
�1



�2

Published by Customer Centred Consulting Pty Ltd (trading name Changing What’s 
Normal)

The author welcomes conversation about any aspects of this book.

www.ianberry.biz
email: ian@ianberry.biz
Phone: +61 418 807 898

Copyright © 2016 Ian Berry

This handbook is copyright.  Apart from any fair dealing for the purpose of private study, 
research, criticism, or review, as permitted under the Copyright Act, no part may be 
reproduced by any process without written permission from the publisher.

All effort was made to render this book free from error and omission.  However, the author, 
publisher, editor, their employees or agents shall not accept responsibility for injury, loss or 
damage to any person or body or organisation acting or refraining from action as a result 
of material in this book, whether or not such injury, loss or damage is in any way due to 
any negligent act or omission, breach of duty, or default on the part of the author, 
publisher, editor or their employees or agents.

National Library of Australia 
Cataloguing-in-Publication data
Berry, Ian
The Appreciative Leader
ISBN 978-0-9581236-4-8

http://www.ianberry.biz
mailto:ian@ianberry.biz


�3

Why this, why now, why You? and how to gain your greatest value from 
this handbook

The world of work has changed more dramatically in my lifetime than at any time in history.

For the longest time there were landowners and land workers.

Then there were industrialists and factory workers.

And, for a short time, there were information experts and knowledge workers.

These roles still exist, yet are ever diminishing, largely because of the influence of the 
internet, and vast, remarkable technological advances. The new world of work is being 
dominated by entrepreneurs and intrapreneurs intent on making a difference.

CEDA (Committee for Economic Development of Australia) estimates almost 40 per cent 
of Australian jobs that exist today, have a moderate to high likelihood of disappearing in 
the next 10 to 15 years due to technological advancements. This is a key theme of the 
new world of work everywhere, not just in Australia.

In an article by Fast Company futurist Graeme Codrington from TomorrowToday Global, 
confirms this theme:  "In the last two centuries, we’ve seen two significant shifts in the 
global labor market. First we stripped the agricultural sector of workers, and then we did 
the same to manufacturing. Now the machines are coming for the tertiary sector, and will 
begin to strip companies of their white-collar workers in the next decade."

There’s another theme that’s key to the new world of work and it’s as old as the human 
race. It stands out for me from my 40 years continuing study of ancient texts of all 
persuasions, old and contemporary books, movies, videos, podcasts, webinars, you name 
it. This theme is the shout out for us to be the best version of ourselves.

Hamlet's words as he contemplates suicide in the William Shakespeare play capture a key 
sentiment of the possible trials and tribulations of this quest to be the best version of 
ourselves - "To be, or not to be: that is the question ..."

The answer to this most famous of questions is contained in the same play:

"Polonius:
This above all: to thine own self be true,
And it must follow, as the night the day,
Thou canst not then be false to any man.
Farewell, my blessing season this in thee!

Laertes:
Most humbly do I take my leave, my lord."

Hamlet Act 1, scene 3, 78–82

"This above all: to thine own self be true" is uppermost in the mind every moment of every 
day for Appreciative Leaders as you seek to fully appreciate and get the best out of 
yourself and other people.
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This handbook is all about helping you to be true to yourself, and to help others to be the 
same. 

Inside this carefully handcrafted guide are the 29 proven principles that my clients, more 
than 1000 people, women and men, in over 40 countries since 1991, have found to be the 
most valuable in their personal and business lives, and that they’ve learned to apply in 
their own best ways.

My most consistent observation over these past 25 years is that the more fully business 
owners and leaders appreciate and get the best out of themselves and other people, the 
better relationships at work, at home, and in third places.

What follows is that businesses achieve better results at less personal cost, and 
communities, cities, states, nations, and our world therefore get better.

Everything you’re about to explore and act on here actually works in the cut and thrust of 
the real world. This is not a work of fiction. 

What’s crucial to your success, is that every individual I know who is being an Appreciative 
Leader, is being and doing so in their own best way and not like anybody else.

How to gain your greatest value from this handbook

While the business results of being an Appreciative Leader are remarkable, super 
diligence is essential to avoid great personal cost, particularly in this digital age where 
distraction and disruption reign, and V.U.C.A (Volatility, Uncertainty, Complexity, Ambiguity) 
is the new normal.

I made this handbook to help you to achieve better business results, at less personal cost.

Apply each proven principle in your own best way, because neither my way nor 
anybody else’s way will work for you

At the end of my corporate career in 1991 I was successfully leading a 100million AUD 
business unit with responsibility for over 300 employees.

When I left the corporate world to start my own advising, mentoring, and speaking 
practice,  I thought people would want to know about my pathway to success (and what I 
learned from my many failures), particularly as I started at the very bottom of the ladder.

I discovered that my way was unlikely to work for you as well as it did for me.

I also discovered that I was competing with a myriad of people teaching their way to 
success. 

Their way wasn’t working for you as well as it did for them either.

I learned a different way to others - Work with you and help you in your own best way, to 
apply proven principles.
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My recommendations are three-fold:

1) Rather than read this handbook as you might a book, instead tackle each of the 29 
principles one at a time.

2) Start by reviewing the contents page on page 6 and go where you intuitively feel suits 
your best personal and business interests right now.

3) Take action in your own best way and then go back to the contents page or the 
diagnostics at the end of each of the four parts, and carefully consider which component 
you will embrace next.

Everything is designed herein for you to consider the proven principles presented 
and  then take action in your own best way.

To help you each principle presented has three sections and there’s also a 
companion resources web page you’ll find at www.theappreciativeleader.com.au I 
suggest keeping this web page handy when you’re using this handbook.

The three sections:

1) I introduce each proven principle as a sparkenation, a concept I introduced in my 
Changing What’s Normal book. Look for the symbol below.

Sparkenation 
a spark that ignites passion that leads to action that changes what’s normal.

2) I provide learnings from my own experience or that of my clients, an example,  empirical 
evidence, and/or reference the companion web page. This section is labelled 
considerations.

3) I suggest possible working on yourself and/or your business actions for you to 
take. Possible actions stand out because they are in a black rectangle.

You might take the actions I suggest. You might not. The key will be, not what I say or 
suggest, rather what you hear yourself say to yourself and then Do Your Work.

The words Do Your Work are inspired by the Steven Pressfield book Do The Work, which 
is about overcoming resistance. Steven believes, and I agree, that the pain of running 
away from doing what we know we should is greater than actually doing the work!

I’m here personally to help you too. Please feel most welcome to contact me on +61 418 
807 898.

“This above all: to thine own self be true.”

http://www.theappreciativeleader.com.au
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Part 1. The 3 pillars of the new world of work
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Sparkenation 1 
Pillar 1. It’s Who Before Do

Considerations

The best leaders I’ve worked with since 1991 have made the shift from old to new as 
illustrated in the table below.

A key to making the shift to the right I have observed is that The Appreciative Leader sees 
people and relationships first and tasks second. It’s who before do. 

“It's not a question of what should I do but who should I be.”
Aristotle

Yet in many workplaces the primary focus is on the tasks (do) more than the people and 
the relationships that exist between people (who).

Old world of work New world of work

Bureaucracy
Blame/shame/spin
Competition
Compromise
Corporations
Corruption
Cultures of control
Delivering returns to shareholders
Dictatorship/my way is the only way
Favouring the few
Focus on economics
Fixed ways of doing things
Goal-based
Greed
Institutions/old boys clubs
Interrupting the masses
Jobs/Job security/Jobs for life
Managing people
Machines
Men
Partisan
Performance appraisals/formality
Planet exploitation/destruction
Politics
Results
Self-interest
Sticking with the status quo
Strategic planning/change management
Unsolicited feedback
Venture capitalism
“Wall street”, “Phantom wealth”

Decisive actions in moments of truth
Accountability/Appreciation/Authenticity
Collaboration
Co-promise
Co-operatives/networks
Cooperation
Cultures of candour
Delivering value to all stakeholders
Difference/finding a way together
Enabling everyone to enhance their gifts
Focus on solving society’s problems
Flexibility/adaptability
Value-based
Gratitude
Individuals/equity of opportunity
Engaging with niches/tribes/communities
Roles/Alliances/Network Intelligence/Alumni
Leading people | Managing processes
Gardens
Men and women
Bi-partisan
Candid/convivial conversations/informality
Planet protection/regeneration
People
Reasons and relationships
Enlightened self-interest
Changing what’s normal
Strategy in a sentence/Change leadership
Requested “feedforward” and feedback
Crowd-sourcing/crowd-funding
“Main street”, “Real Wealth”
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What shift/s to the right would benefit the most people and your business right 
now?

Do Your Work.

Possible working on yourself and/or your business action

Download the table on page 9 from the companion resources web page and 
send it to your team members asking them to choose the 3 areas they believe 
taking action on would benefit the most people and your business right now.

Next time you meet together as a team decide on 1 area to focus on and agree 
on actions that will be taken within the next 90 days.
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Sparkenation 2 
Pillar 2. People and Purpose Before Profit

Considerations

My first book, Increasing Profits Without Hurting People, was published in 2000. I think 
there are still a few copies in unopened boxes in my garage! The premise behind the title 
wasn’t believed by many people 16 years ago.

When I’d make the following statement in my early years of presenting at business 
conferences, in-house meetings, and for leadership peer and master-mind groups, there 
was more often than not vigorous debate.

“Profit is not a reason for being in business.
Profit is a result of being good at business.”

There’s very little debate today. In fact the statement now is a bit ho-hum.

What’s your reason (purpose) for being in business?

Purpose is explored further in Sparkenation 17. Go there now if appropriate for you, or 
consider the following actions.

Do Your Work.

3 possible working on yourself and/or your business actions

1) Google ‘purpose driven businesses’ and see where it takes you.
2) Follow the links at the companion resources web page to the ‘Firms of 

Endearment’ and ‘Chapter One’ books. What strikes you about the Firms  
featured in the first book, and the story of the ‘thankyou’ social enterprise in the 
second book?

3) Discuss your findings from the above with your team and answer the following 
question: Who will we become and what will we do next to be more of a 
purpose driven business?
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Sparkenation 3 
Pillar 3. Less But Better

Considerations

A year ago I was experiencing overwhelm. I had fallen into the more with less trap. There 
were too many moving parts in my life and work.

In a series of intensive sessions with two of my mentors, Nick Haines and Matthew 
Newnham from Five Institute, I re-discovered my purpose and aligned myself with it once 
more.

One of the turning points came while reading a book Nick and Matthew recommended, 
‘Essentialism - The Disciplined Pursuit of Less’ by Greg McKeown. You’ll find a link to this 
book at the companion resources web page.

The key message of the book, and a mantra I have adopted, and am helping my clients to 
adopt, is less but better.

In the table below are some of my favourite insights from this book.

It’s easy today to feel the need to be on 24/7. It’s easy to become overwhelmed.

Acting on the insights of this book in my own best way, and Nick and Matthew’s wonderful 
mentoring, helped me to get off the treadmill and lead and live a more vital and fulfilling 
life, while at the same time achieving better business results.

Non-essentialist Essentialist

“I have to” “I choose to”

Thinks almost everything is essential Thinks almost everything is non-essential

Asks, “How can I do it all?” Asks, “What can I go big on?”

Hears everything being said Hears what is not being said

Avoids saying no to avoid feeling social 
awkwardness and pressure

Dares to say no firmly, resolutely, and 
gracefully

Says yes to everything Says yes only to things that really matter

Asks, “Why stop now when I’ve already 
invested so much in this project

Asks, “If I weren’t already invested in this 
project how much would I invest in it now?

Hates admitting the mistakes Comfortable with cutting losses

Attached to every word, image, or detail Eliminates the distracting words, images, 
and details

Thinks if you have limits you will be limited Knows that if you have limits you will 
become limitless
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Do Your Work.

2 possible working on yourself and/or your business actions

1) Always be engaged with a mentor or mentors regardless of your situation.

The mistake I made, after many years of always having mentors, was to stop 
doing so.

2) Make a list of your key regular tasks and answer the following question with 
your actions:

What will I modify/change to do less but better?
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Should you not wish to complete the diagnostic below in this handbook, please go to the 
companion resources web page and download it.

The 3 pillars of the new world of work diagnostic

Please place an X where you feel that your business as a whole is now (Good, Great or 
Remarkable) and a ✔ where you believe you need to move to

What does your completion of this diagnostic suggest is the one thing you should 
focus on next?

