
 

 

 

 

 

 

 

 

 



 
 

 
 
 
 
 
 
 
 

Dedicated to 
 

my earliest leaders, my parents, 

Robert and Roma Deane-Spread 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

© 2012 David Deane-Spread 
 
 
 
 
 
 

Author’s Note 
 

On the cover are 12 leaders who have inspired me. 
 

They are, clockwise and in no particular order of preference: Winston 

Churchill; Saladin; Helen Keller; Gandhi; John Curtin; Mother Teresa; 

Martin Luther King; John F Kennedy; Alexander the Great;  

His Holiness the Dalai Lama; Barack Obama and Nelson Mandela. 

 
 
 
 



 

 

 
 
 
 

Contents 

 

INTRODUCTION ............................................................................................................................................ i 

CANDOUR .................................................................................................................................................... 1 

CARE .............................................................................................................................................................. 6 

CHALLENGE .................................................................................................................................................... 10 

CLARITY ........................................................................................................................................................ 15 

COLLABORATION ........................................................................................................................................... 19 

COMMITMENT .......................................................................................................................................... 23 

COMPETENCE ................................................................................................................................................ 28 

CONFIDENCE.................................................................................................................................................. 31 

CONNECTION ................................................................................................................................................ 35 

CONSISTENCY ................................................................................................................................................ 39 

CONVINCING ................................................................................................................................................. 42 

COURAGE .................................................................................................................................................. 46 

OVER TO YOU ............................................................................................................................................... 50 

RATE YOURSELF.............................................................................................................................................. 51 

GET FEEDBACK .............................................................................................................................................. 52 

WHAT TO DO WITH THE FEEDBACK .......................................................................................................... 53 

WHAT NEXT ................................................................................................................................................... 54 

ACKNOWLEDGEMENTS ................................................................................................................................... 55 

ABOUT THE AUTHOR ....................................................................................................................................... 56 

 





 

i 

INTRODUCTION 
 
 

This book is not about leadership thinking or theory, but is all about leadership being – 

leadership behaviour. The world is awash with many great books about what and why leaders 

should think and do, and too few about how leaders can be. 
 

This is my humble attempt to address that. 
 

Firstly let me define what I mean by Effective Leadership Behaviour:   That behaviour which 

models, inspires, influences and persuades willing effective action, towards a shared purpose, 

aligned to the values and vision. 
 

Have you noticed that in too many commercial, government and not-for-profit organisations, 

leaders are often inadequately chosen and trained to be leaders? It seems they are mostly appointed 

due to their operational and technical competence, not their leadership or people skills? 
 

Have you seen the frustration of attracting and retaining talent? The talent won’t arrive or stay 

mainly because of existing leadership behaviour. The talent does their homework before 

accepting, or will leave upon discovery that they don’t like the behaviour they are experiencing. 
 

I’ve spent the previous forty-one years training, practising and serving as a leader, spanning the 

military, law-enforcement, commerce and not-for-profit. 
 

During that time I’ve also experienced the leadership of others, and learned equally from what 

worked and what didn’t work. 
 

From this experience, I’ve four key realisations: 

 
1. Leadership requires ongoing development, whether you are new or experienced. 

 

2. Leadership is about helping others to be great, not just self. 
 

3. There are a dozen behaviours that the leader must learn to have, to sustain being 

an effective leader. 
 

4. When the leader sheds the ego, and lives the dozen behaviours, great and 

effective leadership occurs. 
 

I acknowledge that I’m still a work in progress as a leader, as I seek to improve in all aspects of 

this amazing opportunity to serve others. 
 

My Acid Test for Leaders 
 

For some time now I’ve been asking this question “If this particular trait isn’t present in a leader, 

would others want to follow that leader?” 
 
This question has become my “acid test” for identifying the “12 C’s” of great leadership behaviour. 

If these traits are not present in the leader personally, then I believe that leadership is deficient. 
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There are many other desirable traits that a leader must have access to, but not necessarily within 

the leader personally. For example a leader does not have to be creative, but certainly needs 

access to creative people. 
 

On the other hand, can you imagine following a leader who wasn’t personally: candid with 

people; caring about people; able to challenge the status quo; able to be clearly understood; able 

to collaborate or cooperate with others; confident; competent (in necessary leadership skills such 

as communication, visioning, strategy and decision making); courageous; committed; consistent; 

able to connect with people; convincing? Aren’t all of these essential? 
 

Like spokes in a wheel, each of the ‘12 C’s’ of 

great leadership behaviour is required. Just 

having or using one or a few of the C’s is not 

enough. A wheel with a missing spoke is, at 

best, unreliable. 
 

The 12 C’s are not difficult, nor require 

extensive learning. They do require 

understanding and continuous correct practice. 
 

The  purpose  of  this  book  is  to  give  you, 

regardless of level or experience, immediate practical assistance in delivering great leadership 

behaviour by effectively using the 12 C’s. 

 

Communication is not included because it’s what we are doing all the time. We cannot not 

communicate! It’s how leaders communicate that matters, and they are with the 12 C’s. 
 

I’ve also excluded Conceptualisation. The ability to conceive ideas and abstracts and outcomes, 

and convey them in a manner easily understood, is a core leadership competency of thought 

and communication and can come from the whole team, not just from the leader. 

Conceptualisation also refers to the term ‘visionary’. I assert that the contemporary leader does 

not need to be ‘visionary’, but needs to be able to harness the team to create a genuine shared 

vision. The 12 C’s are the tools needed to harness the team effectively. The leader can also adopt 

an existing vision and ensure that it is truly shared. 
 

You may feel there are other ‘C’s’ that could be included. So long as they are of positive value and 

don’t compromise these twelve C’s, then include them in your behaviour. You may also wish to 

include other traits that you feel make you a better leader. Please do not be limited by the 

Twelve C’s! 
 

The C’s are treated individually, with a short explanation, an example from the twelve leaders 

who’ve inspired me, an example from my own experience, and a ‘process’ for implementation. 

It’s up to you to experiment with the processes and adapt them to suit yourself. 
 

Each process is broken into three phases, with a worked example to help make it clear for you: 

 

1. Thinking – all behaviour begins with thought, and leaders are firstly disciplined 
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thinkers. 
 

2. Rehearsing – mental and practical preparation or rehearsal is the primary 

domain of all champions, including great leaders. 
 

3. Delivering – being very present in choosing what and how to ask tell, do, and 

above all be, assures the best opportunity for great leadership. 
 

You will notice that the most frequently used technique is that of respectful open-ended 

questions and attentive authentic listening. The booklet “Ask or Tell – The Power of Asking 

or the Force of Telling” is a most useful adjunct to this book. It contains a focus on how, and 

whether, to ask or tell, listening skills and processes for conducting leadership conversations, and 

over 200 categorised leadership questions. 
 

For access to the Ask or Tell booklet, go to www.daviddeane-spread.com/leadership_ 

development.html 
 

Important 
 

Leadership is a life-long learning commitment and vocational calling. It is also one of the most 

demanding of choices. To be a great leader, please accept that you do not have to do it alone. 
 

Remember that all champions have coaches. There is no reason why you shouldn’t have a 

leadership coach. The coach doesn’t have to be a world famous leader, but does need to understand 

leadership behaviour and does need to know how to coach. 
 

If you are serious about being the best leader you can be, then appoint a leadership coach. The 

return on your investment will astound and delight you. 
 

There are workshops and coaching available for more experiential uptake. 

http://www.daviddeane-spread.com/leadership_
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CANDOUR 
 

 

 

 

 

 

When I first felt that Candour was an important C word, I had my doubts. The word Candour 

conjures up other meanings like ‘blunt’. But when I gave it this meaning – Candour is the ability 

to be open, honest, direct, yet respectful when communicating with self and others – and gave it 

the ‘acid test’ I realised it is essential leadership behaviour. It’s ‘straight talk’. 
 

The causes of non-candour are fear of negative reception or hurting others; uncertainty; 

insufficient preparation; and even uncontrolled negative emotion such as anger and frustration. 

 

The practice of candour requires the leader to know how to be open honest and direct, and keep 

or enhance trust and respect. 
 

‘Shooting from the lip’ is not being candid, just ill prepared and even thoughtless. There are no 

thoughtless leaders of any longevity or lasting respect. 

 

So, useful candour requires some thought and planning about what to communicate and how to 

communicate. How you communicate carries more weight than what. 
 

An example of Candour from history 
 

In February of 1942, after the surrender of Singapore to the Japanese, 

Winston Churchill faced the British people candidly “I speak to you all 

under the shadow of a heavy and far-reaching military defeat,” he said in a 

national broadcast. 

“There is no worse mistake in public leadership than to hold out false 

hopes soon to be swept away. The British people can face peril or misfortune with fortitude and 

buoyancy, but they bitterly resent being deceived or finding that those responsible for their affairs 

are themselves dwelling in a fool’s paradise.” 

 

Churchill remained candid, transparent, whether in politics or private.  He wore no mask, he 
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was always himself, for better or worse.  As he said to Lady Astor once “Yes I’m drunk, but in 

the morning I’ll be sober, and you’ll still be ugly!”  On this occasion though, Churchill was least 

respectful! 
 

A process for being Candid 
 

Imagine you have to deal with a team member who is perceived as being uncooperative 

when responding to reasonable requests for his assistance in carrying out team functions. 

 
Thinking 

 

1. What needs to be said?  That the team member is perceived as uncooperative 

and needs to correct that impression and produce evidence that he is in fact 

cooperating. 
 

2. To whom does it need to be said?  To the person concerned. 
 

3. What’s their benefit for them to get it?  To correct the impression currently 

held and improves their standing in the team. 
 

4. What’s the best way to say it so they get it and take it, AND you have been 

absolutely open honest direct and respectful?  By engaging with the person in a 

way that gains their agreement and commitment to change. 
 

5. Will a respectful open–ended question work, or will I need to tell? Remember 

that adults prefer to be asked, rather than be told.  I need to develop a 

‘conversation path’ based around respectful yet candid questions that engages the 

person and gains agreement to change 
 

6. What conditions and attitudes need to be in place whilst delivering or 

asking the candid communication?  It needs to be private neutral ground and 

I need to be helpful and coaching in my attitude. 
 

Rehearsing 
 

1. Say it exactly how you mean it – if you were the recipient how would you feel? 

Perhaps I should even write out the questions I wish to ask to guide the person 

towards where I’m headed.  I need to ask myself these questions and see how I’d 

feel if I were in the person’s shoes. 
 

2. Experiment asking a respectful open-ended question that works.  “John, 

how would you feel if your team members felt you are being uncooperative?” 
 

Delivering 
 

1. Build rapport – let them know you care about them and are interested in 

their well-being and progress – ask questions that lead to truthful positive 

answers about what interests them, such as family, recreation and positive 

work experiences.  “John, can I spend a few moments with you in private? 
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Perhaps we could have coffee together?  “I never heard how you enjoyed your 

recent holiday – how did it go?” 
 

2. Once rapport is established, ask if it’s OK to be candid about the topic. “John, 

I’d like to explore your opinion of how things are going in the team, can you help 

me?” 
 

