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AUTHENTIC LEADERSHIP
Influencing your people towards independence

FREE THE PEOPLE 

“Happiness”, says William Bennett, best-
selling author and politician “is like a cat… 
if you try to coax it or call it, it will avoid 
you, and never come to you. But if you 
pay no attention to it and go about your 
business, you’ll find it rubbing against your 
legs and jumping into your lap. So forget 
pursuing happiness. Pin your hopes on 
work, on family, on learning, on knowing, 
on loving. Forget pursuing happiness, 
pursue other things, and with luck 
happiness will come to you.

So what does this have to do with leadership in 
business… and, more specifically, with business 
success?    

Everything.

IN PURSUIT OF SUCCESS 

Consider this: perhaps business success is also like 
a cat… in that, if you try to coax it or call it, it will 
avoid you, and never come to you. But if you pay 
no attention to it and go about your business, then, 
one day you’ll find it rubbing against your legs and 
jumping into your lap. So forget pursuing success 
for your business. Pin your hopes on hard work, 
on determined and resolute effort, on consciously 
displaying the leader behaviours that will influence 
your people at the deepest level… causing them to 
“choose” to change. Forget success. Pursue these 
other things, and with luck, business success will 
come to you.
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Our challenge is to 
mobilize our people 
towards greater 
achievement. 

But how?
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Do the right things, and success will come to you. 
Together with enlightenment, a sense of purpose… 
and perhaps even immeasurable wealth. Including 
the monetary kind.

So, as leaders then, perhaps our most critical task is 
not so much to ensure that rules are adhered to and 
that standards are met… perhaps we should rather 
focus on creating a culture within which we can 
influence our people towards true independence… 
where independence is that space where they do 
what they need to do, in the manner they need to 
do it, by when it needs to be done, regardless of 
whether or not they are being watched.

If all this is true, then it would make good sense for 
you to know – and I mean really know – where your 
people stand right now, compared to where you 
want them to be. For now, focus only on your direct 
reports… because when they choose to make the 
transition from where they are now to where you 
want them to be, then their direct reports will start 
following… and so on.

FOCUS ON BEHAVIOUR

To start, you may have to shift your focus… just a 
tad. Because you need to focus as much – if not 
more so - on their behaviour (what you would 
actually see them doing if you watched them at a 
distance while they go about their business), as you 
do on their performance (those measurable results 
or outcomes which they need to deliver… on time, 
and in budget). Most often though, we focus only 
on the latter… meaning that we are only concerned 
with whether or not the “cat” is already purring in 
their lap, or not.

Wrong. Stop worrying about where the cat is. It will 
come. Worry about their behaviour: that is to say 
the visible, demonstrable things that they do, which 
will cause the cat to take the leap. So, say you want 
your direct reports to communicate more effectively 
with their subordinates… then look to see if they 
spend ample one-on-one time with their people. 
Listen to how they speak of their subordinates at 
management meetings. Attend one of their stand-
up meetings with their team… and see whether 
or not their people really engage… whether they 

challenge each other… and whether or not they 
challenge the team leader. If they do – and I mean 
really do – then the place is NOT falling apart… it is 
coming together.

Chances are you already have systems in place to 
measure their performance. Now you need shift your 
attention, and put in place systems to measure their 
behaviour.

Remember the notion of “management by walking 
around” or, MBWA? It is as valid today as it was 
in 1982, when Tom Peters and Bob Waterman 
popularized Hewlett-Packard’s mantra in their 
bestselling book In Search of Excellence: Lessons 
from America’s Best-Run Companies.

Perhaps with one small adaptation in the context of 
what we’re talking about here… you want to be less 
focused on showing, helping and telling, while you 
are MBWA’ing, and more focused on looking for, 
and understanding the observable behaviour of your 
people.

What you really want to understand is the Unwritten 
Ground Rules – or UGRs – that are at play… these 
are people’s perceptions of “this is the way we do 
things around here”… which is mirrored by their 
actions (the UGRs-concept is the brainchild of my 
Australian-based business partner, Steve Simpson… 
learn more here: www.ugrs.net ).