Apply these 3 pillars in your own best way, regardless of technological advances, and 
you’ll be able to ensure that you’re fit for the future, and that technology is used to 
enhance the human experience.

Do Your Work.

The Appreciative Leader
New World of Work

diagnostic

Good
i.e. basic 

standards of 
performance are 
being achieved

Great
i.e. above 

average; better 
than basic

Remarkable
i.e. 

“conspicuously 
extraordinary”

We always consider who before do

We put people and purpose before profit

We embrace the mantra less but better
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Part 2. The 11 underpinning principles that enable our best work
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Sparkenation 4
The Appreciative Leader Manifesto

Considerations

Below is my Appreciative Leaders manifesto:

I accept that simply yet profoundly, by the nature of my birth that I am a remarkable one-of-
a-kind human being.

I see myself and everyone else as remarkable.

Every day my primary intention is to fully appreciate and get the best out of myself and 
other people.

I know that by living this intention, the purpose of leadership - to create more leaders, and 
the number one role of leadership - unleashing and enhancing people's gifts (talents), are 
a natural consequence.

I know that more people leading and therefore being accountable is the simplest path to 
better business results at less personal cost.

I know that the more fully business owners and leaders appreciate and get the best out of 
ourselves and other people, the better relationships at work, at home, and in third places.

I know that the better the relationships are in these three places, the better our 
communities, cities, states, nations, and our world can be.

I am committed to The Appreciative Leader Promise - co-creating workplaces where 
people feel valued, live values, and deliver value so that everyone has the opportunity to 
be the best version of themselves.

______________________ _______________
Name Date

Do Your Work.

Possible working on yourself and/or your business action

It would be a great thrill for me to receive your signed manifesto.

My greatest wish though is that you will create and sign your own 
manifesto and email that to me! My email is ian@ianberry.biz 

mailto:ian@ianberry.biz
mailto:ian@ianberry.biz
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Sparkenation 5.
Every human being is remarkable

Considerations 

We are all unique. 

Not a single duplicate in the 100 billion lives that have walked planet earth. 

When we bring our best, free of BS, we are all remarkable.

Everyone's birth is remarkable. 

Being born at all is even more remarkable. For most men only one or two of the 500 billion 
sperm cells produced in a lifetime reach the female egg, one of less than 500 eggs that 
each woman produces in her life.

The fact that any of us is alive at all says to me that every life has a profound purpose.

Robert Louis Stevenson put it this way: “To be who we are, and to become all that we are 
capable of becoming, is the only purpose in life.”

Being an Appreciative Leader is living this purpose and inspiring others to do the same.

Do Your Work.

2 Possible working on yourself and/or your business action

1) See yourself as remarkable. Become who you see, one small step at a time. 

2) Help everyone else to see themselves as remarkable and to become who they 
see.

Remember that many people have forgotten they’re remarkable or haven’t 
even as yet realised it. Therefore you’ll need to inspire and/or persuade some 
people. For now choose one person and work with them for the next 90 days.
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Sparkenation 6.
The deepest human principle

Considerations

“The deepest principle in human nature is the craving to be appreciated.” - William James 

When fully appreciating and getting the best out of yourself and other people is at the 
heart of who you are and what you do, more people will be leading and being accountable. 

Better business results at less personal cost is a consequence.

Please don’t see being an appreciative leader as adopting an initiative from HR, a directive 
from your boss or board, or getting on any band wagon.

And please don’t see being an appreciative leader as a tick box exercise, participating in a 
training program, or using a tool or technique.

Rather, see being an appreciative leader as how you, moment by moment, express 
genuine gratitude to your fellow one-of-a-kind human beings when you observe 
them being the best version of themselves.

And don’t forget being grateful for yourself when you’re being the best version of yourself!

Do Your Work.

2 Possible working on yourself and/or your business actions

1) If there was only one action you could take concerning more fully 
appreciating yourself what would that action be? 

2) Review how you currently show appreciation to other people. What must you 
do from now on to be more consistent?
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Sparkenation 7. 
Have an attitude of gratitude 

Considerations

The following is sparkenation 20 from my Changing What’s Normal book. This is such a 
key principle that I’m repeating it here.

I was born with a small birthmark on the inside of my right knee. In my youth I often 
scratched it to the point of bleeding whilst playing football. I would get it bandaged and 
play on.

It ended up becoming a malignant melanoma which was removed in my 21st year. The 
doctor who performed this minor surgery told me nothing of the possible dangers of a 
malignant melanoma.

A few years later I ended up with another melanoma and required major surgery. At that 
time, only 1 in 5 people survived the kind of secondary melanoma that I had.

The doctor who performed this second surgery was not the same doctor who had 
performed the first surgery, thankfully!

His advice in helping me to prepare for the 5 hour operation surprised me to say the least. 
He said “The secret to getting well is to have an attitude of gratitude.”

I had never heard the expression before nor the followup remark from my doctor who said: 
“When we are grateful for what we've got, we can have more of what we want.”

In the days before my operation I would stand several times a day in front of a mirror and 
say, “I have an attitude of gratitude.”

I didn’t believe what I was saying at first, of course, however, this affirmation soon became 
a part of my daily life and still is today.

Are you grateful for every aspect of your life right now?

Being grateful changed what was normal for me.

Three years after this second surgery I was faced with a third tumour and was given only 
90 days to live. I am in no doubt whatsoever that my habit of being grateful was a key to 
my survival.

To be grateful every day, regardless of our circumstances, is a key step to changing what’s 
normal and to being an Appreciative Leader.

This sounds simple right? Simple rarely means easy. Despite my life experience I still find 
that there are times when I am not grateful for what I’ve got and a lot of personal work is 
required to get back on track. All change is personal first.
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Do Your Work.

Possible working on yourself and/or your business action

At the companion resources web page there’s a link to 12 suggested ways to 
maintain an attitude of gratitude. Which one will be your focus for the next 
30 days?
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Sparkenation 8. 
Take one quantum leap at a time

Considerations

Every time a leader agrees to work with me and I with them transformation of something 
dear to their hearts is at the top of their agenda. It's the nature of our work together.

Before I sign a confirmation of agreement with clients I have stressed that big change 
won't happen over night and that there is a journey to travel before transformation 
happens.

Nevertheless expectations are high. There's a tendency to want the change/s to happen 
quickly. Often there's an expectation of miracles happening in the first week!

I help my clients to keep calm and considered by celebrating with them each time an 
agreed quantum leap has been taken.

All change is personal first, relationships second, and organisations a distant third, so the 
early celebrations with clients are often about very small personal wins which of course 
may not be very visible to everyone.

Once clients become familiar with quantum leaps change gets simpler, because the focus 
is no longer on the end game (transformation) rather the next jump from here to there 
(transition).

As Eckhart Tolle has profoundly observed “Stress is caused by being here and wanting to 
be there.”

The resistance to, fear of, and anxiety (stress) about change that is ever present in human 
life is significantly reduced when changes are made one quantum leap at a time. 

It is also much easier to overcome people's fear of what they may lose by changing, by 
focusing on the next quantum leap. Better still it's much easier to help people to gain from 
changing, one quantum leap at a time.

Common misconception:

A “quantum leap” does not mean a big jump,
even though many people use it that way.

In fact, it’s an infinitesimally small change,
but the key is that it’s a direct jump from

Here Thereto
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Do Your Work.

Possible working on yourself and/or your business action

Jim Cathcart poses a really great question - “How would the person I’d like 
to be, do the things I’m about to do.” In the context of applying the principle 
of quantum leaps in your personal life and your business what will be your 
next quantum leap?
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Sparkenation 9
Every Moment Matters

Considerations

Having an attitude of gratitude and focusing on one quantum leap at a time are keys to 
ensuring every moment matters which is what Appreciative Leaders are always 
endeavouring to do.

You never know which moment will be a defining one for yourself and/or other people!

Successful business leaders have always been aware of the power of defining moments.

Long ago Procter & Gamble recognised two such moments:

FMOT - First Moment Of Truth is just before the customer buys.
SMOT - Second Moment Of Truth is when the customer first begins to experience what 
they’ve bought.

More recently Google created ZMOT - Zero Moment Of Truth - the crucial moment that 
happens before we buy.

And Brian Solis captured a hallmark of our age with UMOT - Ultimate Moment Of Truth is 
when the customer shares the experience.

“We have 50,000 moments of truth every day.” said Jan Carlzon, former CEO of 
Scandinavian Airlines, in his famous book ‘Moments of Truth’

For me it’s EMM - Every Moment Matters.

This is what Appreciative Leadership is all about.

If you mess up one moment, you can get back on track in the next.

If you make a mistake in one moment, you can immediately learn and act on your learning 
in the next moment.

If you say the wrong thing in one moment, you can make amends in the next.

Do Your Work.

Possible working on yourself and/or your business action

Decide today to never regret any moment in your life.

What modifications will you make in the next 30 days to ensure EMM?
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Sparkenation 10
Sustaining positive momentum

Considerations

As a boy I became afraid of the dark. My fear arose because our toilet was a few steps 
from the main house and a few times whilst in there, the lights went out leaving me in the 
dark and literally unable to find my way back home. My Grandfather on learning of my 
plight gave me this advice, “Just stay still, wait awhile, and you’ll soon be able to see in the 
dark. I trusted him, did what he said, and overcame my fear.

In business there's often ‘dark’. We can get surrounded by it.

Think of things like that as negative momentum — the darkside. The negative momentum 
had such power it almost resulted in the total collapse of the world's financial system in 
2007-08 in a period known as the GFC (Global Financial Crisis).

And focus on that word ‘momentum’ for a moment — you see it’s a safe bet that most of us 
think about it as a positive thing — moving forward, forward momentum.

Yet every week I observe the darkside. A client is experiencing a run of people leaving, 
another is trying to overcome what seems to be a sudden downturn in sales, another is 
faced with having to change their business model before a competitor takes away their key 
customers.

Negative momentum has a million faces and therefore we often don't recognise it until it's 
too late.

This handbook is all about helping you to see in the dark, to halt negative momentum, and 
to shift to the awesome power of positive momentum. My main work is to help my clients 
to gain or regain positive momentum when for no apparent reason the flow of success 
stops or is halted.

To do this I developed a process as pictured below for both seeing in the dark and also to 
better appreciate the light. My process has roots in Appreciative Inquiry which I believe to 
be a wonderful way of seeing the world authentically and transparently and for moving 
from what is to what can be.

It’s the same process that saved my life as referenced in ‘Have an attitude of gratitude’ on 
pages 19 and 20. 



�25

The Momentum process on page 24 is about appreciating and being grateful in every 
single moment for what is (the remarkable, the great, the good, and also the bad and the 
ugly). 

With this as a foundation you can then truly Imagine what can be and Create a plan to turn 
imagination into reality. I have found no better way to create such plans than by mimicking 
the science of quantum leaps (page 21 and 22). You’ll have a chance to put the 
Momentum process to good use in part 3 of this handbook.

One quantum leap at a time enables personal and business growth by transition. We can 
therefore avoid negative momentum, embrace positive momentum, and achieve what we 
want.

There’s light in the dark

The Swiss psychiatrist Carl Jung referred to the darker side of our nature as our shadow. 
His protégé Robert Johnson wrote the book Owning Your Own Shadow.

Johnson referred to what he called "gold in the shadow". In other words, our best is often 
hidden in our worst.

To see ourselves as who we are, the remarkable, the great, the good, and the bad and the 
ugly, takes a high degree of self-awareness.

We live in a complex world that is open for business 24/7. It's simple to succumb to 
negative momentum without even realising it. It's also simple to embrace positive 
momentum. Doing this has much to do with our purpose or reason, our why for being in 
the world which we’ll explore in Sparkenation 17 on page 40. Go there now if appropriate 
for you.

To keep us focused on the positive and also to embrace our darkside we need people in 
our lives to keep us honest with ourselves, to help us with perspective, and to have candid 
and convivial conversations with us that count. We’ll explore these conversations in 
Sparkenation ? on pages ? to ?

Do Your Work.

2 Possible working on yourself and/or your business actions

1) Meet with your team and agree on where there’s positive and negative 
momentum in your business right now. Transfer the learning as to why 
positive momentum is happening where it is, to the areas where there’s 
negative momentum, doing so one quantum leap at a time.

