
Workbook



WINS IN THE 
LAST 90 DAYS?



What is the
purpose of having

a team? 
NOTES



All Roles Lead to Revenue

Marketing

Sales (Enrollment & 
Other Rev Streams) 

Revenue

Leads

Teaching Faculty

Retention & Frequency

Retention 
& Frequency

All Revenue
Streams

Customer Service

OperationsRevenue

Profit

NOTES



Where does your team stand?
 Marketing

Leads &
Enrollments Revenue

Sales (Enrollment &
Other Rev Streams)

Retention &
Frequency

Retention &
Frequency

Teaching Faculty Customer Service Managers

Employee Attendance
& Retention

Falls
Short

Breaks
Even

Exceeds

Falls
Short

Breaks
Even

Exceeds

Falls
Short

Breaks
Even

Exceeds

Falls
Short

Breaks
Even

Exceeds

Falls
Short

Breaks
Even

Exceeds



What are your totals?



WHAT DID YOU DISCOVER?
Which departments need

the most attention?



How to measure 
your team’s success:

KPIs



D E P A R T M E N T R O L E P R I M A R Y  K P I ( S ) S E C O N D A R Y  K P I ( S ) G O A L S O W N E R

KPI Score Card

BONUS #1: KPI
Scorecard Template

https://www.canva.com/design/DAG0XQeDMbs/2J-BFsVucMnXWlhz2uBYtQ/view?utm_content=DAG0XQeDMbs&utm_campaign=designshare&utm_medium=link&utm_source=publishsharelink&mode=preview


Is each team member
giving you a return on

your investment?



What is ROI?

ROI = Return on Investment

Compares what you put in vs. what you get back.

Helps you make smarter decisions.



Financial ROI → Tuition, revenue,
profit

Time ROI → Hours saved vs. hours
spent

Energy ROI → Stress reduced vs.
stress added

Culture ROI → Impact on morale,
retention

Types of ROI
NOTES



ROI Return

Return

Investment

Investment

Investment x 100÷-= ( )

= what you earned

= what you spent

ROI Formula

ROI % SHOWS PROFIT RELATIVE TO COST

NOTES



ROI Formula Example
HIRING ADMIN SUPPORT

Investment

Return

$500/month in admin pay

20 hours freed @ $100 each (20 x $100 = $2,000)

:

:

ROI

300%

Return

$2,000

Investment

$500

Investment

$500

x 100

x 100

÷

÷

-

-

=

=

(

(

)

)

NOTES



ROI Formula Example
SOCIAL MEDIA MANAGER

Investment

Return

$700/month for part-time social media posting

3 trial students sign up → only 1 enrolls at $50/mth for 10 mths.

:

:

ROI

NOTES

-29%

Return

$500

Investment

$700

Investment

$700

x 100

x 100

÷
÷

-
-

=
=

(
(

)
)



DEPARTMENT ROLE INVESTMENT RETURN  FINANCIAL ROI OTHER ROI (TIME, ENERGY, CULTURE) ACTION ITEM

The ROI Formula in Action

BONUS #2: ROI
Formula Calculator

https://www.canva.com/design/DAG0XSmkHig/SFNeCdC12FAZRHXxIbS4kA/view?utm_content=DAG0XSmkHig&utm_campaign=designshare&utm_medium=link&utm_source=publishsharelink&mode=preview


MULTIPLIERS

Promote

Incentivize

Coach/Support

Clear obstacles

Protect from burn out 

DRAINERS

Terminate

Set Consequences 

Performance Improvement Plan

Hold Accountable

Contain from others

Who to Coach, Who to Cut

NOTES



“Why don’t you…”

“Have you considered…”

“What do you recommend…”

“Can you look at…and come up with a solution for me by….?”

5 Sentence Starters 
TO TAKE THINGS OFF YOUR PLATE AND GET YOUR
TEAM TO TAKE OWNERSHIP.

“Can you do some research on…and present your top 3 recommendations by…?



Ownership Blockers

“Let me think through this problem and I’ll
get back to you.”

vs
Ownership Shifters

“What do you recommend we should do
about this?”

“Let me do some digging and I’ll let you
know what comes of it.”

“We need to invest in dance studio software.
I hate technology stuff, but I’ll try to look into

it this week.”

“We’re starting a new program and I need
to predict how it’s going to go.”

“Katie can’t teach on Tuesdays anymore. Once
I come up with a plan, I’ll let you know what our

schedule will look like on that day.”

“We need to invest in dance studio software.
Can you do some research and present your
top 3 recommendations to me next week?”