WHO FITS WHERE

Once you have a better grasp of the behaviours at 
play in your workplace, you are now ready to plot 
your direct reports on this matrix (bear in mind that 
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THE HELPING HAND
• Shoulder to cry on
•	Helping hand
•	Nice guys 
•	Fun to be with

CHAMPIONS
• Modest, high performers
•	Consistent results
•	Team Players

WRONG APPOINTMENT
• Can’t
• Don’t want to

STARS
• Hostage takers
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THE HELPING HAND
• They’re so nice it’s 

tough to manage them

CHAMPIONS
• Leave to own devices
•	Give us time to manage

the rest

WRONG APPOINTMENT
• CCMA
• Unions

STARS
• We let them get away 

with it

you already have in place all of the measures to tell 
you how they are doing in the “results” domain – so 
it will be easy for you to plot each individual on the 
horizontal access). It’s really important though that 
you bear in mind that this is not a precise science – 
so I am certainly not suggesting that you “box” your 
people into four absolute, concrete, clearly-labelled 
domains. But I am saying that you should consider 
the perceived contribution that your people 
make to the greater good of the organization in 
broader brush-strokes than simply adding up their 
contribution to your bottom line.

Chances are that you will have far fewer people 
in the “Champions” quadrant than in any other 
domain. And, if your organization is anything like 
the rest of the world out there, then the remainder 
of your people will be split something like this: 
about half of them will be “Helping Hands”, and the 
remainder will be split about equally between the 
“Star” and the “Wrong Appointment” quadrants. 

HOW DO WE TREAT THEM?

Now comes a really important step… you need to 
check your own past behaviours. How have you 
been treating the people in each of these domains? 
Consider the question before you answer… it’s not: 
How do you think you should be treating the people 
in these domains? And it’s not: How do you wish 
you’d been treating them? It’s also not: How should 
you have been treating them?

Answer this: How HAVE you been treating them?

Perhaps like this?

If so, read on.

If however, you already give most of your time to 
your Champions; if indeed you have performance 
appraisal systems in place that “red light” the 
Wrong Appointments long before they become too 
entrenched; if you already have process in place to 
migrate your Helping Hands towards Championship, 
and if you simply do not tolerate the “hostage-
taking” behaviour of your Stars (regardless of how 
much they contribute to the bottom line), then put 
this article down… immediately. Because you are 
ahead of the game and this is too elementary for 
you.

FIRST, ATTACH YOUR OWN OXYGEN 
MASK

Still there? Then it’s time to embark on a short 
journey together. It’s departure time. Step on board 
Flight 1 to Transformation.

Sorry, that was corny. But step on board anyway…

Remind yourself of your last actual flight on 
a passenger airliner. Remember the safety 
announcements?

Especially the one about the oxygen masks. It went 
something like this:

“Ladies and gentlemen… in the unlikely event
of an unexpected loss of cabin pressure, an
oxygen mask will fall from the panel above
you… place it over your nose and mouth and 
proceed to breathe normally…”
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And then she adds: “If another passenger needs 
help, attach your own mask first, and then help 
them.” Pause. “If you’re travelling with a child, 
attach your own mask first, and then help your 
child.”

A while back I travelled with a flight attendant – she’s 
the blond lady pictured above – who had a wicked 
sense of humour… and she spiced up the safety 
briefing. So, at this point she added: “If you are 
travelling with two children, attach your own mask 
first…. and then decide which one you love most!”

True story – I took the picture of her when we landed 
as proof.

There’s a point though… the airlines have figured 
out that if you are not breathing to start with, you’re 
pretty much useless to anyone else. And it’s the 
same with leadership… we need to check our own 
breathing first – before we interfere with those 
around us.

So we’ll start by making sure that we are indeed 
“fit” to lead. We’ll make sure that we are indeed 
“breathing”. That we are displaying the right leader 
behaviours… so that we can be a beacon to those 
following in our wake…

FIRST THINGS FIRST: THE EARLY 
DECISIONS

First, we need to stop dreaming about how we want 
things to be, and make a few decisions.

