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Watch the full episode

This handout complements Giorgos’ Build Your Edge episode, "The 5 Levels of High Impact
Leaders". Start by listening to the conversation, as it brings these ideas to life and provides the
context to get the most value from this guide.
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PART 1: Purpose, Origin,
and Why | Built This

e The lImpact Leader
Mindset: "Scale without me”
Pattem: Framework thinking, culture building,
sustained impact.

L
£ =

The System Builder 0
Mindset: "Enable others to succeed”
Pattem: Building systems, delegating decisions,
scaling impact. e The Focused Operator
Mindset:"I want my work to matter”
Pattern: Alignment with goals, protecting time for

The Optimiser Q = A, mpact.
Mindset:"Work smarter, not harder” I‘
Pattern: Optimising tasks, but motion # progress.

o The Grinder

Mindset: "Work harder to get ahead"
Pattern: Reactive execution, high stress, always
busy.

The Multipliers Map: A visual guide to scaling your work from effort to impact.

Purpose

The Multipliers Map is a diagnostic tool for high-performing professionals and leaders who are
hitting the “effort ceiling”, working harder than ever but seeing diminishing returns.

Rather than pushing more, this framework helps you locate where you are on your growth
journey, understand what’s holding you back, and apply focused experiments to multiply your
impact sustainably.

Where This Comes From

This framework is inspired by productivity and leadership thinkers like Tim Ferriss, Greg
McKeown, Rory Vaden, Michael Gerber, and Marshall Goldsmith, who shaped how we think about
time, systems, and strategic focus.
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What makes The Multipliers Map different is its structure:

e It’s not just inspiration. It’s a practical tool to help you diagnose where you are, identify what’s
holding you back, and make intentional progress. It blends reflection, strategy, and
experimentation in a way that helps you scale yourself before trying to scale everything else.

Why | Built This

I’ve climbed the career ladder more than once and often fast. Each time, I moved with intense
focus, deliberate choices, and relentless persistence. I wasn’t just lucky. I was intentional. I knew
what I wanted, and I went after it.

But along the way, I also hit ceilings. Hard ones. The kind where you work longer hours, say yes
to more things, and somehow feel less impactful, not more. I burned out a few times chasing
progress that never arrived. I remember staring at my calendar thinking, “I’m doing everything...
so why does none of it matter?”

That was the turning point, when the phrase “what got you here won’t get you there” truly
landed. I started rethinking how I was operating, not just what I was doing.

e Tim Ferriss introduced me to time as a currency.

* Greg McKeown taught me that clarity and saying no are acts of leadership.

» Michael Gerber’s E-Myth made me realise systems are how you scale yourself.

* Rory Vaden’s Focus Funnel reframed time management into leverage.

« Marshall Goldsmith gave language to the leadership transition many struggle with.

All of them gave me pieces of the puzzle. But what I needed, and what I noticed others needed too,
was a way to diagnose where they were on the journey. To name the pattern. To stop spinning and
start climbing again.

That’s why I built this framework. It’s a simple but powerful tool to help high performers do
what I eventually had to do myself: stop measuring progress by exhaustion, and start designing it
around impact.

Because in the end, leverage isn’t a tactic. It’s a mindset.
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PART 2: The 5 Levels, Self-
Assessment & Diagnostic
Deep Dive

The 5 Levels of Strategic Impact

Level Mindset Behaviours Warning Signs Upgrade
Focus
1: The Grinder | “More effort = Says yes to Burnout, urgency, Track time &
more success.” everything. low clarity. energy. Cut low-

Reactive. impact tasks.
Firefighting. Long Start saying no.
hours.

2:The “I’ll optimise Tools, workflows, Busy but Prioritise

Optimiser everything I do.”  automation, misaligned. No outcomes over
blocked space to think. effort. Ask “What
calendars. Feels moves the
productive. needle?”

3:The “I want my work  Outcome-driven.  Friction with old  Use decision

Focused to matter.” Protects time. habits. Stretched  filters. Operate

Operator Aligned with between tasks &  with intention.
goals. strategy. Leverage others.

4:The System “I multiply results Delegates. Feeling ‘too Empower others.

Builder through others.”  Documents. hands-off’. Build clarity
Builds systems. Disconnect from  systems. Protect
Coaches. outcomes. thinking time.