“Katie can’t teach on Tuesdays anymore. Can
you look at the schedule and come up with a

solution for me by next meeting?”

“Why don’t you run the numbers and let me know
what comes of it.”

“Have you considered working through a worst-case
scenario, best-case scenario, and somewhere in

between? Then, let me know where you think we’ll land.”



“Why don’t you…”

“Have you considered…”

“What do you recommend…”

“Can you look at…and come up with a solution for me by….?”

Reflect on a Current Situation. 
CREATE YOUR OWN RESPONSE BY USING ONE OF THESE:

“Can you do some research on…and present your top 3 recommendations by…?

BONUS #3: The
Ownership Playbook

for Managers

https://www.canva.com/design/DAG0XYgxOYQ/B4DaSsBXV9-zNr3aqLZA-Q/view?utm_content=DAG0XYgxOYQ&utm_campaign=designshare&utm_medium=link&utm_source=publishsharelink&mode=preview


Rescuing

Not
providing
context or
feedback

Micro-
managing

Only
thinking

about what
you want

Failing to
Delegate

Taking
credit for

the team’s
successes

Ignoring
Suggestions 

Making
all the

Decisions
Inadequate

Training

Not playing
to people’s
strengths 

10 Habits that Sabotage Team
Members taking Responsibility

NOTES



___/10

How many of
these rocks do

you carry?



Only thinking
about what

you want

Rescuing

Not
providing
context or
feedback

Inadequate
Training

Making all
the Decisions

Micromanaging

Not
playing to
people’s

strengths

Taking credit
for the team’s

successes

Failing to
Delegate

Ignoring 
Suggestions

On the Other Side
of your Rocks lies

your Revenue and
Income Goals



Which boulder am I carrying? 

What’s 1 action item I can do this week to put it down?

Reflect on a current leadership
situation and let’s practice putting

these boulders down.

BONUS #4: The
Breakthrough Blueprint

for Managers

https://www.canva.com/design/DAG0XV9pZhI/N6V03eNNzbiRV9fwlVHFXw/view?utm_content=DAG0XV9pZhI&utm_campaign=designshare&utm_medium=link&utm_source=publishsharelink&mode=preview


NOTES



NOTES



NOTES



NOTES


	Text1: 
	Text2: 
	Text3: 
	Text4: 
	Text5: 
	Text6: 
	Text7: 
	Text8: 
	Text9: 
	Text10: 
	Text11: 
	Text13: 
	Text14: 
	Text15: 
	Text16: 
	Text17: 
	Text18: 
	Text19: 
	Text20: 
	Text21: 
	Text22: 
	Text23: 
	Text29: 
	Text30: 
	Text31: 
	Text32: 
	Text33: 
	Text34: 
	Text35: 
	Text36: 
	Text37: 
	Text38: 
	Text39: 
	Text40: 
	Text41: 
	Text42: 
	Text43: 
	Text44: 
	Text45: 
	Text46: 
	Text47: 
	Text48: 
	Text49: 
	Text50: 
	Text51: 
	Text52: 
	Text53: 
	Text54: 
	Text55: 
	Text56: 
	Text57: 
	Text58: 
	Text59: 
	Text60: 
	Text61: 
	Text62: 
	Text63: 
	Text64: 
	Text65: 
	Text66: 
	Text67: 
	Text68: 
	Text69: 
	Text70: 
	Text71: 
	Text72: 
	Text73: 
	Text74: 
	Text75: 
	Text76: 
	Text77: 
	Text78: 
	Text79: 
	Text80: 
	Text81: 
	Text82: 
	Text83: 
	Text84: 
	Text85: 
	Text86: 
	Text87: 
	Text88: 
	Text89: 
	Text90: 
	Text91: 
	Text92: 
	Text93: 
	Text94: 
	Text95: 
	Text96: 
	Text97: 
	Text98: 
	Text99: 
	Text100: 
	Text101: 
	Text102: 
	Text103: 
	Text104: 
	Text105: 
	Text106: 
	Text107: 
	Text108: 
	Text109: 
	Text110: 
	Text111: 
	Check Box112: Off
	Check Box113: Off
	Check Box114: Off
	Check Box115: Off
	Check Box116: Off
	Check Box117: Off
	Check Box118: Off
	Check Box119: Off
	Check Box120: Off
	Check Box121: Off
	Text122: 
	Text123: 
	Text124: 
	Text125: 
	Text126: 
	Text127: 
	Text128: 
	Text129: 