3. When you have such agreement, ask an open ended question about the topic – 

for example “How do you feel about the project you’ve just completed?”  

Listen to their answer and acknowledge it. Then you could say “I feel X and Y 

about the project, because Z outcome wasn’t achieved. What do you feel we 

could do about that?”  “John, how do you think the team are working together? 

“How are they working with you?”  “Is there anything that could improve in their 

working with you?”  “Do you know how they regard you in the team?” “I’ve got the 

impression they feel you are not being your usual cooperative self, is there any 

reason for that?” 

 

4. Listen carefully to the answer and acknowledge it.  “I hear what you’re 

saying and let’s look closer at it” 
 

5. Using respectful open-ended questions, determine what can be done, who 

could do it, what resources are needed and what we have learned from the 

experience. “What could done to improve their view of you”  “What could you do 

to help that happen?”  “What can I do to support your decision to improve the 

view?” 
 

6. Finally, summarise the agreements made during the conversation and ask 

for a commitment and time-line for further action. “OK John, that’s great. I 

get that you’re going to address the way you respond to requests, so that they 

can see you are actually being cooperative.  I also get that you are going to 

engage them and build better relationships – is that correct?”  “Can you commit 

to a timeline for this?” “Do you agree that we can check in again in a fortnight 

to review how we are going?” 
 

An example I’ve experienced 
 

Gary (not his real name) was one of my covert team members.  Gary was expert in his 

surveillance skills but became reckless in his actual engagement with targets.  This led to an 

unacceptable ‘close shave’ and put Gary and others at risk. As soon as I became aware of this, I 

called Gary to a private meeting and had this conversation with him. 
 

Me:  Gary, how do you reckon you rate in your surveillance skills?  

Gary: Pretty good, why? 

Me: I’m wondering why you show great skill in surveillance but don’t apply it 

when you create target contact.   Can you help me with that? 
 

Gary: You aren’t right about that.  My contact skills are fine. 
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Me:  OK, can you describe what was working well when you worked on 

(target’s name)?  

Gary: That was both different and unusual. The target actually led that 

approach and I just took advantage of it. You know how rare that is. 
 

Me:  Remember Operation (code name) and what happened when you were to 

make contact with (target’s name)?   Isn’t this too similar? Aren’t you much 

better than that? 
 

Gary: OK I get your point, I’ll be more careful next time. 
 

Me:  Listen, I know you are good, but being good doesn’t mean taking risks 

like that.  I won’t accept losing good people for an unnecessary risk.  Next time 

I’ll send you out of the team and I don’t want to do that, but you know I will.  

Do you understand? 
 

Gary: Yes. 
 

Me:  OK, let’s go over what we could have done instead, are you right for that? 

Gary: OK. 

 

By the time I left a few months later to run another team, Gary had engaged targets on a number 

of occasions, all with great expertise without unacceptable risk. 

 

A Summary Process for being Candid 
 

 

Thinking 
 

1. What needs to be said? 
 

2. To whom does it need to be said? 
 

3. What’s their benefit for them to get it? 
 

4. What’s the best way to say it so they get it and take it, AND you have been 

absolutely open honest direct and respectful? 
 

5. Will a respectful open–ended question work, or will I need to tell?  Remember 

that adults prefer to be asked, rather than be told. 
 

6. What conditions and attitudes need to be in place whilst delivering or asking the 

candid communication? 
 

Rehearsing 
 

1. Say it exactly how you mean it – if you were the recipient how would you feel? 
 

2. Experiment asking a respectful open-ended question that works. 
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Delivering 
 

1. Build rapport – let them know you care about them and are interested in their 

well-being and progress – ask questions that lead to truthful positive answers 

about what interests them, such as family, recreation and positive work 

experiences. 
 

2. Once rapport is established, ask if it’s OK to be candid about the topic. 
 

3. When you have such agreement, ask an open ended question about the topic – for 

example “How do you feel about the project you’ve just completed?”  Listen to 

their answer and acknowledge it. Then you could say “I feel X and Y about the 

project, because Z outcome wasn’t achieved. What do you feel we could do about 

that?” 
 

4. Listen carefully to the answer and acknowledge it. 
 

5. Using respectful open-ended questions, determine what can be done, who could do 

it, what resources are needed and what we have learned from the experience. 
 

6. Finally, summarise the agreements made during the conversation and ask for a 

commitment and time-line for further action. 
 

7. Complete by thanking the person/people for the outcome. 
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CARE 
 

 

 
 
 
 

Sometimes I still feel uncomfortable about using the word ‘care’ in the workplace. But that’s just 

a hangover from days gone by and is no longer appropriate.  Just like ‘horse whispering’ is 

superior in obtaining high performance from horses, instead of ‘breaking’ them, so too have we 

learned that treating people with care and respect is a better pathway for gaining their cooperation, 

higher performance and full engagement. 
 

Care in this context also means respect, consideration, recognition, appreciation, positive and 

proactive interest, empathy, compassion, even love. 
 

Care is delivered not only by words but by tone and other behaviours such as listening, 

considering, acknowledging, appreciating, helping, supporting, encouraging, complimenting. 

Above all, care is delivered by your supportive action. 
 

The test is to ask, “Would I feel cared for if this behaviour was applied to me?” 
 

Caring does not mean being weak and accepting of whatever is presented, nor accepting the 

unacceptable, but dealing respectfully and effectively with the unacceptable. 
 

There is no need for a competent leader to be disrespectful whilst dealing with unacceptable 

behaviours or situations, is there?  Wouldn’t that lower the leader to the level of behaviour he or 

she is trying to correct? 
 

The delivery of care is a key component in earning trust and respect. Anger, impatience, 

disregard, blaming and negative criticism are all detractors from trust and respect and give the 

perception of lack of care. 
 

An example of Care from history 
 
Saladin (1238 – 1293), legendary Muslim leader during the Crusades, won 

the respect of both Muslims and Christians because of his regular acts of 

chivalry and care. 
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After capturing Jerusalem in October 1287, Saladin’s spared the lives of 100,000 Christians, 

and also guaranteed their safe departure along with their property and belongings. Whilst Saladin 

could have taken revenge he believed in forgiveness, and acted upon it. 

A condition of the surrender was that each Christian had to pay a ransom.  Many Christians, 

particularly women were unable to pay the ransom. Despite the fact that some wealthy Christians 

were able to depart with all their wealth even after the ransom, Saladin and his brother paid the 

poor Christians ransom themselves. 

Saladin, a feared and accomplished warrior leader, was also a man who cared and was respected 

for both traits. 
 

A process for being Caring 
 

Imagine you are required to remove a person from their current role due to the need for a 

more suitably qualified person to undertake the position. 
 

Thinking 
 

1. In this situation, how will I demonstrate that I care?  I need to show 

evidence that I’ve done all I can to help this person do well with another 

opportunity suited to their competencies. 
 

2. What could I say that is positive, useful, respectful and truthful? “Your skills 

are better suited to this other position, which we need your help in, and we feel that 

there is another person who can do your current role” 
 

3. What could I do to demonstrate my care that is useful to the situation? 

Consult with the person and give truthful supportive evidence for why the change values 

both the person and the role. 
 

4. How do I do what needs to be done AND demonstrate I care about the 

people and the situation?  Deal with the change timely and directly with the 

people directly concerned first, then the interlinking people as soon as possible 

after, always supporting the positive attributes the people bring to their roles. 
 

5. What attitudes do I need to display to demonstrate that I care and am 

dealing as a leader would in this situation?  I need to show that the changes 

have been carefully thought through and considered; that they benefit both the 

people and the organisation and that you remain in support of them. 

 

Rehearsing 
 

1. Express what you intend saying/doing - If that were being said/delivered to 

me, would I feel cared for? “John, I’d like to discuss a role change that will 

better use your competencies and where we really do need them.  It will open up 

other opportunities for you as well.”  I’d then listen to his response and be 

prepared to stay engaged in a positive forward moving discussion. 
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Delivering 
 

1. Sense the mood prevailing in the people you are dealing with. Is John 

apprehensive or receptive? 
 

2. Behave and say that which immediately lets them know you care. “I value your 

work ethics and skills, but feel they could be better used in another role, in a way 

that also benefits you.” 
 

3. Approach the issue with a respectful open-ended question that alerts the 

people to the issue at hand, letting them know you are seeking a positive useful 

resolution. – “OK I know this issue is important to you and I’m looking for a 

positive and useful resolution that works for us all.  What do you think that might 

be?” 
 

4. Listen carefully to the response, acknowledge it and then ask or comment in a 

manner that leads towards a positive and useful resolution. “So what you are 

seeking is...., is that right? OK, let see if we can do that.” 
 

5. Be prepared to persist with respectful open-ended questions that go deeper 

than the initial response. “OK, can you help me with what’s important to you 

about......?” 
 

6. Ensure you keep a positive and attentive manner. 
 

7. Summarise and ask for agreement and conclude by thanking or 

acknowledging/appreciating their input.  “John, I really appreciate your 

openness and help in this situation.  So we agree that you’ll stay put until you 

finish X project then we’ll move across to the new role.  Meantime Alan who’ll 

replace you can start getting used to the role by helping you complete this project.  

Is that right?” 
 

An example I’ve experienced 
 
I’ve experienced a leader’s care in a lesson I’ll never forget. As an officer cadet in the army, just 

19, I often behaved recklessly and would go temporarily AWOL and hitch a ride to visit a 

girlfriend. I’d place a couple of pillows in my bed to make it look like I was there asleep. I’d be 

back before reveille and no one was the wiser – or so I thought. 
 

One morning I returned to find the duty officer sitting on my bed. “About time Cadet Deane- 

Spread” he said. “You’re busted.”  Now I’d been charged a ‘few’ times before for insubordination  

and other disciplinary breaches, and this moment could mean an early end to my military career. I 

stood there speechless. 
 

The duty officer said “I’ll not formally charge you, but you’ll do six weeks confined to 

barracks, you’ll conduct yourself impeccably in all aspects of your work and you’ll not step a foot 

out of line or I’ll see personally that you get kicked out – do you hear me?” “Yes Sir!” I replied. 

Then he said “I have been watching you and despite your behaviour to date, you’ll make a good 
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officer if you bloody-well grow up!”  “Yes Sir!” I replied.  The duty officer left my room and I 

took stock of the situation and realised I’d been given a final chance to buckle down and make a 

go of it, which I did. 

 

A Summary Process for being Caring 
 

Thinking 
 

1. In this situation, how will I demonstrate that I care for the people concerned? 
 

2. What could I say that is positive, useful, respectful and truthful? 
 

3. What could I do to demonstrate my care that is useful to the situation? 
 

4. How do I do what needs to be done AND demonstrate I care about the people 

and the situation? 
 

5. What attitudes do I need to display to demonstrate that I care and am dealing as a 

leader would in this situation? 
 

Rehearsing 
 

1. Express what you intend saying/doing - If that were being said/delivered to me, 

would I feel cared for? 

