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Your strengths help you in one arena and work against you in another. Place your role with two questions: how much

does a mistake cost, and how predictable is the work?

Athlete )

How a leader tends to operate. .
around it.

LOW STABILITY

X  What the role demands, and the conditions

Alignment
—  Where those two help each other, and where
they pull apart.

HIGH STABILITY

Chaotic HIGH THREAT - LOW STABILITY Crucible HIGH THREAT - HIGH STABILITY

REWARDS

Fast updating - decisive action - recovery under pressure.
WHAT WORKS

e Decide with about 70% of the information you want.'

o Keep a few routines fixed, so people have something steady.
o Build trust with people before you need it.

WHAT THEIR MANAGER CAN DO
Protect the few rules that do hold, and say who may change them.

THE STRAIN TRAP
Strong results - strain builds — judgment slips

HIGH THREAT

Constant threat and change wear people down over months. Plan
recovery before anyone needs it.

WHAT PxE LOOKS FOR

e Stays organized, and changes the plan when it stops working.
o Keeps thinking clearly when several things land at once.

e Will try a route nobody has tested.

e Takes charge and states a position.

REWARDS

Preparation - composure - precise execution.
WHAT WORKS

e Prepare to meet a high standard every time.
e Keep a recovery routine, and protect it.

o Keep a life and a sense of self outside the job.

WHAT THEIR MANAGER CAN DO
Keep the rules clear and the decision rights with them.

THE SELF-WORTH TRAP
If your worth depends on your results, you stop resting and stop
picturing a life outside this arena.

WHAT PxE LOOKS FOR

e Takes charge and states a position.

e Backs themselves to handle what they take on.

e Keeps thinking clearly when several things land at once.

Clouded LOW THREAT - LOW STABILITY Cultivated LOW THREAT - HIGH STABILITY

REWARDS
Curiosity - interpretation - small experiments.

WHAT WORKS

e Set your own direction, and write it down.

o Set deadlines that force a decision.

e Start work without waiting to be told.

WHAT THEIR MANAGER CAN DO

Write the direction down and set a date to review it.

THE DRIFT TRAP
Nothing here forces a result. Capable people stay busy and finish
little. Set a date to check what has been done.

LOW THREAT

WHAT PxE LOOKS FOR

e Stays relaxed when the deadline is close.
e Sets a high bar and pushes for it.

e Enjoys working a problem in the abstract.
o Will try a route nobody has tested.

ASK OF ANY LEADER  Which arena are they in now?

REWARDS
Consistency - refinement - systems that compound.

WHAT WORKS

e Use the stability to try new things.

o Build skills you would need in a harder arena.

e Keep working relationships outside your own company.

WHAT THEIR MANAGER CAN DO
Keep the conditions that work for them, and give them something to
build.

THE COMFORT TRAP
Years of low pressure and high stability leave your skills untested.
Test them before the arena changes.

WHAT PxE LOOKS FOR

e Balances cooperation with saying what they think.
e Stays steady under pressure.

e Finishes what they start without prompting.

o Keeps work organized and easy to pick up.

In which arena do their strengths help most?

Arenas change, and nobody announces it. A leader who did well three years ago may be in a different arena today.

The “What PxE looks for” lists are the traits the PxE assessment scores for each arena. They are a working framework, and their bands are not validated cut points. PxE supports reflection

and development. It is not a validated hiring, promotion, or performance-prediction tool.
From Right Leader, Wrong Arena by Damon Wells, 2026. amazon.com/dp/BOGFWSR6B8

1. Jeff Bezos, 2016 Letter to Amazon Shareholders: “Most decisions should probably be made with
somewhere around 70% of the information you wish you had.” aboutamazon.com

Which arena are your supervisors in? Bring the question to a 30-minute call.

Book a call calendly.com/summaryleadership/30min
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