5:The lmpact | “Iscale by Shapes culture. Feeling detached. Delegate

Leader enabling others to Delegates Team waits for decisions. Review

scale.” direction. Builds  your input. leverage. Stay
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close to reality.

Giorgos Ampavis



Self-Assessment;: Where Are You Now?

Tick the statements that feel true for you:

[ ] ’m always busy, but not sure what I’'m achieving.
[ ] I’m the bottleneck for too many decisions.

] Iget pulled into tasks I should have delegated.

[ ] Irarely have time for strategic thinking.

[ ] My team depends on me too much to function.
L] I'm trusted, but I don’t feel influential.

Scoring:

 0-1 ticks: Level 4-5 (System Builder / Impact Leader)
 2-3 ticks: Level 3 (Focused Operator ready to scale)
* 4-5 ticks: Level 1-2 (Grinder / Optimiser — break through)

Diagnostic Deep Dive

Use these level-specific questions to clarify where you’re stuck and what to shift.

Level 1 - Grinder:

e What do you feel would break if you stopped working so hard?

* How often do you say yes to tasks that drain your energy?

e What per cent of your week feels reactive vs. intentional?

Do you know where your time actually goes?

¢ Who benefits most from your current way of working, and is that sustainable?

Level 2 — Optimiser:

e What are you optimising for, and does it matter to the business?
 Are your systems serving clarity or just creating motion?

* If you had 50% less time, what would you stop doing immediately?
e Where are you confusing being busy with being effective?

» What do you avoid delegating, and why?
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Level 3 - Focused Operator:

e What outcomes are you really responsible for?

 Are you working on them daily or getting distracted?

» What keeps pulling you back into execution?

* Are you visible for the right kind of work?

e What are you doing that someone else could learn to do?

Level 4 — System Builder:

* Do your systems still depend on you to run?

* What breaks when you’re offline?

» What % of your value comes from enabling vs doing?
» Who are you growing to replace parts of your role?

* Where are you still operating below your level?

Level 5 - Impact Leader:

e How are you building leaders, not just delivering results?

e Are your frameworks and culture embedded or dependent on you?

e What’s your mechanism for staying close to reality without getting pulled into detail?
 Are you delegating outcomes and decisions or just tasks?

« How often are you redefining leverage at your new level?
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PART 3: Real-Life Stories,
Experiments & Climbing
Guide

What This Looks Like In Real Life

Level 1= 2 Transition

A senior engineer was constantly praised for being dependable, but was quietly drowning. She was
saying yes to everything, often working late into the night to keep up. She hit a breaking point when
a missed deadline affected her team. After running a personal time audit, she cut 30% of recurring
tasks and handed off a few she had been hoarding. Within weeks, she was calmer, clearer, and
finally had time to focus on higher-impact projects.

Level 2 - 3 Transition

A product manager had optimised every tool and process they used. They were fast, responsive,
and always available, but their work wasn’t landing with leadership. Once they shifted from
obsessing over efficiency to aligning their work with business outcomes, things changed. They
started using a simple “Why this matters” statement in every update and began saying no to tasks
that didn’t serve core objectives. Their influence grew almost immediately.

Level 3 4 Transition

A startup CTO found himself in back-to-back meetings, constantly solving problems but never
building systems. Despite great performance reviews, he felt exhausted and ineffective. He began
creating templates, checklists, and onboarding paths that others could use. Delegation became
easier, and the team became more autonomous. Within a quarter, he’d stepped fully into strategy
while his team shipped more than ever.
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Level 4= 5 Transition

A design lead who had built great systems and a strong team realised she was still making most of
the key calls. The result? Everyone waited for her input. She introduced a decision-making
framework and began letting the team set direction within clear constraints. Over time, her role
shifted from approver to coach, and her team became faster, bolder, and more confident without

her in every room.

5 Strategic Experiments to Multiply Impact

Area Try This

Time Run a calendar audit. Label each entry: Execute / Decide / Think /
Support. Cut or combine 15-20%.

Delegqtion List 3 things you’ve done more than twice. Write a mini SOP. Delegate 1
of them this week.

Clarity Start each morning by answering: What’s the one outcome that matters
today?

Decision-making | Create a simple decision filter: Does this create leverage? Can I delegate
it? Is it reversible?

Systemisation Document one recurring task and share it. Create a system or checklist

others can use.