 

Delivering 
 

1. Sense the mood prevailing in the people you are dealing with. 
 

2. Behave and say that which immediately lets them know you care. 
 

3. Approach the issue with a respectful open-ended question that alerts the people to 

the issue at hand, letting them know you are seeking a positive useful resolution – 

e.g. “OK I know this issue is important to you and I’m looking for a positive and 

useful resolution that works for us all. What do you think that might be?” 

 

4. Listen carefully to the response, acknowledge it and then ask or comment in a manner 

that leads towards a positive and useful resolution. 

 

5. Be prepared to persist with respectful open-ended questions that go deeper than the 

initial response. 

 

6. Ensure you keep a positive and attentive manner. 

 

7. Summarise and ask for agreement and conclude by thanking or acknowledging/ 

appreciating their input.
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CHALLENGE 
 

 

 

 

I intend that the meaning of Challenge in this context is to be mindful about better possibilities, not 

just accepting the norm or the status quo. It means considering improvements to and 

simplifying of processes and systems. It also means seeking higher performance in a positive and 

supportive manner. It also means facing the difficult, even the impossible, and making it possible. 
 

Challenge does not mean resistance, ‘putting down’, telling or arguing. 

 

Instead, if we use respectful open-ended questions, we will automatically cause the people we 

are addressing to think along the path of our question. 
 

In forming our questions, avoid overuse of “Why?” For example instead of asking “Why did you 

do that?” we could ask “I’m interested in your thoughts about that activity.  Is there another way 

we could do it that delivers an even better result? What do you think?” 

 

The leader’s task is always to seek the higher possibilities through challenging what already is. 

Mere change for the sake of change, or ‘your way’ is not sufficient reason, and is not the 

challenge we mean. 

 

Isn’t the leaders’ purpose for challenge to achieve improvement and success? 

 

An example of Challenge from history 
 

Helen Keller (1880 – 1968) was born to overcome an enormous challenge 

– how to communicate and lead if you are both deaf and blind. Losing her 

sight and hearing at 19 months deprived Helen of the ability to speak. When 

Helen was aged 7 and an uncontrollable angry person due to the frustration 

of being unable to communicate, Anne Sullivan entered her life as a teacher. 

 

Together they performed a miraculous transformation of Helen’s ability to 

communicate, a story that is legendary and inspirational. 
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Imagine going from that angry 7 year old deaf, blind and unable to speak, to a mature leader who 

travelled the world speaking for those who could not hear nor see, inspiring the disabled to 

become able and inspiring communities to help them. 

Imagine facing that challenge and overcoming it. 

 

A process for Challenging 
 

You’ve discovered that the usual way people report monthly revenue is wasting time, 

triple reporting and that the latter two reports aren’t really used effectively. You are 

going to challenge the ‘owners’ of the reporting requirements and see if you can simplify 

them. 
 

Thinking 
 

1. Observe what’s happening and ask yourself “Is there a better way that works 

for all?” I’ve looked at the reports and can’t see that the latter two are used 

effectively or needed at all.  I’m going to examine whether this can be done and 

what will be the consequences of removing the latter two. 
 

2. Ask “Is it necessary to do this?”  I’m going to ask the owners of the latter two 

reports whether they would appreciate not having to deal with them, and if there is 

any use that they have, that I’m not aware of. 
 

3. Ask “What can be done differently that might deliver a better result?” 

“Guys, would it help if the one report were done and made available to you as 

well, instead of reworking the same information in two different formats?” 
 

Rehearsing 
 

1. Imagine the change and consider the consequences at all levels.  I can see that 

all parties may welcome this change.  I cannot see any negative impact for the 

whole business or any part of it. 
 

2. Ask “How will this change impact on others and the system/organisation?” 

As above – I see no down side. 
 

3. Imagine how people will respond.  Provided I’m respectful and ask the right 

open –ended questions, I’m feeling all parties will agree, or at least not be able to 

raise sufficient reason to maintain the status quo. 

 

Delivering 
 

1. Engage with the people directly affected and ask them a respectful open- 

ended question. “We’ve always followed reporting revenue in three different 

ways. Can you think of a better way of doing it?” 
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2. Listen carefully to the response and acknowledge what they say.  “OK, 

you’re saying that’s what the former CFO insisted upon?” 
 

3. Continue to ask the questions to gauge whether they can conceive the 

possibilities and how prepared they may be, or not. “Do you think that this could 

be stream-lined in any way?”  “Do you find the reports could be useful if they were 

copies of the primary format?”  “Would you be happy not to deal with these reports 

but let the person who prepared the primary report follow through, would that help 

your workload?” 
 

4. Consider the timing of any changes and the best way to ensure all parties 

become willing ‘to give it a go’.  “After the next report due very shortly, shall we 

inform the business that an agreement has been reached that the primary report 

will be circulated to parties requiring the information, rather than two additional 

formats?” 
 

5. Always acknowledge any forward movement and respect any decision to 

remain with the status quo – until you find a better more congruent way to 

move ahead.  “Even though you’ve found you can’t make these changes right now, 

I thank you for allowing us to revisit it next quarter.” 
 

6. If the challenge is a commitment or a definite requirement to change, be 

sure you prepare the way carefully, keeping people informed and 

supported.  “We have no choice but to accept these changes as they will make 

all of our workload more reasonable without denying us access to the 

information we need.  I’m going to help you all adjust easily and naturally to 

these improvements and will be there to help you.” 
 

7. Recognise that anything new is uncomfortable and people will prefer doing 

what they already know. Take a coaching attitude, not an enforcement 

attitude.  “OK. Let’s grab a coffee together for 15 minutes and practice doing this 

new process.  It doesn’t matter if we stuff it up, it’s just practice.” 
 

An example I’ve experienced 
 
During the late 1980’s, I had the opportunity to lead investment in a university based research 

project concerned with encapsulating useful fungi in gelatinous beads, so that they could be 

stored and later introduced into forestry seedlings to speed the growth of the timber.  It meant a 

30% reduction in time before harvesting the forest – a significant advantage. 
 

I had no expertise in the research, but I was filled with a passion for the benefits, and could 

provide some funds to kick off the project. 
 

There were two challenges that I had to be overcome.  The first was the key scientist was a 

Ph.D. graduate from Malaysia who had completed his studies at the university and the Australian 

authorities now required him to return to Malaysia.  A deputy premier of an Australian state 

had attempted to overcome this hurdle without success, and even the university felt helpless at 

retaining the scientist, who did wish to stay. 
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The second challenge was to achieve a sufficient result in a timely manner with limited 

funding, in order to capture further funding, amidst the fact that at that date only one other 

externally funded research project at that university had succeeded to commercial level. 
 

Instead of following the pattern of previous attempts, I visited the authority (Immigration) and 

asked them what were all the requirements needed to secure the scientist’s permanent residency 

in Australia, and how long it would take.  They responded fully and I was clear about both the 

pathway and the time frame.  I saw that provided I could have the scientist working usefully 

from Malaysia and Singapore whilst completing Immigration’s requirements, I could have him 

in Australia in about six months.  We went ahead with this plan and it worked. 
 

The second challenge was harder. We had to get a positive pilot plant result within 3 years and for a 

maximum investment of $1.1million dollars – a very tough call requiring my full support of and 

from the research team and focussed activity, both from a research management element and 

market preparation. 
 

We successfully completed that phase on time and on budget and sold the project for four times 

the investment to a party that had the means to continue the work to the next stage. 

 

A Summary Process for Challenging 
 

Thinking 
 

1. Observe what’s happening and ask yourself “Is there a better way that works for 

all?” 
 

2. Ask “Is it necessary to do this?” 

 

3. Ask “What can be done differently that might deliver a better result?” 
 

Rehearsing 
 

1. Imagine the change and consider the consequences at all levels. 
 

2. Ask “How will this change impact on others and the system/organisation?” 
 

3. Imagine how people will respond. 
 

Delivering 
 

1. Engage with the people directly affected and ask them a respectful open-ended 

question such as “With this process that we’ve always followed, can you think of 

a better way of doing it?” 
 

2. Listen carefully to the response and acknowledge what they say. 
 

3. Continue to ask the questions to gauge whether they can conceive the 

possibilities and how prepared they may be, or not. 
 

4. Consider the timing of any changes and the best way to ensure all parties 

become willing ‘to give it a go’. 
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5. Always acknowledge any forward movement and respect any decision to remain 

with the status quo – until you find a better more congruent way to move ahead. 
 

6. If the challenge is a commitment or a definite requirement to change, be sure 

you prepare the way carefully, keeping people informed and supported. 

 

7. Recognise that anything new is uncomfortable and people will prefer doing 

what they already know. Take a coaching attitude, not an enforcement attitude 
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CLARITY 
 

 
 
 
 
 
 

 

Clarity is being absolutely clearly understood by others, with no room for their doubting what you 

mean. 
 

Saying something once, or repeatedly, does not guarantee clarity. We must first be clear in our  

own mind about the meaning. 

 

The leader’s clarity is about the shared values they all operate from; their vision; their goals and 

objectives; their resources, lines of communication; systems and processes and standards of 

performance and behaviour.  Without clarity in those areas, chaos is possible, mediocrity is 

assured. 
 

Imagine the situation if a leader says, “Why did you do that?  That’s not what I meant!” Who 

will take responsibility? I say the leader must question the clarity of communication in that 

case, because reasonable adults will not deliberately do something that will have to be reworked.  

Somewhere the wires got crossed and the buck stops with the person responsible for the 

communication – always a leader. 
 

Clarity cannot be taken for granted or assumed.  It can be tested by asking respectful open- 

ended questions! 
 

Clarity with economic, effective and emotive use of words is a skill all great leaders possess, and 

comes mainly through consistent correct practice. 
 

An example of Clarity from history 
 
Mohandas Karamchand Gandhi (1869 – 1948) is renowned for his stand for 

an independent and classless India.  He is equally known for his innovative 

approach to political activism, passive resistance, and belief in non-violence. 

His ability to model and speak his beliefs with such utter clarity captured the 

attention of the world and today cements Gandhi into history.  What better 

way to display his clarity than to share some of his quotes: 
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 “We must be the change we wish to see.” 
 

 

 “The weak can never forgive. Forgiveness is the attribute of the strong.” 
 

 

 “What difference does it make to the dead, the orphans, and the homeless, whether the 

mad destruction is wrought under the name of totalitarianism or the holy name of liberty 

and democracy?” 

 
 “As soon as we lose the moral basis, we cease to be religious. There is no such thing as 

religion over-riding morality. Man, for instance, cannot be untruthful, cruel or 

incontinent and claim to have God on his side.” 

 
 “The only tyrant I accept in this world is the still voice within.” 
 

 

 “There is more to life than simply increasing its speed.” 
 

 

 “The best way to find yourself is to lose yourself in the service of others.” 
 

A process for Clarity 
 
You have to deliver the complex information about the new way your people have to 

process and document sales orders and their delivery. 
 