2) For more on why momentum rules the world check out Mark Roeder’s 
excellent book The Big Mo via the link at the companion resources web page 
and apply the lessons in your own best way. 
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Sparkenation 11
Valued, Values and Value

Considerations

I often use the model below in conjunction with the momentum process (page 24) in my 
work with clients. It illustrates what I’ve come to regard after 25 years as a mentor for 
business owners and leaders, as a key pathway for achieving better business results at 
less personal cost. 

The 11 underpinning principles explored in this section of this handbook signpost the 
pathway. 

Part 3 of this handbook explores the key destinations along the way, and Part 4 the roles 
you’ll need to play in your own best way.
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Do Your Work.

3 Possible working on yourself and/or your business actions

1) Meet with your team and agree on the number of employees you believe (and 
there’s hard evidence to validate) are feeling valued, living values, and 
delivering value.

2) Agree on one modification or change that each of you will make in the next 30 
days that will lead to more of your employees feeling valued.

3) Visit with the leaders in your business who are closest to interactions with 
customers/clients, and ask them what policies, procedures, practices, 
processes, and systems (pppps’s) could be simplified so that more people will 
deliver greater value to each other and customers/clients. Delegate the task of 
upgrading pppps’s to your frontline leaders and get out of the way.

Notes
Command and control with the exception of emergency/safety situations was never a good 
idea. Personally I declared this kind of management dead in 1991. 

In my experience management is about processes, policies, procedures, practices, and 
systems that fully support people in bringing the best version of themselves to their work, 
meaning they’re delivering value to others that they demand, desire, and feel that they 
deserve.
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Sparkenation 12
Work harder on yourself and on your business 

than in your business

Considerations

A defining moment occurred 26 years ago when I heard Jim Rohn speak in person for the 
first time. 

His words that stopped me in my tracks are “work harder on yourself than you do on your 
job” 

At the time I was reading ‘The E Myth: Why Most Businesses Don't Work and What to Do 
About It’ by Michael Gerber. You’ll find a link to this book at the companion resources web 
page.

Gerber’s insights about working on your business had a profound effect on me. 

The insights above were both critical when I decided to leave the corporate world and work 
for myself. 

Working harder on yourself and on your business than in your business have become key 
principles that I help my clients to act on in their own best way.

Mastery of these two principles is key to being an Appreciative Leader and to achieving 
better business results at less personal cost.

Do Your Work.

2 Possible working on yourself and/or your business actions

1) Beginning tomorrow dedicate 1 hour every day to improving yourself. Focus 
on only one improvement area in any given hour.

2) Beginning next week dedicate 20% of your time and energy to working on 
your business not in it.
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Sparkenation 13
The three worlds and the immense power of shared-view

Considerations

Most of our troubles, personal, local, organisational, national, and international, are 
fundamentally based in our perceived need to 

1) hang onto the world in here (my view), 
2) our issues with the world out there (other people's views), and, 
3) our failure to focus more on the world we share (ours).

The exciting news is that when we find and sustain shared-view (ours) we can triumph 
over all our troubles.

What I’ve found through 25 years of working closely with business owners and leaders is 
that sustaining shared-view in seven areas of significance is why the most successful 
leaders stand out. We will turn to these seven in part three.

I’ve also discovered that sustaining shared-view in the same seven areas is paramount to 
the happiness of every relationship.

Do Your Work.

OursYours Mine

3 Possible working on yourself and/or your business actions

1) Whenever it’s appropriate today say your sorry and mean it to all families 
members who you’ve tried to demand that your way is the best way in the 
past week.

2) Over the course of the next week say your sorry and mean it to all members 
of your team who you’ve tried to demand that your way is the best way in the 
past. 

3) Make a promise to your team members that you’ll be a role model of finding 
shared-view in the future, and keep your promise.
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Sparkenation 14
You’ll See It When You Believe It

Considerations

I read Dr. Wayne Dyer’s book ‘You’ll See It When You Believe It’, soon after it came out in 
1990. This was at a time of immense personal struggle in my life when I was questioning 
most of what I believed in.

I discovered through intense personal work (it’s ongoing), and through mentors asking me 
and helping me to ask and answer the really tough questions (also ongoing), that we live 
in a world of infinite possibility and that the first step to achieving what’s possible is to 
believe in our hearts that it is.

Do Your Work.

2 Possible working on yourself and/or your business actions

1) Visit the companion resources web page (under Sparkenation 16) and watch 
the Guy Kawasaki video from the 27 minute mark. Who will you become and 
what quantum leap will you take next?

2) Make a list of the areas in your business where you’re currently under 
achieving and determine to what degree is the under achievement due at 
least in part to a lack of belief that what you want to achieve is possible. Who 
will you become and what quantum leap will you take next?
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Should you not wish to complete the diagnostic below in this handbook, please go to the 
companion resources web page and download it.

The 11 underpinning principles that enable our best work diagnostic

Please place an X where you feel that your team as a whole is now (Good, Great or 
Remarkable) and a ✔ where you believe you need to move to

What does your completion of this diagnostic suggest is the one thing your team 
should focus on next?

Do Your Work.

The Appreciative Leader
11 underpinning principles 
that enable our best work

diagnostic

Good
i.e. basic 

standards of 
performance are 
being achieved

Great
i.e. above 

average; better 
than basic

Remarkable
i.e. 

“conspicuously 
extraordinary”

We have our own Appreciative Leader 
Manifesto

We see ourselves and everyone else as 
remarkable and we’re working towards 
becoming who we see

The Appreciation Principle is front and 
centre of everything we do

We maintain an attitude of gratitude

We achieve our projects one quantum 
leap at a time

We ensure Every Moment Matters

We’re always striving to sustain positive 
momentum

We stand for everyone feeling valued, 
living values and delivering value

We work harder on ourselves and on our 
business than in our business

Our view is more important than 
individual views

We recognise that progress begins with 
believing in what we have not yet 
achieved
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Part 3. Sustaining Shared-view In Seven Areas of Significance 
Where The Most Successful Leaders Standout

1. Where are you now (reality)?
2. Where are you going (possibility)? 
3. Why are you going there (purpose)?
4. How will you get there (strategy)?
5. Who will do what and when (execution)?
6. How will you know you’re on track (milestones and lead measures)?
7. How will you behave along the way (culture and values)?
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Sparkenation 15
Where are you now (reality, what is)?

Considerations

The key principle (for you to decide to apply in your own best way) is that full 
appreciation of what is, dramatically increases your likelihood of achieving what 
can be (possibility).

I have Eckhart Tolle’s profound words visible at all times; on my office wall, in my physical 
notebook and journal, and on all my electronic devices, “Stress is caused by being here 
and wanting to be there.”

They act as a permanent reminder to just be in the moment.

Jim Rohn put this profoundly when he said “Wherever you are, be there.”  I equally love 
my friend Nigel Risner’s version, IF YOU'RE IN THE ROOM, BE IN THE ROOM.

I often draw the picture below in conversation with my clients. And I use it all the time 
myself.

It’s important to have clarity of where you’re going (possibility), because being unclear 
about your direction means you’ll end up where you don’t want to be! 

The trick though is to be in the moment. 

Being, one moment at a time, keeps you grounded in reality, yet with an eye on your next 
quantum leap. And because your next leap is only tiny, you’ll eliminate stress by focusing 
in this way.

Here
(reality)

There
(possibility)

There

There

There

Here
Here

Here
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The great disruption is to disrupt yourself

Disruption is arguably the biggest buzz word in business at the time of writing. Very few 
people though are talking about the great disruption - to disrupt yourself. All change is 
personal first. Leaders not willing to disrupt themselves, their intention, feeling, thinking, 
and behaving, can't successfully lead in the 21st century.

How are you disrupting yourself?

I believe that the number one leadership skill, is self-awareness. Closely following at 
number two is awareness of others and a willingness to truly feel what others do and be 
able to hold their perspective in our minds especially when it isn't our perspective.

Self-awareness and awareness of others are the big two in the so-called 'soft stuff' that's 
hard in real life... yet they yield the greatest sustainable ROI of anything you can do to 
boost your business.

"As within, so without" has been known for centuries. The great leaders go inside-out. The 
not so great are trying to go outside-in and that's where their trouble is.

The greater your self-awareness, the more grounded you will be in reality.

The greater your awareness of others, the more grounded you will be in their reality.

Being armed with the above helps greatly in reaching a shared-view about where you are 
now in your business.

4 Possible working on yourself and/or your business actions

1) 'Why Self-Awareness Is the Secret Weapon for Habit Change' is a great 
article by Paul Jun about self-disruption and improving self-awareness. I 
highly recommend it as a great starting place for self-reflection and self-
improvement as a leader. There’s a link to this article at the companion 
resources web page.
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2) The Simple, Under-appreciated Power of Appreciation 

Below is part of a conversation I had recently with a client who had 
temporarily lost her bearings regarding her core appreciation of herself, after 
a heated discussion with her boss.

I asked “Outside of the workplace where do you feel most appreciated?”

Straight away she replied “My eldest son is brilliant at showing appreciation to 
me, and often it’s just little things that surprise and delight me.”

“What little things could you do to surprise and delight your boss? I asked.

What followed was a frank conversation that revealed my client had rarely, if 
ever, shown appreciation to her boss. I explained to my client that often we 
don’t receive what we most need ourselves unless we’re giving it to others 
without attachment to getting back. I also said “It’s OK to ask for help!”

One action you can take right now 

Reflect on the people closest to you at home, at work, and the other places 
you go.

Write down these people’s names and one way you could show genuine 
appreciation to them in the next fortnight without any cost except that of your 
time and energy.

Go show appreciation without attachment to getting back.

Make this ritual part of your everyday life. 

3) You’re the only one who can pierce your appreciation shield

"I hope I didn't offend you just then" said my client after an outburst of 
frustration in which he tried to blame me for the inaction of a colleague.

"I'm not offendable" I replied.

What followed was an intriguing conversation that ended with my client 
leaving with a renewed sense of personal accountability.

I shared with my client that inside myself I have an appreciation room and 
that we all have such a sacred place. And, I suggested to my client, our 
appreciation rooms are protected by a shield that is only penetrable if we 
allow it.
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Your objective in taking action in your own best way on the key principle that full 
appreciation of what is, dramatically increases your likelihood of achieving what 
can be (possibility), is a non biased appreciation of the remarkable, the great, the good, 
the bad, and the ugly, in your personal and business life.

Do Your Work

Compete with yourself

Be responsible for your intentions, feelings, thoughts, and behaviours 
(actions). 

Let other people be responsible for their intentions, feelings, thoughts, and 
behaviours (actions). 

Don’t allow yourself to get tangled up in what other people do or don’t do.

4) Where are you now exercise

Invite your team members to a 45 minutes to 1 hour session where the sole 
purpose is to answer the following two questions about your performance as 
a team: 

What’s worth celebrating and What can be better? 

Catagorise your answers into 5 areas as follows:

What’s remarkable? i.e. “conspicuously extraordinary” 
What’s great? i.e. above average; better than basic
What’s good? i.e. basic standards of performance are being achieved
What’s bad? i.e. of poor quality or low standard
What’s ugly? i.e. unpleasant, displeasing, or threatening personal or business 
well-being

There’s a document you can use to do this exercise at the companion 
resources web page. The document is called Appreciating What Is.

There are no right or wrong answers. Where you are now (reality) just is!
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Sparkenation 16
Where are you going (possibility, what can be)?

Considerations

The key principle (for you to decide to apply in your own best way) is that what you 
truly believe you can achieve.

Reminders of this principle are everywhere.

“Whatever the mind can conceive and believe, it can achieve.” Napoleon Hill.

“You'll See it When You Believe it” - Wayne W. Dyer as previously identified as an 
underpinning principle.

Guy Kawasaki ‘channeling’ Steve Jobs says in his talk that you can watch via the link at  
the companion resources web page “Some things need to be believed to be seen.” If you 
didn’t watch the bit about this as recommended in Sparkenation 14 it’s at the 27 minutes 
mark.  If I were you I’d watch the whole video!