Climbing Guide: How to Move Up One Level

Use these mini-guides to move intentionally from one level to the next.

Level 1= 2: From Grinder to Optimiser

Mindset Shift: More effort isn’t the answer; clarity is.

Mini Plan:

e Run a time and energy audit

e Say no to 3 recurring low-leverage tasks

 Try batching meetings and using calendar blocks
Obstacle: Guilt or fear of being seen as less committed
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Metric: Hours recovered + tasks eliminated or automated

Level 2= 3: From Optimiser to Focused Operator

Mindset Shift: Productivity # Progress. Focus on outcomes.
Mini Plan:
 Reframe your tasks in terms of outcomes
e Add a “Why this matters” note to each major initiative
« Start a weekly alignment ritual with your manager or team
Obstacle: Letting go of motion for impact
Metric: “Clarity score” at the end of the week (hint: I use % with a reflection note)

Level 3 - 4: From Focused Operator to System Builder

Mindset Shift: Stop being the hero, build the system.
Mini Plan:
e Document and delegate two repeated workflows
« Introduce one async ritual (status updates, briefings, docs)
* Block 90 mins/week for strategy
Obstacle: Micromanaging or needing things “done right”
Metric: % of week spent on enabling vs executing

Level 4 - 5: From System Builder to Impact Leader

Mindset Shift: Don’t just scale systems, scale thinking.

Mini Plan:
* Empower someone else to make decisions you usually hold
e Publish a framework or principle you’ve been using privately
« Set or refine one cultural principle with your team

Obstacle: Identity shift, from doer to mentor

Metric: Decisions made without you + team confidence level
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PART 4. Regression Signails,
Multiplier Truths & Final
Message

Are You Climbing Down? (Regression Signails)

Even after progress, it’s easy to slide backwards on the ladder. Look out for these warning signs:

* You start doing “just this one thing” again. Small exceptions add up; suddenly, you’re
back in the weeds.

* Your calendar fills with other people’s priorities. If you’re always reacting, you’re not
leading.

 You stop delegating because “it’s faster to do it myself.” That might be true now, but it
won’t be scalable tomorrow.

* You confuse activity with momentum. Productivity becomes performative. Motion =
progress.

* You’re the bottleneck again, and no one tells you. When people wait for your approval,
you’ve lost leverage.

* You abandon rituals that gave you leverage. Skipping your systems means defaulting to
chaos.

* You feel tired but not fulfilled. A sign you’re working hard in the wrong direction.

What to do:

* Pause. Revisit your self-assessment and diagnostic questions.
e Recommit to one experiment that helped before.
e Ask someone you trust: “Am I operating at the right level?”

Surprising Truths About Multipliers

1. Impact becomes invisible as you scale.
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» The more effective your systems, the less visible your effort becomes. Don’t confuse quiet
influence with irrelevance.
2. Delegation isn’t just about offloading work; it’s about upgrading others.
 True delegation grows capacity in others. If it feels uncomfortable, that’s a sign you’re doing
it right.
3. You don’t need permission to operate at the next level.
» Most transitions are behavioural before they’re official. Lead like a multiplier, and the title
often follows.
4. Efficiency can become a trap.
« If you’re optimising the wrong things, you just become faster at going nowhere. Productivity
# progress.
5. Scaling impact always begins with scaling clarity.
 You can’t multiply what’s fuzzy. If you’re not clear, no one else will be either.
6. The biggest blocker to scale is identity.
« Who you think you need to be often stops you from becoming who you actually need to be
next.
7. Burnout isn’t just a workload problem; it’s often a clarity problem.
« It’s not that you’re doing too much. It’s that too much of it doesn’t matter.

How to Use This Map

This isn’t just something to read — it’s something to run.
* Use the self-assessment to locate where you are.
« Reflect with the diagnostic questions to get unstuck.
» Apply the strategic experiments to shift how you work.
* Follow the climbing guide to grow — without burning out.
» Watch for regression signals.
* Track your progress with a simple clarity check-in each week/month/quarter.
e Tailor it to your needs and situation.
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Final Message

“You don’t need more hours. You need more clarity, more systems and more scale.”

The Multipliers Map isn’t about titles, hacks, or hustle.

It’s about operating at the right altitude — so you can do your best work without breaking
yourself in the process.

Know where you are.

Choose your next move.

Climb. Multiply. Scale.
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