Thinking 
 

1. What do I mean to say?  “There are major changes to the process and they are these” 

– show forms and process charts 
 

2. Assuming I’m the listener, and don’t know what I know, would I completely 

understand what I mean, or is some confusion possible? Examine the written 

information for ambiguities and see whether the visual information ties in and 

reinforces the new way. 
 

3. Is there a more economic, effective and emotive way of communicating my 

meaning? “I’ll develop a simple step by step process visual that they can hang on to.” 
 

4. How will I test that they’ve got it fully?  “I’ll test this with a group who know nothing 

about the process” 
 

Rehearsing 
 

1. Read or practice saying the communication – from the perspective that if you’ve 

never seen this before, would you get it? “I’ll use a raw practice group and run 

through it a few times to iron out any ambiguities.” 
 

2. Give the communication to someone you trust for their feedback as to clarity.  “I’ll 

get my direct report to review it as well.” 
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3. If possible ‘sleep on it’ before you review it prior to delivery. “I’ll review the 

improvements tomorrow with fresh eyes.” 
 

Delivering 
 

1. If delivering the message in written form, make sure the reader has the time and 

opportunity to ask clarifying questions.  “Here’s the suggested new process in full, 

which I’d like you to read now for the next fifteen minutes. Then we’ll have a half-hour 

workshop on it to see if there are any issues.” 
 

2. If delivering orally, ensure the people ask clarifying questions. “What are you 

uncertain about?”  “What does this feel like for you?” “What do I need to do to help 

you with this?” 
 

3. Test for clarity of meaning by asking people to clarify that they’ve ‘got it’ by being 

able to tell you the meaning of the communication such as purpose, objectives, 

deadlines, authorities, use of resources, what to do in case of problems. “OK, can 

you please tell me what this means to you?”  “What’s our main purpose in doing this?”  

‘What resources do you have available to complete the task?”  “Describe how you will 

process this information next time you do it.”  “If .... should happen, what will you do?” 

 

4. Without micro-managing ensure that clarity remains during the activity, as there 

are times when people can lose clarity unintentionally through stress, new 

experiences and unintended miscommunication. “OK, it’s been a week since we 

commenced the new process, how’s it going?”  “What is the main reason we’re doing it 

this way?” “What are the benefits for doing it this way?” 
 

An example I’ve experienced 
 
As a young officer in the Military Police I was fortunate to win a place at the Victorian Police 

Detective Training School.  I was determined to prove myself and “do well”.  Three quarters 

through the course, we did an exam and I did well enough but I realised I hadn’t been clear 

enough in stating my clarity about how well I’d do. I realised when I got my results that I actually 

wanted to dux the course. With this new found clarity, I was able to reassess the work I needed to 

do to ensure I achieved my purpose. I did the work and the topped the course. Had I not clarified 

my purpose and left it vaguely as “to do well”, no doubt I would have done well - and most likely I 

would not have topped the course! 

 

A Summary Process for Clarity 
 

 

Thinking 
 

1. What do I mean to say? 
 

2. Assuming I’m the listener, and don’t know what I know, would I completely understand 

what I mean, or is some confusion possible? 
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3. Is there a more economic, effective and emotive way of communicating my meaning? 
 

4. How will I test that they’ve got it fully? 
 

Rehearsing 
 

1. Read or practice saying the communication – from the perspective that if you’ve never 

seen this before, would you get it? 
 

2. Give the communication to someone you trust for their feedback as to clarity. 
 

3. If possible ‘sleep on it’ before you review it prior to delivery. 
 

Delivering 
 

1. If delivering the message in written form, make sure the reader has the time and 

opportunity to ask clarifying questions. 
 

2. If delivering orally, ensure the people ask clarifying questions. 
 

3. Test for clarity of meaning by asking people to clarify that they’ve ‘got it’ by being able 

to tell you the meaning of the communication such as purpose, objectives, deadlines, 

authorities, use of resources, what to do in case of problems. 
 

4. Without micro-managing ensure that clarity remains during the activity, as there are 

times when people can lose clarity unintentionally through stress, new experiences and 

unintended miscommunication. 
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COLLABORATION 
 
 
 
 

 

 

Being competitive used to be a hallmark of success. But that’s changed dramatically.  Now 

though, we must remain competitive only with our immediately former selves – striving for the 

newer ‘personal and organisational best’. 
 

The willingness and ability to collaborate, particularly in our now intricately connected world, has 

become one of the ‘Cs’ that is a necessity for any effective leader. 
 

I assert that never before have we needed to collaborate more. 

 

Without that collaboration, not only are our organisations and enterprises threatened, but also, on a 

macro scale, the very survival of our species. 
 

We must collaborate with those who have complimentary, compensatory skills and resources, not 

just those who are ‘like’ us.  We must collaborate with those who understand aspects that we 

don’t (and vice versa). We must be prepared to collaborate with those who are very different to 

us. 
 

We may be delighted to discover we can collaborate effectively with former competitors to offer 

greater service to our joint customers. 

 

The core of collaboration is a common purpose, aided by shared or sufficiently similar values. 

 

The collaborators must earn trust from each other equally, and no-one is immune from that 

obligation. 
 

The great future leaders will be those who can effectively collaborate to achieve a grander 

vision for all participants of the collaboration. 
 

It is also possible that ‘collaboration’ will be the toughest ‘C’ for leaders to master, but that is no 

excuse for not practicing it. It will require the application of all the other ‘Cs’. 



_________________________THE WHEEL OF EFFECTIVE LEADERSHIP BEHAVIOUR_________________________ 

20 

 

An example of Collaboration from history 

 

John Curtin (1885 – 1945) is regarded as one of Australia’s foremost prime 

ministers, largely due to his performance as prime minister during World War 2. 

Though he was an introvert, his passion for the underprivileged and his 

communication skills made him a powerful influencer. Even though he was 

dedicated to peace, his service as Australia’s wartime prime minister earned the 

admiration of Winston Churchill, who described his leadership as “commanding 

and successful” despite their frequent disagreements. 

Perhaps insufficient focus has been given to this straightforward leader’s ability to collaborate. 
 

He was a paradox, being agnostic whilst a member of a Catholic party, he was almost Marxist in 

his earlier beliefs, he was a union organiser, a conscientious objector and a formidable journalist. 

He inherited leadership of a party so split and dysfunctional, his ability to collaborate despite all 

these differences, and unify his party into successful government is perhaps underrated due to his 

other accomplishments. 
 

A process for Collaboration 
 

Consider that economic conditions make it sensible for your business to form a strategic 

alliance with an organisation you’ve never dealt with before.  How will you approach this 

in order to gain cooperation from your own people and the other organisation? 
 

Thinking 
 

1. With whom does it make commercial sense to collaborate? Organisation X has 

complimentary product but different clients, if we shared clients, we’d not impinge on 

each other’s sales, and benefit both the clients and the businesses. 
 

2. Why does that make sense?  “By sharing our marketing efforts we’d  increase sales, 

lower costs and could offer clients a price and service advantage, whilst improving our 

bottom-lines.” 
 

3. What can we offer as a collaborator?  Our values, client data-base, our 

complimentary products, our service and delivery methodology. 
 

4. What do we seek in a collaborator? Shared values, high quality service and 

relationships that enhance us with our customers.  We want to be proud to be working 

with them. 
 

5. How do we best open the discussion? Informal talks over a coffee 
 

6. What must we watch for in our own behaviour if we were to collaborate? That we 

keep them fully informed of our activities and communications with their clients 
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Rehearsing 
 

1. Have your people workshop the positive process of discussing the intended 

collaboration. Ensure a full list of possible issues is created and positive solutions 

result from the workshop – get external expert facilitation. 
 

2. Bring the potential collaborators together for a further workshop.  Similar to the 

above. 
 

3. Stage possible roadblocks and practice their resolution.  This can occur as a second 

stage of the point above – again ensure expert facilitation is used. 
 

Delivering 
 

1. Ensure planning is well coordinated with full and frequent communication. 

Appoint a person/team focussed on coordination and communication. 
 

2. Treat your collaborators as your own.  Work at building the relationships, through 

workplace and social meetings 
 

3. Be patient, as new learning is in progress.  Hold regular feedback sessions 
 

An example I’ve experienced 
 

After developing a method for training people to improve their Attitudinal Competence, and 

authoring the training manual entitled “Master the Power of Your Attitudes”, I wanted to create 

the process for measuring people’s level of competency, both before the training and after the 

training. 
 

Whilst I had established a reputation as a leader in the field of Attitudinal Competence, I did not 

feel that I had the skills or knowledge to create the measuring tool. 
 

I discovered a professional who had successfully created a very useful measuring tool for 

leadership competencies. In discussion we both realised the value in creating the measuring tool 

for Attitudinal Competency, and after he had reviewed my manual, he felt he could develop the 

tool from the manual. 
 

This professional runs his own leadership development programs and it would be very natural for 

us both to feel we were competitors.  If we held on to that view it would have been difficult for 

us to see a way forward.  However we both elected to collaborate and we quickly and easily 

struck an arrangement that suited us both very well. 
 

We are now in the process of creating the tool and we will benefit our clients and other 

colleagues’ clients as well. Our progress will be faster and more economical due to our 

collaboration. 
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A Summary Process for Collaboration 
 

 

Thinking 
 

1. With whom does it make commercial and other sense to collaborate? 
 

2. Why does that make sense? 
 

3. What can we offer as a collaborator? 
 

4. What do we seek in a collaborator? 
 

5. How do we best open the discussion? 
 

6. What must we watch for in our own behaviour if we were to collaborate? 
 

Rehearsing 
 

1. Have your people workshop the positive process of discussing the intended 

collaboration. 
 

2. Bring the potential collaborators together for a further workshop. 
 

3. Stage possible roadblocks and practice their resolution. 
 

Delivering 
 

1. Ensure planning is well coordinated with full and frequent communication. 
 

2. Treat your collaborators as your own. 
 

3. Be patient, as new learning is in progress. 
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COMMITMENT 
 

 

 

I think that ‘Commitment’ is the universal secret weapon for success in any endeavour.  If you 

have commitment, you have stamina for perseverance.  Perseverance is the main cause for 

achievement, winning, high performance and success.  With perseverance we get consistent 

correct practice, the only path to mastery. No commitment leads to no perseverance. 

Your commitment comes from your belief in the importance to you or others about that which you 

are committed to.   For example, if you believe that being fit is essential for your ability to play 

the sport that you love so much, then it’s easy for you to be committed to staying fit. That 

commitment gives you the power to persevere in the routine training that keeps you fit. 
 

Commitment, in the context of leadership, means being committed to achieving the vision, the 

purpose, the goals and objective; committed to applying always the shared values; committed to 

supporting and helping the people be great in their progress to the objectives; committed to at all 

times being the example of how you wish the people to behave; committed to being their 

supportive leader; committed to excellence. 
 

Loss of commitment by a leader will have two reactions – loss of overall performance, and a 

challenge for new leadership. Trust and respect will diminish rapidly. 
 

Leadership commitment requires endurance, thus leadership can be tiring and this provides a 

primary reason for effective succession planning and preparation of future leaders. 

 
A leader demonstrates commitment by the following personal actions: 
 

 Remaining clear and passionate about the values, the vision, the purpose and objectives. 