“You may say I'm a dreamer
But I'm not the only one
I hope someday you'll join us
And the world will be as one.”
- from Imagine by John Lennon

“Imagination is more important than knowledge.” Albert Einstein

“Until one is committed, there is hesitancy, the chance to draw back. Concerning all acts of 
initiative (and creation), there is one elementary truth that ignorance of which kills 
countless ideas and splendid plans: that the moment one definitely commits oneself, then 
Providence moves too. All sorts of things occur to help one that would never otherwise 
have occurred. A whole stream of events issues from the decision, raising in one's favor all 
manner of unforeseen incidents and meetings and material assistance, which no man 
could have dreamed would have come his way. Whatever you can do, or dream you can 
do, begin it. Boldness has genius, power, and magic in it. Begin it now.”
- attributed to Goethe

3 Possible working on yourself and/or your business actions

1) Shifting from reality (what is) to Possibility (What Can Be) in the next 
90 days Exercise

“Tell me and I forget, teach me and I may remember, involve me and I learn.”  
 Benjamin Franklin

Meet 1:1 with each of your team members and ask them to complete the 
following statements:
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The one area I’ve identified in the Appreciating What Is exercise (described on 
page 36) that I’ve chosen to be accountable for shifting is ...

I chose this area because ... and the present tense sentence I’m using to 
describe the shift is ...

I’m going to engage ... to work with me to ensure the shift happens.

I’ve chosen the following milestones and measures that will tell us we’re on 
track ... (I’ll finalise these when I’ve consulted with my team)

When you have met with everyone call a team meeting and share the 
results.

There’s a document you can use to do this exercise at the companion 
resources web page. The document is called Shifting from reality (what is) to 
Possibility (What Can Be).

“By contrasting the current situation (what is) with the improved reality travelers 
will enjoy if they embrace your dream (what could be), you’ll be able to make 
the future more alluring than the present.”
Nancy Duarte and Patti Sanchez in their book Illuminate

2) Create a performance possibility plan (PPP) 

One of my most prized possessions is a small quilt my Grandmother Ruby 
Sherriff made over 50 years ago.

I have wonderful memories of her and husband Fred. They lived less than a 
mile from me when I was a boy and so I was a frequent visitor to their house.

A vivid memory is Nana making quilts. There'd be a piece here and another 
over there etc and then one day it would magically come together as one and 
yet each individual piece stood out.

Little did I know then that Nana's quilts would many years later inspire a 
remarkable idea.

In business strategy is like a compass and execution a map. 

For your strategy to be executed every employee needs their unique piece of 
the map. I call it a quilt map. Performance Possibility Plans (PPPs) are an 
individuals piece of the quilt.

Use my PPP, which you can download via the companion resources web 
page. as a guide to create your own. It uses a format that's tried, tested and 
proven over 25 years. 
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Your objective in taking action in your own best way on this key principle that what you 
truly believe you can achieve, is an idealistic yet pragmatic articulation of your Dreams|
Goals|Ambitions both personally and in your business.

Do Your Work

We will explore PPP’s more in the sparkenations on execution on page 48  
including the 6 key components 1) a snapshot of the next 90 days. 2) personal 
and business goals both feature. 3) Strategy described in a sentence. 4) Gift 
(my word for talent) identification and enhancement 5) Tactics embracing the 
science of quantum leaps. 6) All of this on no more than 2 sides of a A4 page.

A great way to create your first PPP is ask yourself What’s worth celebrating 
and what can be better about the personal and business aspects of your life 
and then create your PPP around sustaining/improving what’s worth 
celebrating and turning what can be better into something worth celebrating.

3) Adopt an ‘attitude of gratitude’ (Sparkenation ? page ?) in your own best 
way 

Start each day, before you turn your computer on, or do anything else, making 
a list of what you’re grateful for right now. Start with yourself personally, other 
people, and then things in general.

Take the intentions, feelings, and thoughts that arise into every action and 
transaction.

Make this ritual part of your everyday life. 

There’s some good research from Training Journal highlights into the power of 
being grateful. There’s a link to this research at the companion resources web 
page.

For more on imagining what can be I highly recommend reading ‘The Art Of 
Possibility’ by Benjamin and Rosamund Zander. There’s a link to the book at 
the companion resources web page.
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Sparkenation 17
Why are you going where you’re going (purpose)?

Considerations

The key principle (for you to decide to apply in your own best way) is that your life only 
has one purpose, so does your business, and the two are connected in an 
unbreakable way.

The one key purpose is for everyone is to be the best version of themselves.

“To be who we are, and to become all that we are capable of becoming, 
is the only purpose in life.”
Robert Louis Stevenson

Your greatest gift to the world and to yourself is to fulfill this purpose, and help others to do 
the same.

3 Possible working on yourself and/or your business actions

1) One way to live on purpose

Take a sheet of paper and without stopping to judge what you write down, 
make a list under the following statement:

Who I wish I was that I’m not yet.

Then choose the one that most appeals to you right now than you can shift 
from what is to what can be in the next 30 days. 

Make the shift. Repeat the above steps.

2) Reflect on the following five statements and take action

I’m grateful to my mentors Nick Haines and Matthew Newnham for these 
statements. They’ve also put together a wonderful and inexpensive online 
course ‘Find Your Purpose’. There’s a link this course at the companion 
resources web page.

1. Recognise and clarify your value
Good ways to do this recommended by Nick and Matthew that I can vouch 
for are to think about what people thank you for, and to ask others what they 
value from you.

2. Be clear on what matters most to you
Nick and Matthew recommend identifying your top role models and asking 
what you value. I found this a good exercise.

3. Identify The Essential Themes from above 
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4. Find the thread
5. Refine and give your purpose a name

When I worked with Nick and Matthew on this myself, I was searching for clarity 
of purpose. It became clear that Appreciation is the essential theme of my work 
and that helping business owners and leaders to more fully appreciate and get 
the best out of yourself and other people is how I best express my purpose.

This handbook is another way I am expressing my purpose!

3. Briefly describe the purpose of your business

A lot of people (the number is declining) still think profit is the purpose of 
business.

Profit is not a reason for being in business. Rather profit is a result of being good 
at business. 

Confusing reason with results is a recipe today for going out of business, and 
quickly. 

Choose your reason well however and your best results will follow.

One of the great lessons from 1000's of years of philosophy is that when we 
understand our why (our reason for doing something), working out how 
(strategy), and who will do what and when (execution) is much simpler.

Choose 1 of the 2 options below that most appeals to you

Option 1. Ask your employees, customers/clients and other stakeholders of 
your business - what is the single biggest difference that you make in their lives?

Option 2. Meet with your team and use a technique known as the ‘five whys’. 
Start by answering the question What do we do? Then ask Why? several times. 

In a great book ‘Scaling Up’, Verne Harnish and the folk at Gazelles suggest 
“keep asking until you get to your version of “saving the world” and then back up 
one step.”

Whatever route you take above finalise it by articulating your purpose in a 
paragraph or two like mine below and that I’ve included in my Appreciative 
Leader manifesto on page 16 as follows:

“I know that the more fully business owners and leaders appreciate and get the 
best out of ourselves and other people, the better relationships at work, 

at home, and in third places.
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Further considerations - The Purpose of Leadership

No exploration of purpose would be complete in the context of this handbook and your 
application of the principles herein in your own best way, without considering the purpose 
of leadership.

The key principle (for you to decide to apply in your own best way) is that the primary 
purpose of leadership is to create more leaders.

“Leadership is not defined by the exercise of power 
but by the capacity to increase the sense of power among those led.

The most essential work of the leader is to create more leaders.”

Mary Parker Follett in ‘The Creative Experience’, 1924

There are 3 keys to creating more leaders

1) Fulfilling the #1. role of leadership i.e. unleashing and enhancing people’s gifts.
2) Alignment of how people learn & develop through experience, learn & develop through 

others, learn & develop through structured courses and programs which is often 
referred to as the 70:20:10 framework.

3) Culture.

We will explore 2 and 3 in the sparkenations to come on execution and culture. For 
now let’s look at the #1. role of leadership - Unleashing and enhancing people’s gifts

In the 90’s I was President of the Tea Tree Gully District Cricket Club in Adelaide for six 
years and for four of those years Terry Jenner, who played cricket for Australia in the 70’s, 
was the coach. It was the beginning of a life-long friendship with TJ as he was better 
known. Sadly, TJ passed way on 25th May 2011 after a long illness. He was my best friend 
and I miss him.

TJ believed his role as a coach was to “Enhance the Gift” of the people he coached. This 
is a beautiful phrase (from a storehouse of many from TJ) to describe both coaching and 
mentoring. We are drawing out what is already there.

TJ was widely acknowledged as the preeminent coach of his generation in his field of spin 
bowling. I was privileged, over two decades, to watch him work with many people with 
diverse gifts in both Australia and the United Kingdom, including his work with Shane 
Warne, regarded by most as the greatest bowler in the history of cricket. 

I have adopted many of TJ’s philosophies and methodologies in my work as a mentor 
including:
“basics are beautiful”
“inch by inch is a cinch; yard by yard, too hard”
“if you practice the things that work, you get better at the things that work. If you practice 
the things that don’t work, you get better at the things that don’t work.”

The Ancient Greek word for gift is charisma. When we coach and mentor well, people’s 
charisma increases. We’ll expand on this further in the sparkenation on execution pages ? 
through ?



�43

Your objective in taking action in your own best way on the key principle that your life 
only has one purpose, so does your business, and the two are connected in an 
unbreakable way, is articulation of your reason for being in business, how you’re creating 
more leaders, and how you’re fulfilling the #1. role of leadership i.e. unleashing and 
enhancing people’s gifts.

Do Your Work

4 possible actions to unleash and enhance your gifts and those 
of other people

1) Study the book ‘The Talent Masters’ Bill Conaty and Ram Charan should you 
want more insights into why ‘unleashing and enhancing people’s gifts’ is the 
number one role of leadership. There’s a link to this book at the companion 
resources web page.

2) Study the books ‘The Element’ and ‘Finding Your Element’ by Sir Ken 
Robinson. In the second book there are many great exercises to undertake to 
find your element (gifts). There are links to these books at the companion 
resources web page.

3) As part of my work with clients over 25 years I've undertaken more tests and 
profiling tools etc etc than you can poke the proverbial stick at. None 
compare to the power of The Vitality Test. Take the test via the link at 
the companion resources web page.

4) Armed with insights gleaned from the above what is the one quantum 
leap action you need to take right now, in your own best way, to better 
unleash and enhance your gifts and those of other people?
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Sparkenation 18
How will you get there (strategy)?

Considerations

The key principle (for you to decide to apply in your own best way) is that strategy is 
the compass that guides your personal and business decisions, and execution is 
the map.

Many people confuse strategy with execution or combine the two into what has become 
strategic planning which I think is an oxymoron. 

Strategy and execution are very different players in the same game. One is about how 
(strategy), the other about who, what, and when (execution). 

Determinations about both strategy and execution must be made in the context of one 
another. 

More importantly they both need to be considered in the overall context and meaning of 
your journey so far in sustaining shared-view in the seven areas of significance where the 
most successful leaders stand out, i.e. Appreciating what is (reality), Imagining what can 
be (possibility), and being certain of the reason/s why (purpose) you want to move from 
one to the other.

Samuel Goldwyn provided us with a lovely insight when he said: “If you can't write your 
movie idea on the back of a business card, you ain't got a movie.”

I say, if you can't describe your strategy in a sentence, it's unlikely you've got a strategy 
that people can own and execute.

Stephen R. Covey said: “The main thing is to keep the main thing the main thing.”

When everyone in your business has bought into your strategy in a sentence everyone 
can be focused on the one thing in their own best way.

4 Possible working on yourself and/or your business actions

Please note that these exercises work for your business, your family, your 
sporting club, anywhere you need people going in the same direction.

1) Create a manifesto for your business.

2) Break your manifesto down into 6 words or a sentence.

If you’re not yet familiar with creating manifesto’s and the concept of 6 words 
visit the links at the companion resources web page.
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Your objective in taking action in your own best way on the key principle that strategy is 
the compass that guides your personal and business decisions, and execution is 
the map, is increasing your ability to describe your strategy in a single sentence, and 
ensure everyone’s buy-in to it.

Do Your Work.

3) Road test your six words (sentence) with your employees, and make 
adjustments. Do you now have something in place that people own? If 
you’re unsure road test until you are sure.

4) Alternative action to the above is the exercise I facilitate in conference and 
in-house presentations (there’s an 8 minute 42 second video version of this 
and a slideshare version at the companion resources web page).

