5 MINUTE MASTERCLASS  ·  EPISODE 4

The Stretch Plan
Turn real work into development
Most development happens on the job. Without a plan, it’s left to chance. Without a record, it’s forgotten by review time. The Stretch Plan fixes both, using one real piece of work.


Make it safe to try
If a stretch goes wrong, the manager owns it. Give them permission and a safety net.
	01  Give managers permission
Say it directly: handing over stretch work is part of the job, and an imperfect first attempt is expected.

	02  Build in the safety net
Lower-stakes first, agreed standards, and a clear point where the manager steps in.

	03  Coach the first Stretch Plan
Sit in on one manager’s first setup and debrief. After a few, it’s habit.

	04  Link training to real work
Before approving a course, ask where it will be used. No answer yet? Find the work first.

	05  Share a stretch menu
Adapt the menu in this pack to your roles and teams.

	06  Add one reflection question
“I learned or developed something new this week” in the weekly check-in or 1:1.



Guardrails
	DO
	
	DON’T

	1. Let people choose the stretch
1. Tie it to a real outcome
	
	1. Assign or rank stretches
1. Count compliance training as development





THE TOOL
The Stretch Plan
Fill it in together before learning begins. Five minutes.
	MANAGER
	TEAM MEMBER
	QUARTER



	01  BEFORE  ·  Set the stretch

	What do you want to get better at?
Their goal, in their words.
	

	The piece of real work
Coming up in the next few weeks.
	

	First attempt
Lower-stakes first, e.g. a team update before a client pitch.
	

	What good looks like
Three points. All feedback comes back to these.
	1.
2.
3.

	If this goes well, what will be different in the work?
This line links development to performance.
	

	02  DURING  ·  Stay close, let them lead

	Who gives feedback?
One or two colleagues who’ll see the work.
	

	What I’ll do to clear the way
	☐  Protect time
☐  Open access to people or information
☐  Agree when I’ll step in

	03  AFTER  ·  Debrief while it’s fresh

	What went well? What would you do differently?
Ask them first. Then add what you saw.
	

	What changed in the work? What next?
Check it against the outcome line, then add a little more stretch.
	





SET UP THE STRETCH
Before
Size it
	LOWER STAKES
Run the weekly team update
	BUILDING
Present at a cross-team meeting
	REAL STRETCH
Lead the client pitch, with you in the room



Stretch menu
	Communicating
	Run the team update · Present quarterly results · Write the leadership summary

	Leading others
	Lead a handover · Onboard a new starter · Facilitate the retro

	Solving problems
	Own a fix end to end · Propose a change to a recurring blocker

	Stakeholders
	Shadow a client call, then run the next one

	Sharing expertise
	Document a process · Teach it to a colleague



Spot the learning
	WHEN YOU SEE
	SAY

	Someone teaches a colleague a quicker way
	“That shortcut saved the team an hour. Kudos to you both.”

	Someone solves a new problem under pressure
	“You worked that out yourself. What did you learn?”

	Someone takes on work that used to need you
	“You ran that client call on your own. That’s new.”

	A first attempt doesn’t go to plan
	“What would you do differently next time?”




Where learning happens
	10%
FORMAL
Courses, e-learning, workshops.


Manager: 
Ask “Where will you use this in the next two weeks?”
	20%
THROUGH OTHERS
Feedback, coaching, teaching a colleague.

Manager: 
Choose who gives feedback, and on which points.
	70%
ON THE JOB
Stretch work, new problems, first attempts.

Manager: 
Find the real work, size it, stay close.





AS ADOPTION GROWS
From one plan to every team
Across many teams, goals, feedback and records end up scattered. Zensai keeps them in one place, inside Microsoft 365.

The Stretch Plan works well for one manager and a handful of people. It gets harder to sustain across many teams and over months, because connecting, comparing and remembering all that happen is tough. A dedicated platform like Zensai does that part for you, so managers spend their time on the development, not the spreadsheet.

	MANUAL SIGNAL REVIEW
	ZENSAI IN MICROSOFT 365

	· Development plans in separate documents
· Feedback gathered by chasing colleagues
· Learning noticed only if someone remembers
· Growth record rebuilt before each review
	· Development goals alongside work goals
· Feedback requests on the agreed points
· Check-ins that prompt reflection
· The whole quarter in one Success Talk view
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15-MINUTE MASTERCLASS FRAMEWORK 4  – THE STRETCH PLAN
Watch the full Masterclass series on-demand at zensai.com/event/5-manager-behaviors-masterclass/
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