 

 Believing deeply that the people involved are more than capable of achieving the goals. 

 

 Remaining confident and passionate about his/her own performance and capabilities, 

whilst pursuing continuous personal development. 
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 Making sure she/he does remain fresh and in touch with all the people and their 

activities. 

 

An example of Commitment from history 
 
Mother Teresa, whose original name was Agnes Gonxha Bojaxhiu, was born 

on August 26, 1910 in what is now Skopje, Macedonia. She always wrote her  

 

birthday as the 27th of August because that was the day of her baptism, which 

was always more important to her than her birth. For her work with the poor around 

the world she received the 1979 Nobel Peace Prize. In  1928  she  joined  a  

religious  order  and  took  the  name Teresa. The order immediately sent her to India. A few 

years later, she began teaching in Calcutta, and in 1948 the Catholic Church granted her 

permission to leave her convent and work among the city’s poor people. She became an Indian 

citizen that same year. In 1950, she founded a religious  order  in  Calcutta  called  the  

Missionaries  of  Charity.  The  order  provides  food for the needy and operates hospitals, 

schools, orphanages, youth centres, and shelters for lepers and the dying poor. It now has 

branches in 50 Indian cities and 30 other countries. 
 

In addition to the 1979 Nobel Peace Prize, Mother Teresa has received other awards for her work 

with the needy. These awards include the 1971 Pope John XXIII Peace Prize and India’s Jawaharlal 

Nehru Award for International Understanding in 1972. Mother Teresa died on September 5, 1997. 

She is sorely missed. 

Excerpted from http://www.lucidcafe.com/library/95aug/motherteresa.html 
 

A process for Commitment 
 

You are leader of a team whose task is to revamp the production process in your 

company’s manufacturing operations. The task requires attention to detail, systems 

thinking and above all sustained effort to ensure timely completion with minimum 

disruption to the business. 
 

Thinking 
 

1. Consider “Why is all this so important to me and the business?”  “It underpins the 

sustainability of the business and therefore my future.” 
 

2. Consider “Am I showing commitment in all the areas I need to?” “I have planned 

and diarised the tasks I must do to show commitment and I take the appropriate action.” 
 

3. Consider “In what ways could I demonstrate my commitment, beyond just being 

there first and last?” “I take a coaching approach with the team and make sure I’m in 

full understanding of where they are at with the project and always available to help” 
 

http://www.lucidcafe.com/library/95aug/motherteresa.html
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Rehearsing 
 

1. List the ways you will show commitment to all the areas that are required. 
 

a. Keep up to date with progress 

 

b. Be fully aware of problem areas and their solutions  

c. Conduct regular site visits 

d. Ensure allotted resources are kept fully available  

e. Stay in touch with individual progress 

f. Ensure the team and other stakeholders are fully up to date with progress and 

challenges 

2. Practice saying and doing what you want others to notice. Mentally rehearse the 

words I’ll use and the actions I’ll take 

 

3. Ask for feedback from all around you as to their perceptions of your commitment.  

“John, please give me a frank view of whether you feel properly supported in this task.  

What do you think?”  “What could I improve to support you better?” 

 

Delivering 
 

1. Show authentic interest and ask useful supportive questions about all the areas at 

appropriate times.  “John, let’s have a coffee together and talk over how the projects 

going.”  “What three things could I do more of to better help you?” “What one thing 

could I do that would make the biggest difference?” 
 

2. Continue to obtain feedback about perceptions. Plan and diarise regular updates and 

site inspections. 
 

3. Be present at times that are important to the people. Being present in this context 

means to be not only be there physically but be there and paying attention to them and 

listening carefully and asking questions about aspects that are important to them. 
 

4. Set the example of how you expect the people to behave.  Be clear about the core 

values that you must physically and mentally demonstrate as being in practice, and 

deliver that behaviour.  This requires careful consideration and you need to allot 

sufficient time to think it through.  It’s worth a session with your leadership coach. 
 

An example I’ve experienced 
 

In 1990 I experienced a six million dollar bankruptcy, due to my entering into contracts to 

purchase a number of businesses that I believed I could develop into higher performing entities. I 

did this just prior to a credit squeeze occurring and I was unable to complete the funding of the 

contracted purchases.  This left me completely exposed and revealed a fatal flaw in my process 
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– that of contracting to purchase, instead of taking an option to purchase but subject to securing 

finance. I was entirely responsible for the bankruptcy and no one else can be held responsible for 

this occurrence. 
 

I was left with no assets or income and had to rent a small apartment.  I negotiated with the 

landlord to paint the apartment and his house in lieu of one year’s rent. 
 

I was also left with considerable time on my hands and I decided to pursue something I’d always 

wanted to do but had never done – to master both making and playing the didgeridoo! I met 

Mort Hansen, a wonderful Aboriginal who was an accomplished dancer, story-teller and 

didgeridoo player and asked him if he’d help me. He did and I learnt how to make the didgeridoo 

the aboriginal way.  The hardest part was to learn to play, to master the weird skill of circular 

breathing.  One can only learn this method by personal practice. I did this by a commitment to 

constant practice and it took me six months of playing for about two to three hours every day 

before I accomplished my first circular breath.  There were many times that I felt I’d never get 

there.  But I remained committed to achieving the skill. The day I knew I’d achieved it was one of 

the most glorious days I’ve ever had! 
 

A side benefit was that my asthma disappeared! Throughout my military and law-enforcement 

career I had hidden the fact that I’d suffered from asthma, otherwise I’d never have been allowed 

the opportunity to serve in those areas. 
 

Commitment comes through in many ways, but essentially it is about choosing your direction, 

taking action and never giving up. 
 

A Summary Process for Commitment 
 

Thinking 
 

1. Consider “Why is all this so important to me?” 
 

2. Consider “Am I showing commitment in all the areas I need to?” 
 

3. Consider “In what ways could I demonstrate my commitment, beyond just being there 

first and last?” 
 

Rehearsing 
 

1. List the ways you will show commitment to all the areas that are required. 
 

2. Practice saying and doing what you want others to notice. 
 

3. Ask for feedback from all around you as to their perceptions of your commitment. 
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Delivering 
 

1. Show authentic interest and ask useful supportive questions about all the areas at 

appropriate times. 
 

2. Continue to obtain feedback about perceptions. 
 

3. Be present at times that are important to the people. 
 

4. Set the example of how you expect the people to behave. 
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COMPETENCE 
 
 
 

 

 

 

To be competent simply means to be able to carry out the function effectively with confidence and 

skill.  It doesn’t mean to ‘be the best’ or the ‘champion’.  It doesn’t mean being competitive 

about the task. 
 

I think many of us get confused about this term ‘competence’. 
 

I’m also clear that there is confusion about what one must be competent in. 
 

Leaders must be competent firstly in the ability to influence, persuade, motivate and inspire 

people, and develop effective working relationships. 
 

Unfortunately many leaders are appointed due to their technical or operational competence, not 

their people skills. This is a serious mistake. 
 

Whilst it is necessary that leaders have a sound working knowledge of the technical and 

operational requirements of their organisation, they do not need to be the experts in those areas. 

They do need to ensure the expertise is present amongst the people, and that the leader will 

access it. 
 

Competence, together with care, is the primary factor that enables trust and respect to develop. 
 

Additionally the leader must be a competent thinker. One of the main areas of thinking skill is the 

ability to strategically conceptualise that which is intangible, in order to make it tangible for others. 

 

An example of Competence from history 
 
The Reverend Martin Luther King Jnr, hailed as a champion of equality and 

social justice, still makes a potent impact more than 40 years after his death. Why 

is this so? He was not the only champion of social justice and equality. He was 

not the only religious leader to champion such causes. 

Close examination of his acts and speeches reveals a unique competency in 

modelling and communicating.  His stature, his voice and the words he choose 
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to deliver, together with his passionate yet peaceful presence were his tools of influence. As a 

religious preacher he honed his modelling and speech making skills, becoming adept at creating 

powerful metaphors inspiring people of all persuasions to support his dreams. 

His competency in influencing and inspiring others was fuelled by his passion and his practice. 

His competency made a permanent difference for the better. 
 

A process for Competence 
 

You have just been appointed as the new leader of a team that you were once a member of. 

What will you do to prove your competence? 

 

Thinking 
 

1. Am I competent in my leadership functions?  “I’m going to appoint a leadership 

coach and review my leadership skills” 
 

2. What do the people consider are my strengths and weaknesses regarding my 

leadership? “I’m going to do a 360 degree feedback session with my team to get a 

starting point.” 
 

3. What priority improvements could I make in my leadership? “I need to master my 

ability to ask open ended respectful questions; I need to have a process for dealing with 

unacceptable behaviour, which enhances trust and respect.” 
 

4. How would I demonstrate that I am competent? “I’ll keep a watchful eye on team 

morale, my relationships with each team member, my awareness of where we are at in 

our work, ensure we deliver the results with maximum harmony in the team.” 
 

Rehearsing 
 

1. Practice, mentally and physically, saying and doing what you intend delivering to 

others. “I’ll work with my coach and create a process for regular preparation”. 
 

2. Write out what you intend to deliver.  “I’ll commence a leadership journal where I’ll 

record my regular reflection and preparation sessions.” 
 

Delivering 
 

1. Even though you may be very competent and can say and do ‘automatically’, 

choose to deliver whilst being very present, or on ‘manual’. “And I’ll have my coach 

be present to feedback how I went!”  “If I can I’ll even record (audio and/or visual) my 

delivery so I can see for myself how I performed and where to improve.” 
 

2. Without causing delay, deliberately slow down your verbal activity, so that you are 

more measured in your communications.  “I’ll practice this before hand, to get it 

right, then watch it in playback mode.” 
 

3. Competency in any arena is achieved through consistent correct practice. “My 

commitment will ensure I practice routinely.” 
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An example I’ve experienced 
 

I’ll never forget my first formal interview of an offender I’d arrested. The process of 

interviewing an offender in order to gather sufficient evidence to warrant further action or inaction 

is complex. It requires the application of legal process and skilful questioning, as well as listening 

remembering and interpreting! 
 

On this first occasion I was nervous and stumbled frequently.  The interview took several hours 

longer than usual and I’d never have been able to conclude it effectively had I not been assisted 

by a very experienced senior officer, whose skill and humanity he showed the offender (and me) 

resulted in a successful and very professional result, and with the offender’s grudging 

cooperation. 
 

That experience set me a benchmark, and the determination to become a very professional, 

ethical and competent interviewer.  Over the following years I developed my competency to 

the point where I was able, by a combination of effective investigation and interviewing, before 

during and after the initial arrest of an offender, to deliver a 100% success rate in prosecution 

briefs.  If the evidence wasn’t sufficiently available, I’d not proceed until it was, or alternatively 

I’d not proceed in that direction. 
 

There is no doubt that my competency in this arena came from the fantastic model of my 

senior officer and my willingness to engage in consistent correct practice. 
 