Not with your heart. With your head. At a conscious 
level. You know all the basics… draw a clear picture 

of the future; decide what needs to be done; set 
time lines; communicate the message to your 
people… and so on.

But this way of doing things is flawed. Because 
people only help support that which they create… 
so, if your decisions will impact on other people, be 
sure to include them early on. And, if you have failed 
to do this in the past, you need to correct this. 

CLICHÉ OR NO CLICHÉ: IT’S ALL ABOUT 
PEOPLE… SO LET’S START BY LOOKING 
AT WHAT DRIVES US

If we were to conduct a survey, and ask people what 
it was that motivated them… what answers would 
we get?

Money? Reward? Recognition? Family? Faith? And 
a few dozen more. I have conducted this exercise 
many, many times… with audiences around the 
globe. Across cultural and religious divides. And 
one thing stands out to me… the fact that only on 
very few occasions (of the hundreds of times I’ve 
conducted the exercise, perhaps three or four times) 
has “purpose” made it on to the list as a driver.

And, at the mere mention of the word - purpose, 
that is – most people respond something like this: 
“Of course!”… or “Duh! I knew that!”… or similar.

But these are the very same people who never 
ranked “purpose” as a key driver, and who never 
put it on their list in the first place. Sure – we know 
at an emotional level that we are driven, at the very 
deepest level, by “purpose”. Yet, at an intellectual 
level, we forget this.

OK. It’s time for me to quote my main man. Viktor 
Frankl. Who, before his death in 1997, became a 
professor of three fields. Was the father of Existential 
Psychology. The creator of Logo Therapy… now, 
one of the two most predominantly used therapies 
for the treatment of depressed patients in the 
Western world. Concentration camp survivor, and 
author of the absolutely-must-read “Man’s search for 
meaning”.

According to Frankl, man’s primary motivational 
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drive is to seek, and find meaning, for their life.

If this is true, then we’ve been pulling the wrong 
levers for a long time now… have we not?

THE POWER OF BELIEVING IN THEM

Park that thought for now.

My other favourite Frankl’ism is this: “One can 
unleash the potential of another human being 
through the mere act of believing in them.”

Bear in mind that this suggests deep-rooted, 
unwavering belief in the ability of another person… 
which is more a function of your choice, than of their 
past behaviour. Get it? You can  CHOOSE to believe 
in someone… in spite of their past performance… 
well, pretty much in spite of anything. And 
everything.

So what?

Put these two thoughts together… (1) purpose is 
the key, and (2) you can unleash the potential of 
others. Ergo: it could be your purpose to unlock 
the potential of others. Through the mere act of 
believing in them.

Well, that, and a few other things… but believing in 
them is a good start.

Time for the next step: In our attempt to increase 

our levels of belief in others, it would help to 
understand why they (or us) behave the way that 
they (or we) do.

NATURE OR NURTURE?

The debate has been raging forever. What 
determines how we become? Is it Nature or 
Nurture? Psychology, or Biology? Are we the way we 
are because of our past experience (our Nurture)… 
or are we the way we are because of our DNA (our 
Nature)?

Let’s take a look… and in so doing, I will start by 
making a case for the Nurture theory…

THE CASE FOR NURTURE

Are we like the lost children who followed Robert 
Browning’s “Pied Piper” into Hamelin’s dark cave?

Each child following just because they saw others do 
the same?

Was Adi Shankara (788 – 820 CE), one of the 
greatest Indian philosopher to ever live, perhaps 
right? Consider his words: “People grow old and die 
because they see other people grow old and die.”