Select a representative group of your organisation to be a judging panel.
Set groups or teams the task of creating a one-sentence strategy for your 
organisation.
Have each group/team present their result to the judging panel.
Go with the judging panel’s selection of the best sentence.

When you can describe your strategy in a sentence that those who will 
execute it have helped you to create, your strategy will act like the compass 
it's meant to be.

When strategy is your compass, it's much simpler for you, and each of your 
employees, to create and be accountable for your unique piece of the 
execution map which is the subject matter of the next sparkenation.

For 50 years strategy has been the domain of Board members, senior 
executives and business owners. 

In my view this points to a big reason why most strategies never get properly 
executed - the people charged with execution have had no engagement in the 
development of the strategy.

This is why the suggestions above are working on yourself as well as working 
on your business exercises. They’re a wonderful opportunity to get out of your 
own way and better appreciate and get the best out of yourself and other 
people.
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Sparkenation 19
Who will do what and when (execution)?

I believe there are 5 essentials for ensuring successful execution of your strategy.

1) Ensure everyone’s role is clarified.
2) Help everyone to create their own Performance Possibility Plan (PPP).
3) Embrace candid and convivial communication and conversations in eight areas.
4) Make certain all meetings are meaningful for participants. 
5) Adopt the 70:20:10 learning and development framework.

In this sparkenation I’ll address each one of these five, the key principle for each 
one, and associated possible actions individually.

1) Considerations to ensure everyone’s role is clarified

The key principle (for you to decide to apply in your own best way) is that the purpose 
of every person's role in your business is to deliver value, and that clarity of what 
this means for everyone precedes them being accountable.

Most positions descriptions fail to describe the relationships of the role and the value that 
is being delivered to each person. Instead they’re all about tasks.

We all have to complete tasks (jobs) as a part of our roles. The key to satisfaction in roles 
though is all about relationships.

Nobody’s work is their job

Relationships and tasks (jobs) are two sides of a coin. They need to operate in harmony 
with one another. Everyone’s real work I suggest is the relationship side of the equation. 
Tasks (jobs) are what you do to fulfill the agreed requirements of your relationships.

“The customer is whoever gets your work next.”
Kaoru Ishikawa, Japanese Industrialist and Organisational Theorist

I believe that a key aspect of the new world of work, one that is fast replacing the old, 
means dispensing with job descriptions and replacing them with role clarity statements.

Recently I completed a number of jobs around our home. Many I didn't enjoy. I did them 
because there is a bigger purpose at stake, that of enhancing my relationship with my wife, 
my neighbours, and my own enjoyment.

In my work I estimate that about 20% of the time I don't enjoy the jobs. They are 
necessities, part of my work, yet not my work. My real and rewarding work is adding value 
to existing relationships and forever building and growing relationships of high value and 
mutual reward.

Nobody’s work is their job. What say you?

http://blog.ianberry.biz/2014/08/dispense-with-job-descriptions-and.html
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... an employee's primary purpose is 
to become the best-version-of-himself or herself.

Matthew Kelly

Helping people to clarify their roles is a key way to help them in becoming the best version 
of themselves. A key to this, in the words of Steven Farber from his book ‘The Radical 
Leap‘ is, “do what you love in the service of people who love what you do”

There’s a link to the 10th anniversary edition of this book at the companion resources web 
page.

There's a lie out there that persists. It says "do what you love and the money will follow."

Steven’s insights change this. They inspired what I now describe as the personal change 
journey.

Help people to clarify their roles. Along with taking the other actions described here in your 
own best way, you’ll soon see your people in the top right hand corner. Imagine the 
productivity that will come from them being there!

Another wonderful way to look at role clarity is:

“Work is love made visible.”
Kahlil Gibran
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2) Considerations to help everyone to create their own Performance 
Possibility Plan (PPP).

The key principle (for you to decide to apply in your own best way) is that for your 
strategy to get executed every employee needs their unique piece of the execution 
map.

If you haven’t yet created your own PPP (pages 38 and 39) now is the time. Remember 
that my own personal PPP is provided as an example at the companion resources web 
page.

There are 6 key components of a PPP:

1) They’re a snapshot of the next 90 days. 
2) Both personal and business goals feature.

Please note that not everyone will be willing to share their personal possibility and how 
they intend to turn current reality into possibility. This is absolutely fine. In my 
experience most people will share second or third update, and a small percentage 
never will. The rule is no command and control and no forcing people to share.

3) Strategy is described in a sentence.
4) Gift (talent) identification and enhancement is paramount.
5) Tactics embrace the science of quantum leaps.
6) All of this on no more than 2 sides of a A4 page.

Before you take the action suggested on the next page view my 8 minutes 15 
seconds video called Personal and business performance plans (PPPs). There’s a 
link to this at the companion resources web page.

Possible working on yourself and/or your business action 

Over time help every person in your business rewrite their job description 
and turn them into a role clarity statement. Start with yourself!

At the companion resources web page you’ll find a link to an example role 
clarity statement and some examples from my clients.

There’s also a link to McKinsey research that clearly demonstrates that an 
associated outcome of role clarity is accountability.
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3) Considerations to embrace candid and convivial communication and 
conversations in eight areas.

The key principle (for you to decide to apply in your own best way) is that candid and 
convivial communication and conversations are paramount for success in your 
personal and business life.

I've learned the hard way in my life that: Success is not so much about working hard, it’s 
more about doing the hard work. 

Communication and conversations are a critical piece of the hard work. 

Such work is made simpler by using Role Clarity Statements and Performance Possibility 
Plans (PPPs) as focusing tools. 

The eight conversations that really count

My very best clients place continued mastery of these eight conversations as a high 
priority because they know that doing so is the catalyst for sustaining optimum 
performance levels on a consistent basis. The noun conversation comes from the Old 
French word of the same spelling, meaning "manner of conducting oneself in the world." 
You’ll find that keeping this in mind is a great habit to sustain in your mastery of 
conversations.

Possible working on yourself and/or your business action 

Starting with your leadership team members, help all your employees to 
create their own PPP.

Please note: In some environments it's not practical or advisable for every 
employee to have a full PPP so there are alternative ways to embrace the 
principles. 

In one manufacturing client PPPs are captured on a business card with each 
team members improvement area captured in a few words. 

In a retail outlet there's a visual on the lunch room wall. 

There's even apps! 

We live in a world of infinite possibility.

As with all aspects of this handbook, please contact me if you’d like some help.

Refer back to the possible actions on page 40 for completing the enhancing 
their gifts component.
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1) Self-talk  is the continual conversation You have with 

Yourself that overcomes Your 'Resistance’ and engages 
the very best version of You.

“There is nothing noble in being superior to your fellow man; 
true nobility is being superior to your former self” - said 
Ernest Hemingway.

If you’re not yet familiar with the concept of resistance you’ll 
find insights at the companion resources web page (just 
under the PPP video).

2) Peer review  is the daily conversations you have with 
your peers that appreciate remarkable work and help 
everyone to be accountable.

Having focusing tools is paramount. Role Clarity 
Statements and PPP's explored previously are such tools.

3) Feedforward  is suggestions from others that provide 
insight and foresight for you to change your behaviour. 

These are far more powerful than feedback.

For more on Feedforward re-read Sparkenation 9 in my 
Changing What's Normal book and/or google Feedforward 
and Marshall Goldsmith.

4) Feedback is gifts of hindsight from others about the past 
to assist you in learning from actions taken or not.

5) After Action Reviews are structured conversations that 
appreciate what was remarkable, great, good, bad, and 
ugly about a specific action; imagine what can be next 
time; create/update PPPs in ways that reflect agreed 
personal and business behaviour changes, and stay, 
stop, start actions.
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Coaching and Mentoring

Coaching is concerned with competency: the skills needed to perform at optimum levels. 
Good coaching is about maximizing skills.

Mentoring is concerned with commitment: the will we need to perform at our best. Good 
mentoring is about maximizing will.

Recently a colleague introduced me as his mentor. I was flattered.

Later on I asked him what mentor meant to him. He said, “You help me maintain my 
attitude. You are someone I can come to when I feel I need a lift or a sounding board.”

6) Weekly Check-ins are  are short, sharp, weekly 
meetings online and/or in person where individuals and/
or teams review what's happened and what's next, and 
agree on actions and accountability for the coming week.

7) Appreciative Leaders have mentors and are being 
mentors for others. 

I am often asked “what is the difference between a coach 
and a mentor?” 

My answer is that there doesn’t need to be a difference in 
terms of labels, yet making a distinction can be very useful 
in terms of roles (see further below).

8) The majority of successful people I know are part of 
one or more master-mind groups (people mutually 
committed to each others’ success who meet regularly).

Each of the 7 conversations that really count explored 
previously are critical to successful master-mind groups.

The most successful teams are master-mind groups. Is 
yours?

Are you a member of a master-mind group with peers 
external to your business?

There are in person and online Appreciative Leader Master-
mind groups you can join. Details are at the companion 
resources web page.
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Are you a good coach and a good mentor? Your people, including your children if you are 
a parent, need you to be.

I was a fan of Cathy Freeman, the indigenous Australian sprinter and 400 metre specialist, 
long before she won Olympic Gold. I was very interested to read her biographer Adrian 
McGregor talking about her “mental delete button”. Cathy used this to block out input that 
might disturb her focus.

Good coaches and good mentors help us to block out all the things that aren’t of value to 
us in performing at our personal best.

Good Coaching requires

✓ Ability to articulate how performance should be
✓ Ability to share knowledge clearly and succinctly
✓ Ability to create diverse, fun, practice methodologies
✓ Ability to be tough yet fair
✓ Ability to challenge people respectfully
✓ Ability to separate problems from personality
✓ Ability to be general with praise and specific with criticism

Good Mentoring requires

✓ Willingness to influence others regarding the steps necessary to lift performance yet 
allow others to make their own decisions

✓ Willingness to listen more than speak
✓ Willingness to give advice but more to encourage people to find their own way
✓ Willingness to experience delayed gratification
✓ Willingness to give away hard earned wisdom

If you are an employee, take the time and spend the energy identifying your gifts and 
incorporate enhancing them into your personal and business performance plan (PPP).

Be the kind of person, as an employee, who can be coached and mentored. 

Fulfill the roles of coaching and mentoring of your fellow employees where appropriate and 
in agreement with them.

Engage in  reverse mentoring too.

Younger people providing mentoring for older people is a trend I like a lot. It means that 
regardless of your age or experience you have much value to offer other people 
regardless of their age or experience.

As an Appreciative Leader being a coach and mentor for others is a key component 
in helping others to be the best version of themselves. Please consider where each 
individual is at as you Do Your Work with them.

The diagram on the next page may assist you.
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4) Considerations to make certain all meetings are meaningful for 
participants

Embracing the principles of role clarity statements, PPP’s, and the 8 conversation areas in 
your own best way, will ultimately mean better meetings, and very soon less meetings!

I’ll address two kinds of meetings here, the corridor (informal) meeting, and formal 
meetings.

2 Possible working on yourself and/or your business actions

1) Meet with your team and discuss each of the 8 conversation areas and 
decide how you can be better versions of yourselves as individuals and a 
team in each area. Choose one area to work on each over the next 90 
days and incorporate modifications/changes you decide into your 
PPP’s.

2) Review mentoring including reverse mentoring in your business and your 
use of external mentors. What’s worth celebrating? What could better? 
Decide on one action you can implement in the next 30 days that would 
mean mentoring is having a better impact on performance than it is 
currently.
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Corridor (informal) meetings

An employee asks her boss what she should do about xyz. He tells her. Bad boss.

The good boss asks “What do you feel/think you should do.”

Most employees know what they should do. The keys reasons they don’t act according to 
their instincts are three-fold - they don’t value themselves, don’t feel valued by others, or 
they fear the consequences of failure.

The key to the corridor meeting as an Appreciative Leader is the questions you ask.

“You can tell whether a man is clever by his answers.
You can tell whether a man is wise by his questions.”

Naguib Mahfouz, Egyptian writer

Below is what I call ‘The Double A Technique’, it’s an Appreciation and Accountability 
conversation at the same time. It assumes PPP’s are in use. The track referred to is the 
person’s PPP. 