A Summary Process for Competence 
 

Thinking 
 

1. Am I competent in my leadership functions? 
 

2. What do the people consider are my strengths and weaknesses regarding my leadership? 
 

3. What priority improvements could I make in my leadership? 
 

4. How would I demonstrate that I am competent? 
 

Rehearsing 
 

1. Practice, mentally and physically, saying and doing what you intend delivering to 

others. 
 

2. Write out what you intend to deliver. 
 

 

Delivering 
 

1. Even though you may be very competent and can say and do ‘automatically’, choose to 

deliver whilst being very present, or on ‘manual’. 
 

2. Without causing delay, deliberately slow down your verbal activity, so that you are more 

measured in your communications. 
 

3. Competency in any arena is achieved through consistent correct practice.
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CONFIDENCE 
 
 
 
 

 

 

Ah! Confidence...there’s a challenge for us, particularly if we are doing something new or 

something that we’ve already been tested by and not yet overcome. 
 

Over the years I’ve discovered that all of us feel less confident in some areas than others, and also 

more confident in other areas. It’s all about how comfortable we are with the issue, isn’t it? 
 

Behind any lack of confidence is a doubt about whether we can do whatever lies ahead. 
 

Consider also this - we are all still here. Therefore we’ve already overcome whatever 

challenges we’ve met so far – at least anything life threatening! 
 

As the leader, if we held the belief that, with the resources of the full team, we can eventually 

overcome all that lies ahead in our task or vision, and then doubt becomes unnecessary. 
 

All we need to feel confident is A ROCK SOLID belief in this –“No matter what we face, we’ll 

be able to work out a solution, or a different path that we can accept”. 
 

People expect their leaders to be confident in their leadership, confident in their people and 

confident about the values, vision, purpose and goals. 
 

Whilst the leader may not always know how, or what’s next; the leader requires being confident that 

there are methods and expertise available to discover the best way forward. 
 

Confidence is most often a result of consistent correct practice, and a willingness to experiment for 

better ways to proceed. 
 

The application of the power of positive logic – following a “can do” path of thinking through the 

issue, is another useful tactic for leaders when introducing challenging issues. 
 

An example of Confidence from history 
 

John Fitzgerald Kennedy (1917 – 1963) was the 35th President of the United 

States of America from 1961 to 1963 before he was assassinated. 
 

He inspired confidence with his intellectual confidence and oratory skill, 

bolstered by his success as a Naval torpedo boat commander during the 

previous war, and his handling of significant events such as the Bay of Pigs invasion, the Cuban 
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Missile crisis, the space race, and the African American Civil Rights Movement. 
 

Here are some memorable quotes that reveal his intellectual confidence: 
 

“And so, my fellow Americans, ask not what your country can do for you; ask what you can do for 

your country.” 
 

“As we express our gratitude, we must never forget that the highest appreciation is not to utter 

words, but to live by them.” 
 

“Do not pray for easy lives. Pray to be stronger men.” 
 

“For time and the world do not stand still. Change is the law of life. And those who look only to 

the past or the present are certain to miss the future.” 
 

“If a free society cannot help the many who are poor, it cannot save the few who are rich.” 
 

“Let us never negotiate out of fear. But let us never fear to negotiate.” “Let us not seek the 

Republican answer or the Democratic answer, but the right answer. Let us not seek to fix the 

blame for the past. Let us accept our own responsibility for the future.” 

 

“Conformity is the jailer of freedom and the enemy of growth.” 
 

 

A process for being Confident 
 

You’ve been asked to deliver the newly created strategic plan to your team. There are a 

number of new tasks and goals included that you know will test the skills of the entire team 

– even yours. 
 

How will you be confident so that they can be confident – that you all can do this? 

 

Thinking 
 

1. Even though this might be new, we are able to work our way through it. Identify the 

positive logic pathway by thinking of all the “can do’s” already available. 
 

2. We can access the right resources and expertise to make this happen. Identify 

resources and assistance we can bring to the issue. 
 

3. We are capable of correcting our path and making improvements, as we go. Get 

your own clarity about the opportunity to use a cycle of plan, test, proceed and then 

correct. 
 

4. We are aware of our margin and allowances for error and have them covered.  

Identify beforehand the areas of risk and vulnerability and get prepared for them. 
 

Rehearsing 
 

1. Mentally and physically practice or ‘run through’ the intended actions. Rehearse 

what and how you will talk about the topic – your team’s “fear- detectors” can pick up 

lack of confidence easily. 
 

2. Obtain feedback about the planned activity.  Do a “dress rehearsal” with someone 
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you trust and get their feedback 
 

Delivering 
 

1. Adopt a ‘we can do’ attitude.  Create that attitude by being as you’d be doing 

something you already do well. 
 

2. Commence the activity as planned, remaining very present to how it proceeds.  Stick 

to your cycle of plan test proceed and correct. 
 

3. Make adjustments in a timely manner. Delayed decisions are a symptom of diminished 

confidence – act sooner! 
 

4. Review at appropriate stages and continue to seek improvements.  Once confidence 

has been attained there is a tendency to become “take the foot off the pedal” – stay on 

course. 
 

5. Celebrate and acknowledge progress.  Embed the acquired confidence with personal 

and group acknowledgement and appropriate celebration and recognition. 
 

An example I’ve experienced 
 
I was engaged to intervene in the leadership team of a large organisation. Essentially the team was 

dysfunctional, demoralised and mistrustful of one another; however they were knowledgeable and 

experienced, and had at one time been an effective team.  A previous intervener had been 

engaged to work with this team and the result was not satisfactory, and some team members had 

become more resolute in staying as they were. 
 

The CEO, when engaging me, warned me of the challenges I’d face and then said “I won’t be 

surprised if this doesn’t work, but let’s give it a go anyway”. 
 

I was determined to make it work. Prior to commencing the intervention proper, I spent time with 

each member, getting a solid understanding of where they stood and what they’d like to see 

improve. I then designed the intervention and delivered a three day intense program with regular 

follow up one-on-one coaching. Over the next few months they transformed into a very effective 

team of leaders, who remain intact and performing highly. 
 

Whilst I give full credit to the members themselves, the feedback from the CEO and the team 

revealed they responded mainly to the confidence I showed during the process, not only in my 

own capability, but also my confidence in their capability. 

 

A Summary Process for being Confident 
 

Thinking 
 

1. Even though this might be new, we are able to work our way through it. 
 

2. We can access the right resources and expertise to make this happen. 
 

3. We are capable of correcting our path and making improvements, as we go. 
 

4. We are aware of our margin and allowances for error and have them covered. 
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Rehearsing 
 

1. Mentally and physically practice or ‘run through’ the intended actions. 
 

2. Obtain feedback about the planned activity. 

 

Delivering 
 

1. Adopt a ‘we can do’ attitude. 
 

2. Commence the activity as planned, remaining very present to how it proceeds. 
 

3. Make adjustments in a timely manner. 
 

4. Review at appropriate stages and continue to seek improvements. 
 

5. Celebrate and acknowledge progress. 
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CONNECTION 
 
 
 

 

 

 

Connection in this context means the ability to engage with people through shared values, vision, 

goals and activity.  Connection means to be able to relate to people’s intentions and 

expectations and assist them in their achievement. 
 

It may mean the leader has to move out of a comfort zone into the uncomfortable zone of being 

exposed to other people’s feelings and actions, and being prepared to share one’s own feelings, 

intentions and expectations. 
 

Connection is a non-verbal communication that comes from the leader’s intention to understand 

and help. People can feel when a leader is connected with them or not, by the quality of engaged 

behaviour, tonality, body language, eye contact, interest, listening, acknowledging, asking and 

sharing. 
 

It is through connection that the leader can convey the other 11 C’s! 

 

An example of Connection from history 
 

Alexander the Great (356-323 BC), the Macedonian king who conquered 

the Persian empire and annexed it to Macedonia, is considered one of the 

greatest military geniuses of all times.  Despite his prowess as a military 

strategist, Alexander had the deepest capacity to connect to his people, 

earning their total commitment.  As his army marched towards their targets, 

grueling torturous journeys, where many would die before sighting the 

enemy, Alexander would ride the ten kilometre length of his army, stopping frequently to coach 

and encourage his soldiers to continue.  He’d dismount and help his men to their feet, making 

sure they were able to continue.  He showed his men he cared for them, despite his expectation 

that they follow him into danger. 
 

This ability to connect was the edge Alexander had. Notably though, when he decided (possibly 

due to a mental ailment) to proclaim himself a god above all other people, he lost his connection 

and was soon thereafter murdered. 
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A process for Connecting 
 
You have a team member who wants to discuss her marital problems with you in the light 

of their impact on her work. 
 

Thinking 
 

1. What level of connection is best for this situation?  Will I meet personally and if so 

where and how? 
 

2. How will they know I’m connected with them?  Will I listen carefully and ask 

questions to clarify meaning. Will I pay attention to details such as her tone of voice and 

level of stress? 
 

3. What do I need to say, do and be, in order to feel authentically connected with the 

people in question? Will I be prepared to share appropriate experience to show I 

understand and care?  Can I be positively honest about what I can do to help and live 

up to it? 

 

4. What is the purpose of this connection?  Is it to be the leader I promised to be and 

that they expect? Is it to show I do care?  Is it to help the person become more 

productive and effective both at work and privately? 

 

Rehearsing 
 

1. Mentally and physically practice saying and doing that which you intend to deliver 

as the actions of connecting.  Take the trouble to outline in writing what you’d do 
 

2. Imagine how you’d respond if you were the other party/ies. Even better, get feedback 

from someone you trust. 
 

Delivering 
 

1. Be present to the extent you are listening and acknowledging others.  Listen with 

your whole body, without thinking about what you’d say next or anything else. 
 

2. Be positively curious about what others think and feel about the situation, by 

asking respectful open-ended questions.   Use “How do you feel about...” and “If you 

were your own coach, what advice would you give yourself...” type of questions. 
 

3. Make appropriate eye contact and be relaxed and open in attitude. Breathe evenly 

and deeply without effort and look at the persons eyes and face, without “staring”. 
 

4. Allow others the space to speak and respond and input, and even allow silence for 

thinking and “gathering”.   Do not feel the need to fill the space with talk; deliberately 

create a break in your own speaking. 
 

5. Monitor for peoples’ level of acceptance of your connectedness.  Are they being as 

open as they could be?  Are they making too light of the issue?  Are they showing 
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impatience, disinterest and restlessness? Are they avoiding eye contact?  Are you doing 

any of these? 
 

An example I’ve experienced 
 

As the second ranking officer at the Military Police School, I received a firsthand lesson in the 

power of connection. The Chief Instructor at the time was committed to re-inventing the school 

into a sought after training establishment, improving the professionalism of the graduates and 

providing training to other law-enforcement agencies.  At that time, law-enforcement was full 

of interdepartmental and inter-agency rivalry and even mistrust. Rarely would an agency accept 

training from another agency. 
 

Students would come to the school bristling with mistrust and doubtful about the benefit of 

being there. 
 