Could it be that what we see… and hear enough 
times over, becomes our truth? Of course it’s true. 
But this is no breakthrough for you – you knew 
this already. It’s called “spaced repetition”… 
and the theory suggests that whatever you hear 
(or experience) enough times over, will become 
your truth. More aptly, this is referred to as the 
“Pygmalion Effect”… named after the Greek 
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mythical figure Pygmalion: a sculptor who falls in 
love with his statue of a female, which love then 
brings her to life… they wed, have children, and live 
– yes, you guessed it – happily ever after. This has 
been a recurring theme in the arts for centuries… 
Goethe called her Elise; the middle ages saw 
Clement of Alexandra’s version; in the 18th Century 
it was Rousseau’s turn to craft a musical from this 
theme; the 19th Century saw many variations of the 
theme. Then of course there was also Shakespeare’s 
Hermione in “The Winter’s tale”. More recently there 
was Willy Russell’s “Educating Rita”… but the best 
known version of recent times was perhaps “My 
fair lady”… which, in turn was just an adaptation of 
George Bernard Shaw’s play, named – yes, you’ve 
guessed it again – “Pygmalion”!

In the late 1960’s it all turned academic… when 
distinguished professor of psychology, and once 
chairman of the Harvard psychology department, 
Robert Rosenthal joined up with school principal 
Lenore Jacobson to study teacher–student 
relationships. They found that the student lives up 
to the expectation of the teacher, whatever the 
expectation happens to be… almost regardless of 
actual student potential. Where the teacher has 
high expectations of the student, high grades are 
achieved. And conversely, where the teacher has low 
expectations of a student, the student will in turn 
live up to these lower expectations… regardless of 
actual student potential! And, the rest, as they say in 
the classics, is history.

Nelson Jones, respected behaviouralist, explains 
how this all really works. He writes about “Mental 
Wiring”… which consists of “Mental Patterns” and 
“Mental Routines”, which ultimately make up our 
“Mindset”.

Jones starts with “Mental Patterns”: explaining that 
from birth the brain accumulates bits of information, 
chunking them together to form mental patterns. 
These mental patterns are memory traces in your 
brain tissue, which records everything that you 
perceived a number of times over.

Jones suggests that “Mental Routines” are clusters 
of these “Mental Patterns”, or programmed 
thought sequences… and that the brain uses these 

Mental Routines as the building blocks for all of 
its thought processes… preferring to use its own 
archive material, rather than making use of fresh 
input – regardless of how obvious the new evidence 
may be. When faced with a decision, the brain 
simply organizes the archive of past experiences 
and memories as a process for decision making. We 
make most of our decisions based on these existing 
mental routines.

Scary, don’t you think? But wait, there’s more!

Next, there are “Mindsets”… the sum total of 
how we internalized all of our past experiences – a 
picture of how we see the world. This becomes our 
truth. As a result, it brings us to expect a specified 
outcome to any given situation.

Think of watching a magician perform an illusion. 
One of the reasons that the illusion is so powerful 
is that the outcome is contrary to what our mindset 
led us to believe would actually happen. It’s the 
same with jokes: they work because the punch 
line suddenly destroys our mindset – it takes an 
unexpected turn, one which we never anticipated. 
And it’s the same with real life – we anticipate the 
outcome of a situation – and then we act based on 
this anticipated outcome… regardless of the fact 
that the real outcome may be very different from 
what our mindset predicted it to be.

That, members of the jury, closes the case for the 
Nurture theory. 

THE CASE FOR NATURE

It’s time for us to take a look at the “Nature” theory.
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The first expert witness to help build the case 
for the Nature theory is professor of psychology 
at California State University, Nancy Segal. She 
conducted the world’s biggest study of identical 
twins over a 20 year period, and published the 
findings in her book, “Uniting psychology and 
biology” – which, for what it’s worth, got her on the 
Oprah show. She found conclusively that identical 
twins brought up apart are every bit as similar as 
twins who grew up together. We come into the 
world , she says, with a genetically predisposed 
“happiness set-point”. Her finding: Some people 
just seem “naturally” happy…

I guess that suggests that some people are just 
naturally miserable.

Think about the people who work with you… is it 
true that some of them are just “naturally” happy? 
And are any of them just “naturally” miserable?

I bet. 

Next to take the stand is author of “A users guide 
for the brain” – Harvard professor of psychiatry, 
John Ratey, who writes: “Since the 1990’s, advances 
in science have swung the pendulum toward 
nature. Genes are now linked to Alzheimer’s 
disease, bedwetting, obesity… and even to overall 
happiness.”