At the companion resources web page there’s a video of me having this conversation with 
a live audience. There’s also a link to further techniques using wise questions, and a great 
resource to download ‘The Great ebook of Employee Questions’ from the folk at 15Five 
that will help you to ask better questions of yourself and your employees.

The Double A Technique

Ask: “How are things going?” 

When you get a positive response:  
    
Ask: “How does that make you feel?” 
(be quiet and pay attention) 

Then say, Great, Brilliant or whatever is appropriate. 

Then ask: “Any other areas I can help you with?” 
(be quiet and pay attention) 

When you get a negative response 

Ask: “What happened?” (be quiet and pay attention) 

Then Ask: “What do you need to do to get back on track?” 
(be quiet and pay attention) 

 Then Ask: “Is there anything I can do to help you?” 
(be quiet and pay attention) 

Finally, Ask: “Anything else?” 
(be quiet and pay attention)
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Meaningful formal meetings

The 5 fundamentals for ensuring your formal meetings are meaningful are: 

1) Having an agreed start time and starting then regardless of who is in the room.
2) Having an agreed finishing time and ending the meeting then.
3) Having an agreed agenda and sticking to it.
4) Restating the purpose of the meeting at the beginning. 
5) Checking in with people at the end as to their views regarding achieving the purpose, 

and what they are accountable for next.

5) Considerations in adopting the 70:20:10 learning and development 
framework.

The key principle (for you to decide to apply in your own best way) is that the three 
primary ways that we learn and develop (our own experience, through other 
people’s experience, and through formal courses and programs), must be in 
alignment to fully enable us to bring the best version of ourselves to our work.

If you are not yet familiar with 70:20:10 please check out the links at the companion 
resources web page. There you’ll find an excellent slideshare by Charles Jennings, a link 
to an amazing toolkit, and some interesting data from DDI that disputes the ratios yet in my 
view confirms the validity of the framework.

Pictured below is slide 26 from the slideshare mentioned which is an excellent summary of 
the framework.

4 Possible working on yourself and/or your business actions

1) Call a meeting with your team solely for the purpose of reviewing the 
effectiveness of your meetings as a team. 

At the companion resources web page there’s a link to a blog post ‘How To 
Stop Wasting Time: A Guide to Effective Meetings’ I recommend you email 
the link as part of helping people to prepare for this meeting.

2) Have every team in your business conduct the above meeting.

3) Share the lessons and what change/s you’ll be making across your 
business.

4) On an ongoing basis review the techniques using wise questions at the 
companion resources web page. Reword the questions to suit your style 
and culture. Over time you’ll master corridor (informal conversations) 
which over time will lead to far less need for formal meetings.
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Often in my work with clients, I use the metaphors of the playing field and the training 
ground as pictured below, as a way to help them to adopt the 70:20:10 framework. 

Pictured is an actual client case study where their current ratios are 50:25:25 because at 
the time of writing they’re ramping up learning and development through others and 
through structured courses and programs in order to help more people be the best version 
of themselves, and therefore take their already great organisation to something better.

Like sports coaches/mentors Jamie, Marcus, and Paul, 
as leaders of the business, and myself for a time as an 
external mentor, are on the sidelines working out how we 
can help people, in their own best ways, to continually be 
the best versions of themselves. 

We then provide bespoke mentoring during breaks in 
play.

The marketplace/
workplace

(the playing field)
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Your objective in taking action in your own best way on these key execution principles is 
ensuring role clarity, performance possibility plans (PPP’s), communication and 
conversations, 70:20:10 framework adaption, quality of coaching and mentoring, and 
meaningful meetings are all in alignment, underpinned by mastery of asking great 
questions.

Do Your Work.

Of course Jamie, Marcus, and Paul, as employees are 
also on the playing field receiving mentoring themselves 
as above yet are also providing mentoring during play 
using the various conversation areas mentioned above 
and in meetings and through asking questions that we’ll 
explore shortly.

To support people’s learning & development through 
their own experience (50%), and 25% learn & develop 
through others via mentoring as explained above, we 
then provide learning & development through structured 
courses and programs (25%).

Jamie, Marcus, Paul, and other employees, as well as 
myself and other external providers, lead the courses 
and programs.

The training
ground

Jamie, Marcus, 
Paul and Ian

and the people

Possible working on yourself and/or your business action

Meet with your team and determine the appropriate ratios for you to best adopt 
the 70:20:10 framework to your current situation in ways that will add great 
value to moving from where you are to where you want to go next.

You and your people will all benefit greatly because you’ll be ensuring that 
learning and development is in alignment with all other key execution actions.
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Sparkenation 20
How will you know you’re on track 
(milestones and lead measures)?

Considerations

The key principle (for you to decide to apply in your own best way) is that in the new 
world of work only the milestones and lead measures that have meaning for people 
have value. ‘What gets measured gets done’ is only partly true.

When we detach from outcomes and follow proven processes the outcomes take care of 
themselves.

Lead measures matter much more than lag measures.

I am always slightly amused when economic growth figures and the like are released 
usually followed by fanfare.

I amused because we won’t know March quarter figures until June! as an example. It's too 
late then!

These kind of numbers are measurements of the past, often called lag measures. They tell 
us where we have been, not where we are going. I for one am much more interested in 
where I am going than where I’ve been. The past is done, over, finished. We can’t change 
the past. All we can do is learn from it.

I am yet to meet an economist, a politician, or a media person who understands this.

As an 18 year old my boss came to me one day complaining my sales were down on 
expectations. I complained I didn’t have enough prospects. He spun on his heels and left 
my office only to return 5 minutes later with a phone book. Slamming it down on my desk 
he said “There are plenty of prospects in there!” He then went on to explain to me that all 
the prospects in the world matters little unless they are qualified. He further explained that 
qualified prospects was a lead measure meaning if I had a certain number at any given 
time I would almost be guaranteed the number of sales I needed. I could increase the 
likelihood of sales even more he told me if I kept appointments (another lead measure) 
with a certain number of qualified prospects every week.

My boss was right, and understanding lead measures matter more than lag measures has 
stood me in good stead all my life. It means I am never worried about or in fear of the 
future providing I am doing what I know works for me in the now.

The world right now is attached to outcomes or lag measures. The economy is an 
outcome. Profit is an outcome. What really matters is process. Follow the right processes 
and the right outcomes are almost an automatic result.

Achieving milestones matters. Milestones is another way of looking at lead measures. 

A key to your success will be making sure that measuring doesn’t become more 
important than being and doing, because then the meaning behind the measuring 
will be lost. 
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In the early days of my corporate career in the 1970's there was an obsession with 
'management by objectives' (MBO), a Peter Drucker concept he introduced in his 1954 
classic book 'The Practice of Management'. There was a lot right about Drucker's idea:

“Each manager, from the “big boss” down to the production foreman or the chief
clerk, needs clearly spelled-out objectives. These objectives should lay out what
performance the man’s [sic] own managerial unit is supposed to produce. They
should lay out what contribution he and his unit are expected to make to help
other units obtain their objectives. […] These objectives should always derive
from the goals of the business enterprise. […] Managers must understand that

business results depend on a balance of efforts and results in a number of areas.
[…] Every manager should responsibly participate in the development of the

objectives of the higher unit of which his is a part. […] He must know and
understand the ultimate business goals, what is expected of him and why, what

he will be measured against and how (Drucker 1954, pp. 126-9).”

The trouble with MBO in my experience was that the measuring became more important 
than the doing, and the meaning behind the measuring got lost.

Not a lot has changed in many businesses today where the obsession with data means 
'analysis paralysis', and the right intention of having measurements that are meaningful for 
people has been forgotten or ignored.

Another edict that was prevalent in my early days (and still is in some workplaces today!) 
was the concept 'what gets measured gets done.' Ruth Henderson, one of the Founders of 
Whiteboard Consulting Group Inc., makes 4 great recommendations about this concept, 
and meaningful measuring in general, in a Forbes article that you’ll find a link to at the 
companion resources web page.

Her recommendations:
1. Understand the difference between a measure and a metric.

2. Understand the difference between an Outcome metric and a Performance metric.

3. Figure out what you want to know before you start measuring things.

4. Design your report to tell a story.

‘The Balanced Scorecard’ book by Robert S. Kaplan and David P. Norton, published 20 
years ago, put forward a key premise for creating measurements of performance that are 
meaningful for people, that of measuring the intangible being just as important as 
measuring the tangible. I value the book and it's insights.

I've observed a myriad of 'balanced scorecards' in operation in businesses. Sadly most fail 
because of too many moving parts, and the same problem I encountered with MBO is 
evident i.e. the measuring has become more important than the being and doing, and the 
meaning behind the measuring therefore is lost.
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Your objective in taking action in your own best way on the key principle that in the new 
world of work only the milestones and lead measures that have meaning for people 
have value, and ‘What gets measured gets done’ is only partly true, is determining 
and only using metrics that matter.

Do Your Work.

Possible working on yourself and/or your business actions

Embrace Ruth Henderson's 4 recommendations described on the previous 
page in your own best way.

Begin by ensuring that you fully understand the difference between 
measures and metrics, then start with number 3., then focus on 
performance metrics (lead measures), and finally excel at number 4 i.e. 
visuals that tell a story.

A strong recommendation is that you work with individuals and help them to 
focus on no more than 3 lead measures per quarter that are in alignment with 
their personal goals as well as those of your business. Incorporate these 
into Role Clarity Statements and PPP’s.

The founder of Buy One Give One Masami Sato's Impact Score is a fine 
example of the power of a visual to tell a meaningful story. Verne Harnish’s 
take on lead measures and visuals is also well worth investing your time. 
There’s a link to both these at the companion resources web page.

When the above is in place milestones and lead measures can become rituals 
or routines, or as Derek Mills calls them ‘standards’. Such is the realm of high 
performance cultures. 

There’s a link to more from Derek and you can also download a one-page 
rituals document from which you can create your own at the companion 
resources web page.
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Sparkenation 21
How will you behave along the way (culture and values)?

Considerations

The key principle for you to decide to apply in your own best way is that behaviour 
determines your culture.

The best definition of culture that I’ve come across is

“Culture is what it means to be human here.
(‘Here’ being wherever you are referring to when talking about a culture.)”

Michael Henderson, Corporate Anthropologist

The starting place is seeing yourself and every person in your business as the remarkable 
one-of-a-kind human being that each of us is, and then behaving accordingly.

For each of your values do you have agreements with your employees, customers, and 
other stakeholders as to how each value is lived behaviourally?

Respect is one of the values that I see on walls everywhere. Apparently it's one of the key 
values of the Mafia! What really matters is how respect is lived.

Below are three of the behaviours for respect of one of my clients:

- We communicate candidly and courteously with each other and with everyone associated 
with our business.

- We listen to and consider everyone's views and contributions and proceed when we have 
reached shared-view about the way forward.

- We work diligently to understand how others wish to be treated and act accordingly.

Having agreed behaviours for your values humanises your workplace which is a key to 
ensuring you have the culture you desire.

Over time as people live agreed behaviours “vuja de” will happen in your organisation.

When you’re doing something that you’ve done many times before, and this time you feel 
as if you’re experiencing something completely new, it’s called vuja de.

More about vuja de at the companion resources web page.

I believe vuja de is a key to co-creating and enhancing a culture in your workplace 
because it helps to overcome scepticism and cynicism and leads to more people feeling 
valued, living values, and delivering value to others that they demand, desire, and feel that 
they deserve.  

People feeling valued, living values, and delivering value are keys to success in the new 
world of work. I believe these are an outcome of applying the appreciation principle in your 
own best way.
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“The deepest principle in human nature is the craving to be appreciated.”
William James

The more fully you appreciate and get the best out of yourself and other people, the more 
leaders and corresponding accountability you'll have in your business, the better your 
business results will be, and at less personal cost.

4 Possible Working On Yourself and/or Your Business Actions

1) With your employees develop a one page promise for your 
organisation. You’ll find mine at the companion resources web page.  
Even better describe it in a paragraph like Nordstrom, the US department 
store which you can also view from the web page.

2) Align your values with this promise by determining behaviours for all 
your values. I suggest creating drafts for each with a cross-section of your 
employees and then putting these on a intranet site for comment and input 
and then finalise and distribute to everyone.

3) Include a statement about the living of these behaviours in Role Clarity 
Statements, PPP’s, employee and other stakeholder contracts, and visual 
scorecards.

