Accettura Coaching Case Study 3:
"Silent Empowerment” Paradox: Finding Your Executive Voice

1. The Hook

From "Passive Support” to Active Command: How a General Manager Unlocked His
Team’s Potential by Closing the Gap Between Intent and Perception.

2. The Executive Snapshot

|Client Profile ||Engagement Metrics
|Role: VP & General Manager ||Duration: 6 Months
|Industry: Gaming & Hospitality ||Tools: Bates ExPI™ & 360 Interviews

Challenge: "Nice Guy" Syndrome, Siloed Outcome: United Leadership Team,
Team, Passive Leadership Increased Executive Presence

3. The Friction (The "Before")

The client was a 29-year industry veteran with deep operational expertise. He had
ascended to the General Manager role internally, meaning he was now leading people who
were previously his peers. In an attempt to be a "servant leader," he had inadvertently
created a leadership vacuum.

e The "Empowerment" Trap: His intent was to give his team space to shine. He
stepped back in meetings and avoided micromanaging. However, the perception
was different. His silence was interpreted as passivity, and his "hands-off"
approach made the team feel unsupported and directionless.

¢ The Paralysis: Because the property had been recently acquired by a large
corporate parent, the team was terrified of making mistakes. Without vocal cover
from the GM, direct reports refused to make decisions without checking with
"Corporate," creating a bottleneck of dependency.

e The Culture: The leadership team had fractured into silos. They were "lobbing
problems" at one another rather than collaborating. Stakeholders described the
client as "too kind" and noted that "people walk all over him," despite his immense
knowledge of the business.

The Stakes: The organization was stuck in a "Fixed Mindset." If the GM didn’t step up and
"command the room," the team would remain paralyzed by the new corporate structure,
and turnover would continue to rise.

4. The Unlock (The Intervention)
We had to solve the "Intent vs. Perception" Gap. The client believed he was empowering
his team by staying quiet; the team believed he was disengaged.
¢ The Diagnostic: The Bates ExPI™ and 360 interviews revealed that while he scored
high on Integrity and Authenticity, he was perceived as lacking in Assertiveness
and Vision. He needed to learn that "presence" requires visibility.




The Pivot (Voice as a Tool): We dismantled the idea that speaking up takes space
away from the team. We reframed his voice as the "safety container"—by setting the
strategic vision clearly at the start of meetings, he made it safer for his team to
execute.

The "Silo" Breaker: We implemented a "Feedforward" mechanism. Instead of just
reviewing current projects, he forced his direct reports to solve cross-departmental
issues (e.g., labor negotiations) together, refusing to be the referee.

5. The Transformation (The "After")
The shift from a passive operator to an active executive was validated by both his team and
the Corporate VP.

Executive Presence: The client began "commanding the room." Feedback from the
VP of Gaming Operations noted that he was "being more vocal and exuding a
greater leadership presence," no longer fading into the background during high-
stakes meetings.

Team Autonomy: The dependency on Corporate was broken. Direct reports began
taking ownership of their verticals. One key leader, who previously deferred all
authority, began making autonomous decisions because she finally felt the GM
"had her back" vocally.

Cultural Unification: The silos dissolved. By modeling collaborative behavior and
"calling out" isolationist thinking immediately, the client transformed a fractured
group of individuals into a cohesive leadership unit.

6. The Client Voice

"I realized there was a gap between my intent and how | was being perceived. | thought
speaking less gave my team room to shine, but they just thought | wasn't participating.
Threading that needle—adding my perspective while still giving them space—changed
how the entire team operates."

— VP & General Manager, Major Resort & Casino