Every group was addressed by the Chief Instructor, who spoke warmly but candidly about the 

expectation he had of them and how they were to perform. He backed that address up by ensuring 

he got to know each student’s name, background and how they were progressing.  He showed a 

personal interest in every student and every staff member. He ensured he connected with each of 

them. Bear in mind there were about twenty staff and several concurrent programs, with at times 

about one hundred students present. 
 

By his example, the Chief Instructor also influenced his staff to show the same level of 

connection with each other and the students. The positive change in the students during their 

sojourn was dramatic. 
 

As a result we regularly trained not only our own Military Police members but also members from 

five other agencies that had not previously accepted training from an agency other than their own. 

 

A Summary Process for Connecting 
 

Thinking 
 

1. What level of connection is best for this situation? 
 

2. How will they know I’m connected with them? 
 

3. What do I need to say, do and be, in order to feel authentically connected with the 

people in question? 
 

4. What is the purpose of this connection? 
 

Rehearsing 
 

1. Mentally and physically practice saying and doing that which you intend to deliver as 

the actions of connecting. 
 

Imagine how you’d respond if you were the other party/ies. 
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Delivering 
 

1. Be present to the extent you are listening and acknowledging others. 
 

2. Be positively curious about what others think and feel about the situation, by asking 

respectful open-ended questions. 
 

3. Make appropriate eye contact and be relaxed and open in attitude. 
 

4. Allow others the space to speak and respond and input. 
 

5. Monitor for peoples’ level of acceptance of your connectedness. 
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CONSISTENCY 
 
 
 

 

 

Erratic inconsistent leadership behaviour undermines peoples’ trust and respect in the leader. 

People reasonably expect their leaders to behave in reliable assuring ways. 

The leader must be consistent in recognising good work, and dealing with the unacceptable. The 

leader must dispense “justice” and “correction” consistently.  The leader must strive for 

consistency in the way she or he responds to situations; and consistency in setting the desired 

example and living the shared values. 
 

Causes of inconsistency in leadership behaviour are related to lack of coping skills regarding 

stress, lack of skill in particular actions and processes, such as how to correct unacceptable 

behaviour without being negative or angry, and uncertainty of direction and purpose. 
 

Consistency is a product of continuous correct practice and development. 

 

An example of Consistency from history 
 

His Holiness, the 14th   Dalai Lama, spiritual leader of Tibet and most 

Buddhists, has established a solid reputation for consistency regarding 

following the Middle Way and non-violent protest against the Chinese 

enforcing rule over Tibet, inspired by Mahatma Gandhi. 

Exiled in 1959 and awarded the Nobel Peace Prize thirty years later, His 

Holiness has demonstrated his consistency when Tibetans have resorted 

themselves to force in retaliation to the Chinese brutal destruction of the Tibetan culture.  On 

each occasion he has assisted in restoring peace by threatening to withdraw from the cause 

unless Tibetans return to the non-violent path.  He has demonstrated to the world this consistent 

adherence to critical important values, in the face of his oppressors’ violence as well as his fellow 

people’s violence. 

 

He maintains this position despite there being as yet little material progress in negotiating with 

the Chinese. 

Is it any wonder the Dalai Lama commands deep respect globally? 
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A process for Consistency 
 

Look now at your own level of consistency, whether as a team member or as a leader, or in 

any area of your life.  Let’s make this process real and about you. Isn’t that going to 

benefit you even more? 
 

Thinking 
 

1. In what areas do I require more consistency?  Are they in my work role or my home 

role?  What about those skills and goals I really do want to achieve, but haven’t as yet? 
 

2. What am I still unfamiliar with, that deserves more attention?  What new processes 

and systems do I need to become more familiar with? 
 

3. What are my peoples’ perceptions of my consistency in leadership performance? 

What evidence is available that indicates whether they feel I’m consistent in the way I 

deal with them? 
 

4. What can I do to become more consistent?  What opportunities are there for me to 

practice and get coaching, develop simple systems and processes that could help? 
 

Rehearsing 
 

1. Mental and physical practice of the behaviour requiring more consistency. Get clear 

on the issues you’ve identified that requires more consistency and design a practice 

program/schedule for them to be actioned by you. 
 

2. Get coaching and feedback from others. Engage a suitable coach and use that person 

effectively. Don’t avoid asking people how they see you. 
 

Delivering 
 

1. Be very aware of all elements of your behaviour and performance.  Whilst you are 

delivering, remain an observer of your own thinking, feeling, speaking and actions. 
 

2. Appoint trusted observers/coaches to watch for aspects you wish to improve. No 

champions exist without coaches. If you wish to master anything, get a coach. 
 

3. Review outcomes and measure for consistency.  Establish a process that you follow 

regularly to review your activity – for example, set aside the last ten minutes of your 

working day to write down what went well and what needs improvement. 
 

An example I’ve experienced 
 
During my time in the military and law-enforcement, I experienced some leaders who treated 

people inconsistently and according to their current relationship with the person, as well as the 

leader’s mood at the time. One never knew what to expect from these leaders, and consequently 

the level of engagement and trust from the people varied considerably and led directly to lower 

performance. 
 

I also had the privilege of serving with leaders who were consistent in their dealing with people. The 
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difference in engagement and trust from their staff, compared to those of the inconsistent leaders 

was palpable. They were a great example for me as an emerging leader and taught me the value of 

consistency, not only in relating to people, but also personal performance. 

 

A Summary Process for Consistency 
 

Thinking 
 

1. In what areas do I require more consistency? 
 

2. What am I unfamiliar with, that deserves more attention? 
 

3. What are my peoples’ perceptions of my consistency in leadership performance? 
 

4. What can I do to become more consistent? 

 

Rehearsing 
 

1. Mental and physical practice of the behaviour requiring more consistency. 
 

2. Get coaching and feedback from others. 
 

Delivering 
 

1. Be very aware of all elements of your behaviour and performance. 
 

2. Appoint trusted observers/coaches to watch for aspects you wish to improve. 
 

3. Review outcomes and measure for consistency 



 

42 

 
 

 

 

 

CONVINCING 
 
 
 
 

 

 

I ask this question of every leadership act I have to think about, rehearse and deliver - “Despite the 

need, desirability, truth, correctness and usefulness, have I been convincing in putting the case to 

those whom I wish to enrol? Have I dealt fully with their concerns?” 
 

Imagine your willingness to follow a leader who is not convincing? More particularly if 

there is uncertainty or risks to face? 
 

To be convincing, you must believe in what you are thinking, feeling, saying, doing and of 

course, being – if not, your people’s bull---t detectors will kick in! 
 

Do not underestimate the human capacity to detect bulls---t! 
 

The best sales people are those who believe in what they sell. 
 

They also are willing to ask questions to understand and clarify concerns that might arise. Above 

all, they provide strong and authentic evidence to support their case. 

Finally, they do their homework and are prepared. 

 

An example of Convincing from history, albeit very recent history 
 

Barack Obama’s success in winning the United States Presidency is an 

amazing example of being convincing. 

Not only has he become the first African American to do so, but he achieved 

the highest voter turnout since 1968, and the greatest fund raising campaign 

ever. This is the evidence of his ability to convince. 

His personality and speeches raised the hopes of a disillusioned world, not just his own nation. 

He already has a track record as a leader who embraces the other 11 C’s. 

 

Whilst he is still in the domain of promise, I, for one, am convinced he has the ability to make a 

difference to the way the United States deals with the world and will assist in global stability. 
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His background and even his name will be of great assistance in the healing needed with the 

currently disenfranchised Muslim world. 
 

A process for being Convincing 
 

Your team is required to undertake a task that is new, different, difficult and time-

consuming.  How will you ensure they are fully engaged and giving their best? 
 

Thinking 
 

1. To what extent do you believe in the task?  What can you do to be convinced 

yourself? 
 

2. What is important about this task, that must be conveyed to the team? Ensure you 

identify compelling reasons that the team will accept, for doing the task. 
 

3. What are the benefits for the team in completing this task? Ensure you can link the 

values, the vision and the benefits. 

 

4. What will be the team’s concerns? Ensure you understand and have answers for all of 

these aspects, particularly risks, resources and rewards/consideration for the 

undertaking. 
 

Rehearsing 
 

1. What will I need to think, feel, say and do to ensure their full acceptance and 

engagement? Practice what you’ll say, be clear about the evidence for the undertaking, 

and the outcomes desired. 
 

2. Anticipate their concerns and have answers prepared.  Practice by ‘walking in their 

shoes’. 
 

3. Have questions prepared to check their acceptance and commitment. Consider how 

they might feel.  Be prepared to ‘walk’ them through it. 
 

Delivering 
 

1. Make sure you are feeling confident and sure of your situation before your 

delivery.  Imagine you are doing what is most sensible and natural in the 

circumstances. 
 

2. Now is the time to ensure you employ the other C’s in the manner of your delivery.  

Be candid, be caring, be challenging (of the alternative if the task isn’t undertaken), be 

clear, collaborative, committed, competent, be confident, connected, consistent and 

courageous. 
 

3. Take whatever time is needed to ensure all team members are committed and 

engaged.  Do not rush to get started.  Recognise that they are likely to feel chaotic at 

first and that they need time to think it through.  Be there for them at that time. 
 

4. Be visible and available during the task. Show your commitment, competence and 
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care and you will earn their trust and gain their full engagement. 
 

An example I’ve experienced 
 

As leader of a covert team, I had to intercept a major narcotics importer’s telephone 

communications. 

 

We had legal permission to intercept telephone calls, but the target was wary and had a secure 

system. Bear in mind that this is before the digital/wireless age we are now in. 
 

The target had a ground floor duplex that he believed was heavily protected with closed circuit 

television (CCTV), two dogs, two armed guards and alarms.  We knew he had corrupt parties 

helping him, which meant usual methods were out. Usually we would intercept at an exchange or 

local junction box - the corrupt parties were not connected with the telephone service. 

 

The only way we could gather evidence of calls was to manually insert and manually monitor a 

non-invasive listening device (no physical contact) that lay next to telephone cables under the 

townhouse. 
 

That meant passing through the CCTV, dogs, guards and alarms undetected, getting under the 

house (a half metre clearance) and placing the device and staying there until we got what we 

needed. 
 

At that time I only had three people available, which meant I also had to be ‘hands on’. 

 

I won’t tell you about the details, but I can assure you that experienced operators are very 

cautious and risk conscious (though not risk averse), and I needed to convince them that this 

operation was worth the risk. 
 

The operation was successful.  
 

A Summary Process for being Convincing 
 
Thinking 
 

1. To what extent do you believe in the task? 
 

2. What is important about this task, that must be conveyed to the team? 
 

3. What are the benefits for the team in completing this task? 
 

4. What will be the team’s concerns? 
 

Rehearsing 
 

1. What will I need to think, feel, say and do to ensure their full acceptance and 

engagement? 
 

2. Anticipate their concerns and have answers prepared. 
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3. Have questions prepared to check their acceptance and commitment. 
 

