAIN IN THE BRITISH ARMY; LEADERSHIP EXPERT, MENTOR AND PERFORMANCE COACH

"My mission is to create a world where people go to work feeling inspired 
to give their best whilst going home knowing their contribution is valued".

@BenMortonLeadership

Ben Morton Leadership

+44 (0)7980 802 373

ben@ben-morton.com

ben-morton.com

@BMLeadership