In the absence of a jury, I’ll be the judge. Here’s what 
I think:

•	 Personality is hard wired. It’s genetic. It does not 
change.

•	 Behaviour, however, is “memory-based”. We 
“remember” how to behave, based on what we 
saw / heard /experienced enough times over.

•	 Our mental wiring provides us with instant recall… 
prompting memory-based behaviour…

•	 Our response – genetically determined - is 
automatic.

This is probably the worst news that you, as a leader, 

have ever heard. Because it suggests that people 
cannot change.

If so, then no motivational talk, no sermon, no 
rules – regardless of the reward, or the threat of 
punishment – can change this.

But, wait, all hope is not lost! Professor John Ratey, 
our earlier star witness, adds this: “We are neither 
prisoners of our genes or of our environment. 
Genetics is not destiny. Genes may be boundaries 
for human behaviour, but there is immense room 
for variation determined by experience, personal 
choice, and even chance. Our own free will may be 
the strongest force directing the development of our 
brains, and therefore our lives. By viewing the brain 
as a muscle that can be weakened or strengthened, 
we can exercise our ability to determine who we 
become. Indeed, once we understand how the 
brain develops, we can train our brains for health, 
vibrancy, and longevity.”

At the risk of appearing to be patronizing, please 
allow me to explain this…

It’s not that we cannot change. It’s just that change is 
a lot tougher than we like to admit. Personal change 
does not come about because someone watches a 
good movie and then decides – with the heart – to 
“change”.

Change is possible… but only when an empowered 
individual makes the resolute, determined decision 
to change. And only when, with much difficulty, 
they re-script their beliefs… which will change the 
responses to their DNA-based personality impulses.

But it all starts with the individual making a personal 
choice. 

WHEN DOES AN INDIVIDUAL 
“CHOOSE” TO CHANGE?

The theory of behavioural science suggests 
that people change only because of one of four 
reasons…

•	A	near-death	experience
•	A	religious	experience
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•	Life-changing	event
•	Personal	willpower

This is based on solid research, and is widely 
accepted to be true.

I disagree.

Perhaps people change for one reason, and one 
reason only… and that’s the last item on the list 
above.

Personal willpower.

Perhaps people only change when they are good 
and ready. Not before. And I would suggest that 
there are a number of catalysts that might propel 
them towards this choice… take the first three 
items on the list above for example: any of these 
could ignite within someone the desire to change 
something about themselves. No doubt about it.

But I would suggest that there is a fourth item on the 
list of “change catalysts”… namely, the influence of 
another human being.

If so, then here are the four initiators that would 
cause a person to choose to change:

•	A	near-death	experience
•	A	religious	experience
•	Life-changing	event
•	The	influence	of	another	human	being

But in the end, personal change will be fuelled by 
one thing and one thing only: Personal willpower.

So here is the good news: yes, you are indeed able 
to change other people. Rather, you are able to 
ignite within another person the desire for them to 
call on their inherent personal willpower to change 
the way they are… through the influence that you 
have on them. And this influence is rooted in your 
own behaviour… because who you are speaks 
louder than what you say (Covey).

So… you want to change the way your people 
behave? Then change the way you behave.

Hmmm… wait… haven’t we heard that before? 
Of course we have. It was Mahatma Gandhi, the 
nonviolent protestor who conquered an empire with 
his deeds, that said: “Be the change you want to see 
in the world.”

If anyone did, then he proved these words through 
his actions. And it’s my guess that this statement 
would be as true if you substituted the words 
“the world” with “your people”, “your business”, 
or “your life”, “your family”… or even “your 
community”.

Try. You’ll see. 

UNLOCK YOUR OWN PAST LEARNING 
AS A TOOL FOR LEADING CHANGE

Right… so now we know a few things about why 
our people behave the way they do… and why (and 
when) they will change…

Remember: they will change when they choose. 
All we can do is try to influence them towards this 
decision… and all we have on our side is our own 
behaviour.