4) Action 4 is on the next page
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Your objective in taking action in your own best way on the key principle that behaviour 
determines your culture, is buy-in to the behaviours of your values, and ensuring the 
quality of your appreciation and accountability conversations.

Do Your Work

4) Change Management (literally!)

There's one big barrier in the way of progress in many businesses. Remove 
it and you'll not only improve performance, you'll do so with less personal 
cost to you and other people that's normally associated with doing so. 

The big barrier is managers who believe they need to be in command and 
control everything.

Now don't get me wrong, there's a place for command and control; your 
building's on fire, you're supervising a group of children at the swimming 
pool, and lots of other situations like these. In the modern successful 
workplace though command and control is gone. In remarkable workplaces 
there's no managers. There is management.

Management is the practice of ensuring it's simple for people to deliver 
value. 

Suggested action you can start taking today to stop being a manager 
and let people get on with management.

Systematically over time, and with the people who are doing the work, 
review all your processes, policies, procedures, practices, and systems 
(PPPPS's) and change them if they don't mean it's simple for employees to 
deliver value to each other, your customers/clients, and all the stakeholders 
of your business.

If you'd like further inspiration to Stop Being A Manager and Let Your People 
Get On With Management, watch Jason Fried's TEDx talk 'Why Work 
Doesn't Happen At Work' and/or Ricardo Semler’s TED talk 'How to run a 
company with (almost) no rules'. There’s links to both these videos at the 
companion resources web page. 

There might be some further insights for you in my recent short 
conversation with leading entrepreneur and CEO of AirShr Phil Hayes-St 
Clair about scaling culture which you will also find at the web page.
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Should you not wish to complete the diagnostic below in this handbook, please go to the 
companion resources web page and download it.

Sustaining Shared-view In Seven Areas of Significance Where The Most 
Successful Leaders Standout diagnostic

Please place an X where you feel that your team as a whole is now (Good, Great or 
Remarkable) and a ✔ where you believe you need to move to

Then in the actions section summarise the actions you will take in priority order starting 
with the 3 that will be your focus for the next 90 days.

Keys to being an Appreciative Leader 
i.e. fully appreciating and getting the best out of 

yourself and other people

Sustaining shared-view with team members in 
these seven areas of significance

is foundational to achieving better business results 
at less personal cost

Good
i.e. basic 

standards of 
performance are 
being achieved

Great
i.e. above 

average; better 
than basic

Remarkable
i.e. 

“conspicuously 
extraordinary”

1. Where we are now (reality) (what is) (non 
biased appreciation of the remarkable, the great, the good, 
the bad, and the ugly)

2. Where we’re going (possibility) (what can be) 
(Idealistic yet pragmatic articulation of our Dreams|Goals|
Ambitions)

3. Why we’re going there (purpose) (our reason for 
being in business, how we’re creating more leaders, and 
fulfilling #1. role of leadership i.e. unleashing and 
enhancing people’s gifts)

4. How we’ll get there (strategy) (ability to describe 
our strategy in a single sentence, and everyone’s buy-in to 
it)

5. Who will do what and when (execution) (roles, 
plans, communication and conversations, 70:20:10 
framework adaption, quality of coaching and mentoring, 
meaningful meetings)

6. How we’ll know we’re on track (milestones, 
lead measures) (how well we determine and use the 
metrics that really matter to us)

7. How we’ll behave along the way (culture and 
values, and processes*) (buy-in to the behaviours of 
our values, and the quality of our appreciation and 
accountability conversations)
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*processes also means policies, procedures, practices and systems.

I recommend that you reevaluate using the above diagnostic every 90 days.

Another way to sustain shared-view in the seven areas of significance is to use the 
momentum process from page 24 and pictured below.

Do Your Work.

Actions we must take in the next 90 days in priority order

1. 
2.
3.

Keys to being an Appreciative Leader 
i.e. fully appreciating and getting the best out of 

yourself and other people

Sustaining shared-view with team members in 
these seven areas of significance

is foundational to achieving better business results 
at less personal cost

Good
i.e. basic 

standards of 
performance are 
being achieved

Great
i.e. above 

average; better 
than basic

Remarkable
i.e. 

“conspicuously 
extraordinary”

Appreciate
1. Where are you now (reality)?
Imagine
2. Where are you going (possibility)? 
3. Why are you going there 

(purpose)?
Create
4. How will you get there (strategy)?
5. Who will do what and when 

(execution)?
Leap
6. How will you know you’re on track 

(milestones and lead measures)?
Momentum
7. How will you behave along the way 

(culture and values)?



�66

Part 4. The 8 roles Appreciative Leaders play remarkably well

1. Foundation Role - Maverick Thinker
2. Intention Role - Maestro of gift/talent enhancement
3. Pivotal Role - Mentor for the motivated/disrupter for the demotivated
4. Focus Role - Magnifier of magnificence
5. Authenticity Role - Connoisseur of candour
6. Traction Role - Story-sharer of significance
7. Credibility Role - Exemplar of execution
8. Purpose role - Disruptive influence for good
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Sparkenation 22
Foundation Role of The Appreciative Leader 

- Maverick Thinker

Considerations

The key principle (for you to decide to apply in your own best way) is that the most 
successful people understand conventional wisdom isn’t always wise, and therefore 
think differently.

The Steve Jobs narrated version of Apple’s Famous “Think Different” Ad is my favourite. 
You can watch it via the link at the companion resources web page.

“Here’s to the crazy ones. The misfits. The Rebels. The Troublemakers. 
The round pegs in the square holes.
The ones who see things differently.

They’re not fond of rules.
And they have no respect for the status quo.

You can quote them, disagree with them, glorify or vilify them.
About the only thing you can’t do is ignore them.

Because they change things. They push the human race forward.
And while some may see them as the crazy ones, we see genius.

Because the people who are crazy enough to think
they can change the world, are the ones who do.”

Mavericks - misfits, rebels, troublemakers, radicals, dissenters, disrupters, heretics, non-
conformists, contrarians, the label doesn’t really matter, think differently.

In what areas of your life is your thinking out of sync with who you want to be? What 
change/s will you make today?

In what areas of your business is the status quo (normal) no longer serving you or your 
stakeholders? What change/s will you make today?

In what areas of your life and/or work does stupidity or idiocy have a hold? 

What change/s will you make today?

Someone said that the definition of stupidity is

“Expecting a different result
by continuing to do the same old thing.”

Someone else said that the definition of idiocy is

“Doing something different
and still getting the same result.”

Crucially in what areas of your life and/or work are you trying to solve problems or 
overcome challenges using the same thinking that created them in the first place? 
What change/s will you make today? 
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How will you think like a Maverick?

“We cannot solve our problems
with the same thinking we used

when we created them.”
Albert Einstein

Your objective in taking action in your own best way on the key principle that the most 
successful people understand conventional wisdom isn’t always wise, and therefore 
think differently, is that you’ll think like a rebel, radical, dissenter, disrupter, heretic, non-
conformist, contrarian in all aspects of your life.

Do Your Work.

2 Possible Working On Yourself and/or Your Business Actions

1) Make a list of people who think differently like I have done on Pinterest. 

You’ll find a link to my list at the companion resources web page.

How could you emulate how your heroes think in your own best way?

“Outstanding people tend to be maverick, not mainstream.”
Alan Weiss 

2) Read Alan’s ‘Million Dollar Maverick’ book and the book that began my 
maverick thinking journey ‘Maverick’ by Ricardo Semler. There’s a link to 
both these books at the companion resources web page.

What jumps out at you from both these books about being the best version of 
yourself. What quantum leap will you take next to be a better You?
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Sparkenation 23
Intention Role of The Appreciative Leader 

- Maestro of gift (talent) enhancement

Considerations

The key principle (for you to decide to apply in your own best way) is that when you 
fulfill this role more people will be doing what they love in the service of people who 
love what they do, and you’ll have more time and energy to do the same yourself.

When I left school my prospects for a happy and prosperous life were slim at best.

You can find out why this was my plight by reading Sparkenation 2 in my Changing What’s 
Normal book, and/or by viewing the 12 minutes 57 seconds ‘You’re Special’ via the 
companion resources web page.

This defining moment in my life introduced me to a principle I later discovered was from 
Goethe, the great German philosopher. 

My first boss in the corporate world saw me as I could become, not as the least most likely 
to succeed person that many believed (including myself) I was.

To paraphrase Goethe, “when we see people as they are, they get worse. When we see 
people as they can be, they get better.”

I have held this principle in my heart from that moment and have learned to apply it in my 
own best way. You can too!

3 Possible Working On Yourself and/or Your Business Actions

1) Gather with your team and dig deeper into gift enhancement by listening to 
my interview with Gihan Perera and my conversation with Jim Cathcart. You’ll 
find these at the link at the companion resources web page.

2) Undertake with your team the Appreciating What Is and Imagining What Can 
Be Exercises just on this area of enhancing gifts and make modifications to 
how you work.

3) Consider the personal change journey previously referenced and pictured 
again on the next page, with your team, the insights from four of my heroes 
that inspired it, and then discuss your performance in regards to each 
statement underneath. Update your PPP’s and share these with each 
other.
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In an excellent previously recommended book ‘The Element - how finding your passion 
changes everything’, Ken Robinson says about the element “the place where the things 
we love to do and the things we are good at come together.”

“Follow your bliss.” Joseph Campbell in ‘Hero of a thousand faces’

“Autonomy: the urge to direct our own lives.
Mastery: the desire to get better and better at something that matters.
Purpose: the yearning to do what we do in the service of something larger than ourselves.”
Daniel Pink in Drive - the surprising truth about what motivates us

“Do what you love,in the service of people who love what you do.”
Steven Farber in ‘The Radical Leap’

There’s links to the above books at the companion resources web page.

Can Do

I am using the most important things I know in my work.
I get to use my skills daily.
I can express my expertise freely and openly.
I know my limitations and what I still need to learn to be remarkable.

Will Do

I maintain a great attitude to my life and work.
I work weekly for a least one cause great than myself.
I am disciplined in turning feelings and thoughts into action.
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I can articulate how what I do differentiates me from others.

Love to do

I am very clear on what my purpose in life is.
People who know me know what I’m passionate about.
I can articulate what makes me joyful in a few sentences.
I can express my art (what comes naturally) in many different ways.

People who love what I do

I see serving others as the easiest way to meet my own needs.
I help other people achieve what is important to them.
I know precisely how I help other people to solve their problems.
I offer a myriad of solutions that can help others to overcome their challenges.

Your objective in taking action in your own best way on the key principle that when you 
fulfill this role more people will be doing what they love in the service of people who 
love what they do, and you’ll have more time and energy to do the same yourself, is 
you’ll see people as they can be rather than as they are, and help them every day to bring 
their best to their work through enhancing their gifts.

Do Your Work.
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Sparkenation 24 
Pivotal Role 

- Mentor for the motivated/disrupter for the demotivated

Considerations

The key principle (for you to decide to apply in your own best way) is that employee 
engagement is often the simple yet profound consequence of ensuring people are 
not deprived of appreciation and the opportunity to be accountable.

Broadly speaking I find that there are three kinds of people in the workplace:

The happy being miserable are demotivated and disengaged people. You view them as 
people fearing change, and/or having a cynical attitude towards change. You feel these 
folk are your chief change resisters.

The happy being mediocre are fence sitters. They do their work, yet often not to the best 
of their ability. You view them as fearing change, and/or being sceptical about change. 

These people are neither engaged or disengaged which represents a great opportunity for 
any business where this group is the majority. This could be you, given that surveys by 
Gallup, Towers Perrin and many others, over decades show us, most people in most 
organisations are neither disengaged or engaged. 

My guess is that you’re investing most of your time, energy, and money with the 
disengaged or the neither disengaged or engaged. 

The good news about the happy being mediocre is that they’re open to persuasion, and 
they’ll go along with change when they can see the benefits for them.

The happy being magnificent are motivated and highly engaged people. By engaged I 
mean consistently bringing their very best to their work every day. These folk love change 
and create change.

Often the solution bandied about for increasing employee engagement is a so-called ‘war 
on talent.’

In my view there’s simply no need for a war on talent.

All war is a waste, particularly an unnecessary waste of human life. 

And a ‘war on talent’ I think is a chronic waste of time, energy, and money, particularly 
when what is spent is usually on the few rather than the many.