Delivering 
 

1. Make sure you are feeling confident and sure of your situation before your delivery. 
 

2. Now is the time to ensure you employ the other C’s in the manner of your delivery. 
 

3. Take whatever time is needed to ensure all team members are committed and engaged. 
 

4. Be visible and available during the task. 
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COURAGE 
 
 
 

 

 

 

Courage is having fear and not being stopped by it. Being fearless is not being courageous and 

not being brave. 
 

Fear is a natural reaction to the new, the unknown or the learnt response to a particular situation. 

Fear is mostly unreasonable and unwarranted. 
 

However, oversensitivity to the fear often brings into being that which is feared. 
 

Dealing with fear effectively is the act of being courageous or brave. There is a point at which 

recklessness can emerge if one is either fearless or over confident. Being sensible and courageous 

at the same time usually enables the best balance. 
 

Leaders are expected to be courageous, taking their people into new and better futures. 

 

An example of Courage from history 
 

Nelson Mandela represents for me the epitome of wisdom and courage. I do 

not need to repeat his story as you already know it well. He has modelled for 

us the blend of wisdom and courage over many decades, whilst an activist, 

whilst imprisoned and when freed. 

 
Here are some useful quotes that display his sense of courage: 
 

“I learned that courage was not the absence of fear, but the triumph over it. The brave 

man is not he who does not feel afraid, but he who conquers that fear.” 
 

“For to be free is not merely to cast off one’s chains, but to live in a way that respects 

and enhances the freedom of others.” 
 

“I detest racialism, because I regard it as a barbaric thing, whether it comes from a black man or 

a white man.” 
 

“It is better to lead from behind and to put others in front, especially when you celebrate victory 
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when nice things occur. You take the front line when there is danger. Then people will appreciate 

your leadership.” 
 

A process for being Courageous 
 

You are given a task that you know is a big stretch for you and your people, and to make it 

worse the outcome will affect not only your people but the whole organisation. You are 

genuinely concerned about the matter but must lead your people through the action.  How 

will you handle this? 

 
Thinking 
 

1. What do I fear here? Identify exactly what your concerns are. 
 

2. Where’s the evidence that the fear is warranted? Identify what that evidence is and 

see if it relates to this issue – it most likely is irrelevant and unnecessary. 
 

3. What evidence is present that the fear is unreasonable? Now you are looking for 

evidence that makes the fear stupid or unreasonable or unnecessary. 
 

4. What is important that I must do despite this fear? Get clear about what must be 

done regardless of the fear. 
 

Rehearsing 
 

1. Frequent repetition of this statement, adapted to the situation “Even though I have 

this fear, this is what I will do” Become determined. 
 

2. Mentally carry out the intended action a number of times, always seeing a 

successful outcome.  See only a successful outcome 
 

3. Identify the evidence that disputes the fear.  Be clear why the fear is irrelevant and 

why you will proceed anyway. 
 

Delivering 
 

1. Being very present, deliberately carry out the intended action. Proceed with 

absolute surety, calm and awareness. 
 

2. Acknowledge your successful action despite the unreasonable fear. Identify your 

progress and plan the next move based on the existing success, or improvement on what 

you’ve learned so far. 
 

3. Review the successful completion and see the opportunity for further 

improvement. Take the time to go over what happened and was learned and what was 

achieved.  Recognise the conquering of fear for future use. 
 

An example I’ve experienced 
 

My past careers have given me an enormous exposure to numerous courageous acts of others. 
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People risking their lives to defend or protect other’s lives and property. I truly admire their 

choices. 
 

However, the person whose courage impressed me most was my late son Daniel. 
 

Born with a rare genetic condition (Alstrom’s Syndrome) Daniel was never expected to live 

beyond the age of 21. By the time he could walk he was effectively blind, his eyes being totally 

intolerant of light because of cone and rod cell dysfunction. By the time he had finished puberty, 

he’d endured more than a dozen painful operations to redirect bone growth in his lower body and 

ear canals.  He became nearly deaf.  He developed type 2 diabetes.  He became obese and with 

skin discolouration around his joints.  His kidneys began failing and by the time of his 21st 

birthday he had become bedridden.  Daniel died at age 29 having spent the final two years at a 

hospice. 
 

Despite all this Daniel faced life with great enthusiasm and an eager curiosity. I never heard him 

complain or speak bitterly about his condition. I never experienced him focussing on 

anything negative.   He’d “watch” TV – black and white with the sound turned up loud or with 

earphones, his contact with the greater world outside his home.  He showed genuine interest in 

others, and whenever someone complained about their situation, he would listen compassionately 

and then say something supportive or helpful. 
 

Whenever people failed to deliver on a commitment to either visit or do something for Daniel, he 

would always say “It’s alright; they must have had a good reason, they’ll come later.” 
 

I once asked him how he felt being a virtual prisoner in his own body.  His response made me 

humble and proud of him.  He said “There’s nothing I can do to change this.  Everyone has done 

their best. I have the power to be happy and enjoy what I can and that is what I do. Besides, 

everything I need is in my head, and everything I fear is also in my head, but that won’t stop me 

from having my fun!” 
 

Daniel’s courage remains a major inspiration for me. 

 

A Summary Process for being Courageous 
 

 

Thinking 
 

1. What do I fear here? 
 

2. Where’s the evidence that the fear is warranted? 
 

3. What evidence is present that the fear is unreasonable? 
 

4. What is important that I must do despite this fear? 
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Rehearsing 
 

1. Frequent repetition of this statement, adapted to the situation “Even though I have this 

fear, this is what I will do” 
 

2. Mentally carry out the intended action a number of times, always seeing a successful 

outcome. 
 

3. Identify the evidence that disputes the fear. 
 

Delivering 
 

1. Being very present, deliberately carry out the intended action. 
 

2. Acknowledge your successful action despite the unreasonable fear. 
 

3. Review the successful completion and see the opportunity for further improvement. 
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OVER TO YOU 
 
 

Now that we’ve laid out the 12 C-word behaviours, and how to deliver them, here’s your 

opportunity to put it into action. 
 

The following few pages show you how to rate yourself, get feedback from the people that 

know you, and steps you can action to improve. 
 

Yes, it will require you to exercise courage, commitment and candour (mainly with yourself), and 

I believe you have what it takes to do so. 
 

Are you ready? 
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RATE YOURSELF 
 

 

4  
4. Always 

3  
3. Often 

2  2. Sometimes 

1  1. Rarely 

0  0. Never 
 
 
 
 
 
 
 
 
 
 
 

On each of the axis (spokes of the wheel) mark where you think you are currently with each C. 

You can see that the outer ring is the highest value and the centre is the least. Join the marks so 

you have a radial map of your leadership behaviour, both 

strengths and weaknesses. 
 

Now you have a view of where you can improve, with the aim of becoming as close as possible 

to the outer circle. 
 

Be honest with yourself or there’s no point to it. 
 
 

Here’s a worked example: 
 

4 
 

3 
 

2 
 

1 
 

0 
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GET FEEDBACK 
 
 

Circulate this table below amongst your team and get them, anonymously yet honestly, to rate you 

as their leader in relation to the 12 C’s. 
 

Once you have all the ratings, average them and plot them on the spokes of your wheel, and see 

how you compare with your own rating. 
 

You’ll see areas for opportunity and it’s really worth doing! 
 

 

Team Member Feedback Table 
 

Please circle the closest number you think your leader currently performs at in each of the 

traits listed below.  Do not place your name on this. 
 

 
 

Leadership Trait 
 

0 = Never;  1 = Rarely;  2 = Sometimes;  3 = Often; 4= Always 

Candour – Being respectful 

yet direct and truthful. 
0  1  2  3  4 

Care – Showing respect 

and compassion. 
0  1  2  3  4 

Challenge – Habits, standards, 

processes, bureaucracy, status 

quo. 

0  1  2  3  4 

Clarity – Of values, vision, 

purpose, outcomes, 

communications. 

0  1  2  3  4 

Collaboration – Ability to 

cooperate and create 

strategic allies 

0  1  2  3  4 

Commitment – To vision, 

values, outcomes, people, role . 
0  1  2  3  4 

Competence – In function, 

communication, people 

skills. 

0  1  2  3  4 

Confidence - In role, in 

team members, in our 

purpose. 

0  1  2  3  4 

Connection – Ability to relate 

to all stakeholders. 
0  1  2  3  4 

Consistency – In decisions 

and behaviour. 
0  1  2  3  4 

Convincing – Ability to 

persuade and influence. 
0  1  2  3  4 

Courage – Despite fear/concern 

– be one’s best, set the example. 
0  1  2  3  4 
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WHAT TO DO WITH THE FEEDBACK 
 

Let’s pretend your feedback looked like this (I’m sure yours will be much better):  

 

In the Remedial Action section below, state the actual tasks or functions that will demonstrate to 

you and your people that you have improved in those areas.  See the examples below. 

 

Now act on it!  Executing your plan is proof of your commitment to lead.  First lead 

yourself!

Leadership Trait Score Remedial Action 

Candour – Being respectful yet direct and truthful.                                   2.2 Identify a situation where the truth needs to be spoken and plan 

how to do it respectfully yet effectively and deliver it.  Get 

feedback on how it went. 

Care – Showing respect and compassion.            2.5 Learn more about John’s personal situation regarding his work 

and offer constructive help.  Get feedback. 

Challenge – Habits, standards, processes, bureaucracy, 

status quo. 

2.1 Identify a work habit I’d like to improve and commit to that and 

get feedback on my progress. 

Clarity – Of values, vision, purpose, outcomes, 

communications. 

1.6 The next meeting I have ensure clarity by planning and 

rehearsing and make that a habit. 

Collaboration – Ability to cooperate and create strategic 

allies 

2 Approach Gary, my peer, and take the initiative in offering 

collaboration. 

Commitment – To vision, values, outcomes, people, role 

. 

2.6 My time management affects other people so I commit to 

improving that and being accountable for it. 

Competence – In function, communication, people skills.                2 I need to improve my software skills, and I will take extra 

training in that over the next month. 

Confidence - In role, in team members, in our purpose.                                      2 I will get coaching to improve this aspect of my leadership. 

Connection – Ability to relate to all stakeholders. 1.7 I will take the time to introduce myself to the finance people 

whom I’ve avoided. 

Consistency – In decisions and behaviour.  2 I will ask my team to hold me accountable for being consistent 

in my communications which have been inconsistent. 

Convincing – Ability to persuade and influence.   1.7 I will ask my coach to also help me with this. 

Courage – Despite fear/concern – be one’s best, set the 

example.  

2.3 Again my coach will structure help with this. 
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WHAT NEXT 
 

Having proceeded this far, you are clearly interested in your leadership behaviour and 

improving it. 
 

I commend you for that and encourage you to continue your development. Here are some 

ideas for your consideration: 
 

1. Commit to life-long learning as a leader. 
 

2. Participate in a leadership behaviour program with other leaders of your calibre. 
 

3. Join any leaders’ discussion group – leadership is often lonely and getting feedback and 

reflection from peers is invaluable. 
 

4. Make sure any leadership program you enrol in has an experiential component on 

leadership behaviour. 
 

5. Design your personal leadership development program, reading and practices.
 

 

 

http://www.daviddeane-/
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