So now will be a good time to remind ourselves that 
we are each so singularly unique that we cannot be 
replaced, and we cannot be repeated. And that this 
uniqueness lies in our past experiences… or rather, 
in our ability to learn from our past experiences.

So that we can apply to today what we learnt 
yesterday.
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Here’s how: by drawing a lifeline.

Start by listing all of the important events of your 
life. Next, group these events into the phases that 
make up your life this far, and then give each phase 
a descriptive name.

Now ask yourself: if there was a lesson to be learnt 
from each of the phases, what would it be?

And finally: ask if you’ve learnt these lessons 
yet… or are you waiting for a “revision” phase? 
Because, believe me, if you have failed to learn the 
lesson, it will come around again. Because lessons 
are repeated until they are learnt. Or hadn’t you 
noticed?

FIRST, LIVE A PATTERN OF EXCELLENCE 
IN YOUR OWN LIFE

Now, applying these lessons, it is our obligation to 
become the best that we can be. So that others may 
follow.

To the extent that we become what Abraham 
Maslow referred to as “self-actualizers”… namely, 
people who live a pattern of excellence in their 
everyday living.

Sometimes even to the extent that they become 
“self-transcenders”, because they become an 
inspiration for others to be more like them… which 
will influence these people towards the choice to 
change in their own lives…

And to help us, Maslow also identified the 15 

common behaviours displayed by self-actualizers. 
Through consciousness and practice, we can re-
script some of our past behaviours (the Nurture 
part… remember?) to the extent that we can replace 
some of these past behaviours with new, better 
ones. And if we do it well enough, others will follow.

Here are my favourite five self-actualizing behaviours 
off Maslow’s list of 15:

Efficient Reality Perception

•	 Perceive	the	real	world…	accurately
•	 Correct	discriminations	between	what’s	real	and	

not
•	 Deals	with	facts	rather	than	opinions

External Problem Centeredness

•	 Ability	to	focus	on	problems	outside	of	the	self
•	 Ability	to	attend	to	the	needs	of	others
•	 Task	oriented

Sense of Oneness

•	 A	belief	that	humanity	is	a	large	family
•	 Feelings	of	identification,	sympathy	and	affection	

for all human beings
•	 Desire	to	be	of	help	to	mankind
•	 A	posture	of	forgiveness

Freshness of Appreciation

•	 Capacity	for	wonder	and	awe
•	 Richness	of	inner	experience
•	 Perceiving	familiar	things	as	fresh	and	new
•	 Focus	on	the	positive	aspects	of	every	experience

Ethical Standards

•	 Strong	ethical	sense
•	 Clarified	personal	values
•	 Definite	moral	standards
•	 Clear	notion	of	right	and	wrong
•	 Seeking	to	do	right	and	avoiding	wrongdoing

But, to make these real, they need to be practiced. 
Over, and over. And over… until they replace your 
existing Mental Patterns. Mental Routines and 
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Mindsets. And personally, I think this takes longer 
that the customary “21 days” now allocated to 
personal change regimens. I think it takes a lot 
longer.

Perhaps a lifetime.

THE MAKING OF CHAMPIONS

Which finally brings us back to the point of all this… 
namely, for us to focus less on the desired business 
success which we crave… but rather to focus on 
the things that we need to do to help unleash the 
potential of our people… which will, in turn and 
in time, surely help us to achieve our business 
ambitions. But it will do so like the cat jumping into 
one’s lap… unexpectedly… not because you called 
it, but because you did what needed to be done.

And you will do it in a way that ensures longevity… 
so that, long after we are gone, our people will 
continue to behave in ways that ensure success.

Remember the Nurture and Nurture part? 
Remember the point of it all?

Here’s a recap: (1) Personality = DNA. It is as it is. 
Period. (2) Behaviour = Nurture. It can change, but 
it’s tough to change. Really tough. And it will only 
change when we are good and ready to change. 
When we CHOOSE to change. Most likely through 
the influence of another human being.

Which translates into this: we can influence our 
people towards changing their behaviour. Not 
overnight, but in the long run. First, though, we 
need to be sure that we ourselves live lives of 
excellence in all that we do.

Performance, on the other and is merely the function 
of skill… which is relatively easy to transfer and 
acquire.

The point?

When asked, most leaders indicate that they believe 
it’s easier to (1) improve or change the behaviour of 
an employee who is already delivering the goods 
(in terms of production / delivery / outcomes / 
results), than it is to (2) improve the performance 
of an employee who behaves well, but is lacking in 
delivery.

By now you understand that this common 
perception is dead wrong.

It is near impossible to directly “change” a person’s 
behaviour – regardless of how well they are 
performing at present. In time, you can impact on 
their behaviour… by influencing their own desire to 
change. But it’s tough. And it takes time.

On the other hand, you’ll now agree that its way 
less complicated to transfer the skills that a poor 
performer needs in order for them to become a 
better performer… especially so if they are already 
behaving well.

Remember , at the very beginning, we discussed 
how most managers treat their own constituents in 
each of the four quadrants? Here it is again:

Surely you now have to agree that this is the wrong 
way of going about things?

Most managers I’ve asked agree that they spend 
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most of their time and effort trying to “manage” 
the Stars towards the Champion field. And that 
they hide from their Wrong Appointments because 
they don’t want to get caught up in the minefield of 
labour law… while they keep wondering why their 
Helping Hands just don’t start delivering better 
results. After all, they – the Helping Hands, are such 
nice people…

All this needs to change.

Now.

With immediate effect, we should - Step 1 - focus 
our energies on turning the Champions into heroes.

Step 2: Once done, we should then focus our 
energies on those who neither perform nor deliver 
results… we should clean up shop, and get the 
wrong appointments out. AFTER you ensure that 
they are indeed wrong appointments who either 
can’t or do not want to behave better and deliver 
better results.

Step 3: Now you have to round up your Helping 
Hands. Send them to “Skills School” (so to speak). 
Teach them the skills which they are lacking. 
Demand results. Watch them flourish.

And finally, Step 4: Once a few of the Helping 
Hands have migrated and become baby Champions, 
it’s time to take back control from the hostage-taking 
Stars. Round them up. Tell them that the skilled-up
Helping Hands are producing results… and tell 
them – in no uncertain terms – that they (the Stars) 
are much needed and valued members of the 
team. That you want and need them. But not at 

the cost of their disruptive behaviour. That their 
past bad behaviour cannot be tolerated any longer. 
Help them understand that their redemption lies in 
personal change. But let them in on the secret: only 
they can choose. And now is the time.

After that, no more hostages.

CLOSING COMMENTS

I said so before, and I will again: this is not a bullet-
proof, black and white, step-by-step plan to reinvent 
the people component of your business overnight. 
Your people do not belong in four simplistic 
categories, each with its own “label” and its own 
“medicine”.

Rather, I’d hope that these insights simply broaden 
your thinking. And perhaps get’s you to question 
what you measure… how you measure it… and how 
you go about guiding your people towards that 
zone where they behave in the best interest of the 
team… while delivering consistently high results.

Most important, I hope that these insights guide 
you towards challenging some of your own leader 
behaviours.

I’d appreciate hearing from you… share with me 
your insights, and let me know how the application 
of these concepts work in your world!

B
E

H
A

V
IO

U
R

PERFORMANCE

THE HELPING HAND
3. Give them skills

CHAMPIONS
1. Give them Hero status

STARS
4. Issue an

ultimatum...and build
their capacity to
change

ABOUT THE AUTHOR

STEF DU PLESSIS
holds a Masters degree in leadership. He is 
a strategic facilitator, people mobiliser and 
leadership development practitioner. Together 
with his business partner Steve Simpson, he 
helps client organizations build a culture-by-
design that will ensure their success into the 
future and make theirs a great place to be for 
everyone who comes there. Stef speaks and 
works with clients globally.

+27 (0)82 656-7890 | stef@stefduplessis.com
www.stefduplessis.com