The phrase ‘war on talent’ was introduced by some McKinsey consultants in the late 90’s.  
The poster child was Enron. Enough said!

Where are you investing?  Are you focusing on the few or on the many?

A great example of focusing on the few is CEO salaries.   In several companies such 
salaries are several hundred times that of the lowest paid employee.  Nobody is worth that 
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much more.   The CEO role is important for setting direction and strategy and for many 
other reasons.  What really matters though is execution.  

In my view the most value is in execution and therefore every employees role is vital and 
valuable.   Your focus should be on enhancing everyone’s talent.   Doing so, as I have 
previously suggested is the number one role of leadership.

An old adage says that a champion team will usually beat a team of champions.  We need 
to be paying more attention to this in our organisations.   Sadly though what we have a 
tendency to do is - reward the so-called talent, the top performers, beat up on the average 
performer, and threaten the non-performers!

The magic is in the middle as depicted in the following diagram.

The Corporate Leadership Council 2004 survey of 59 organisations and 50000 employees 
blew my mind. It’s findings “13% of employees actively disengaged from their work, 11% of 
employees fully engaged in their work, 76% of employees open to persuasion through 
increased emotional commitment.” It was the 76% figure and the words ‘open to 
persuasion’ that blew my mind.

Guess what? Despite billions of dollars being spent on employee engagement nothing 
much has changed.The 2012 Towers Watson Global Workforce Study involving 32,000 
workers found that nearly two-thirds (65%) are not highly engaged.

There is a great opportunity for you by focusing your work on the majority of your people, 
those ‘open to persuasion’ (neither engaged or disengaged).   A key factor in helping my 
clients to dramatically improve performance, and the bottom line as a consequence, is to 
work on improving the majority of people’s performance not just a few.

I always read with interest the New World of Work newsletter from the great people at 
Tomorrow Today that has a link at the companion resources web page.

The following in their September 28th 2012 issue caught my attention:

“It seems amazing, but many businesses still don’t understand the positive impact 
engagement can have on their bottom line. For example, various recent studies have 
found:
- that the most engaged companies have 5 times higher total shareholder return over 5 
years than the least engaged companies (Kenexa)
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- that companies with high levels of engagement outperform the stock market index and 
post shareholder returns 22% higher than average. (Aon Hewitt) Yet Gallup still reports 
that 71% of employees are disengaged.”

The magic is in the middle.  

Are you engaged in a so-called war for the so-called top people? or are you focusing on 
helping the majority of your people do a little better?   Do the math. If 10 percent of your 
people improve one percent how does that compare to between 51% and 76% of your 
people improving one percent? As I find myself suggesting a lot to my clients. When 
everyone improves a little, we all improve a lot.

There is a body of work around that is suggesting talent is overrated and that consistent 
effort in the right areas is what matters.  Malcolm Gladwell in his book Outliers, talks about 
how most successful people are so by putting in 10,000 hours of work.   In Talent is 
Overrated: what really separates world-class performers from everybody else, Geoff 
Colvin talks about ‘deliberate practice’.

I believe lasting success is about talent and effort.

If you are engaged in a ‘war on talent’ I suggest you stop today. It’s a chronic waste of 
time, energy, and money.   Instead invest in enhancing the gifts/talents of your average 
performers, more than likely the majority of your workforce.  The magic is in the middle! 

A key is ensuring no person in your organisation is deprived of appreciation or the 
opportunity to be accountable. I’ve found such deprivation to be the major underlying 
cause of people being miserable or mediocre.

3 Possible Working On Yourself and/or Your Business Actions

1. Debate the 3 questions below in a candid and convivial way with your 
team. Don't leave the room until you all agree on what your answers mean 
behaviourally, and what the consequences will be for anyone (including you) 
who betrays agreements.

What does it mean to fully appreciate and get the best out of ourselves and 
other people every day?

What does it mean to be responsible for, and answerable to, our actions and 
behaviour (accountability) every day?

How do the aspirations we are striving to achieve every day as a business, 
help our employees, customers, and other stakeholders to achieve their 
aspirations too?
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Your objective in taking action in your own best way on the key principle that employee 
engagement is often the simple yet profound consequence of ensuring people are 
not deprived of appreciation and the opportunity to be accountable, is you’ll 
continually prevent and remove barriers in the way of optimum performance and let people 
loose within agreed boundaries, as well as being a master of accountability conversations.

Do Your Work.

2. Review the regularity & effectiveness of your appreciation and 
accountability conversations

Are you using the appreciation and accountability questions provided on 
page ? using people’s PPP’s as the focusing tool? If not, now is a great time 
to begin! 

If you have begun to use these questions and the others suggested, in your 
own best way, then now is a good time to reflect on the outcomes of doing 
so and to determine what modifications you can make to be and do even 
better.

3. Important. Never overlook your work as a mentor for the 
magnificent, your highly engaged people.

We all need mentors who regularly have appreciation and accountability 
conversations with us. Such conversations are key to retaining your very 
best performers.

The happy being magnificent also love to be mentors. Give them the space 
and the learning and development to be mentors.

See and treat your highly engaged people as peers. Doing so is a key to 
leading for leaders.
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Sparkenation 25 
Focus role - Magnifier of Magnificence

Considerations

The key principle (for you to decide to apply in your own best way) is that when your 
focus as an Appreciative Leader is on catching people doing the right thing, more 
people will do more of what’s right.

Bad bosses are always trying to catch people doing the wrong thing. It’s a nasty hangover 
from command and control management which has zero place in the modern world unless 
it’s in matters of life and death.

Some bad bosses are even on the look out for chastising people who are doing what’s 
right and the right thing, just not in the way/s the boss arrogantly thinks is best.

Being an appreciative leader is how you, moment by moment, express genuine 
appreciation and gratitude when one of your fellow one-of-a-kind human beings is being 
the best version of themselves, a consequence of which is doing the right thing.

5 Possible Working On Yourself and/or Your Business Actions

1. Discuss with your team and decide how you could better include your 
personal effectiveness and efficiency as a key topic in all key conversations 
(self-talk, peer review, feedforward, feedback, after-action-reviews, weekly 
check-ins, mentor moments, and as you seek the master-mind in your team 
and in external master-mind group/s).

“Efficiency is doing the thing right.
Effectiveness is doing the right thing.”

Peter Drucker

2. Discuss with your team and determine better ways to more systematically 
review and update your processes, policies, procedures, practices, and 
systems (management) so that it’s simple for people to do the right thing.

3. Ask all team leaders in your organisation to meet with their team members 
and come up with 3 innovative ways (never been done before, change that 
adds value) of catching people doing the right thing.
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Your objective in taking action in your own best way on the key principle that when your 
focus as an Appreciative Leader is on catching people doing the right thing, more 
people will do more of what’s right, you’ll be a master of appreciation conversations and 
praising people for their behaviours. And, you’ll be co-creating a culture where people feel 
valued.

Do Your Work.

Have some fun with action 3. Run a competition. Do something different. 
Don’t do a survey! Implement the best ideas as chosen by employees.

4. Ask your team members to read the book ‘Everybody Matters - The 
Extraordinary Power of Caring for Your People Like Family’. There’s a 
link to this book at the companion resources web page. Agree together 
on how you can apply the insights from this book in your own best way 
and get going.

5. Live the platinum rule

“Treat others the way they want to be treated.”
Dr. Tony Alessandra

As Tony says “The focus of relationships shifts from "this is what I want, so 
I'll give everyone the same thing" to "let me first understand what they 
want and then I'll give it to them."
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Sparkenation 26 
Authenticity role - Connoisseur of Candour

Considerations

The key principle (for you to decide to apply in your own best way) is that candour 
precedes creativity and innovation beyond your wildest dreams.

A Connoisseur ("A person with expert knowledge or training, a person of informed and 
discriminating taste") of candour says what she means; means what he says; speaks up - 
speaks out; is prepared to be vulnerable by naming elephants in the room; and is never 
guilty of wilful blindness.

13 Understandings and actions I’ve observed about Appreciative Leaders who 
communicate and converse with candour and in convivial ways.

1) Appreciative Leaders understand that communication has occurred when two or more 
people have reached a shared view regarding the way to move forward together, or not. 

Appreciative Leaders equally understand that communication is never one way. They fully 
understand that communication is not information sharing, sound bites, tweets, LinkedIn or 
Facebook updates, or any social media posts, advertising or press releases.

2) When communicating and conversing, Appreciative Leaders understand the why factor, 
i.e. they fully understand why their message will really matter to the receiver/s. 

For more on this read, a post by Colin James which you will find a link to at the companion 
resources web page.

3) Appreciative Leaders are Star senders and not black holers.

Typically stars are messages that promote the high self esteem of receivers and the 
likelihood of personal best performance. Examples are enthusiastic greetings, smiles, 
recognition/appreciation of effort and achievements, genuine compliments, including 
people, putting yourself out for others, asking someone else for advice, showing genuine 
interest.

Typically black holes are messages that mean a likely drop in self esteem and the 
corresponding drop in personal performance. Examples are not saying hello or greeting 
people as though they barely exist, not saying thank you, not recognising/appreciating 
other peopleʼs efforts, claiming the credit for someone elseʼs work, ignoring or excluding 
people, putting people down, criticising as opposed to providing requested feedback and 
feedforward, thinking your way is the only way and demonstrating this in your behaviour, 
having a closed mind.

4) Before sending any verbal (face to face, voice mail) or written message, Appreciative 
Leaders check intention to ensure they have a shared outcome with the receiver/s in mind.

5) After sending verbal or written messages, Appreciative Leaders check in with the 
receiver/s to ensure the effectiveness of their message.
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6) When receiving messages from others Appreciative Leaders ensure their intention is to 
understand the senders perspective and not to judge it or be prejudiced against it.

Appreciative Leaders understand that the purpose of listening is simply to fully understand 
the senders view.

Appreciative Leaders listen to what the other person is saying (content), what they are 
making that mean (concept), and what that is really about (context). For more on this 
check out the piece by Matt Church which you will find a link to at the companion 
resources web page.

7) Appreciative Leaders share stories other people can see and feel themselves in. Self-
depreciating humour is common in these stories.

8) Appreciative Leaders share their feelings. They say I feel ... often. They also make it 
clear when they are sharing their opinion and what they believe to be a fact.

9) Appreciative Leaders say what they mean and mean what they say in ways that there's 
never any doubt about the message. Spin is a "sin" Appreciative Leaders never commit.

10) Appreciative Leaders confront BS and help people to humanely remove warts, 
skeletons in closets, and elephants from boardrooms, offices, factories and shops. They 
do so in convivial ways i.e. they're cordial, cheerful, friendly, good natured and good-
humoured.

11) Appreciative Leaders are experts at optimum communication i.e. they have such 
powerful and highly valued relationships with people that often all that is needed is an 
exchange of looks, e.g. How do I know that my wife is ready to go home even though she 
is on the other side of the room? Answer: It's just her look, followed by my look of 
acknowledgment!

12) Appreciative Leaders are continually honing their presentation and public speaking 
skills by attending classes, working with coaches and mentors, and practicing their craft so 
that they can be spontaneous and inspirational in all situations.

13) Appreciative Leaders engage every day with others in candid and convivial 
conversations with people about performance in ways that people feel appreciated when 
they do well, and how to be accountable when performance is less than agreed it will be.

4 Possible Working On Yourself and/or Your Business Actions

1. Together with your team watch the TED talk ‘Dare to Disagree’ by Margaret 
Heffernan, author of the wonderful book ‘Wilful Blindness’. You’ll find the 
TED Talk and a link to the book at the companion resources web page.

Decide how you will have more candid and convivial conversations, 
particularly when there is difficulty, conflict or disagreement.
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2. Decide how you will encourage and enable the naming of ‘elephants in the 
room’

Most of what could be better about an organisation is known yet unsaid (it is 
said underground and away from the organisation). 

The outcome usually is relief and very quickly elephants are humanely 
removed. Soon creativity and innovation happen. Often the reaction is why 
was this not spoken about before?

Taking this action is a key to unleashing creativity in your organisation.

3. Ask members of your leadership to team to read Ed Catmull’s book 
‘Creativity Inc’. You’ll find a link to this book at the companion resources web 
page.

Decide together the next action you will take together to build more of a culture 
of candour.

“Creativity has to start somewhere, and we are true believers in the power of 
bracing, candid feedback and the iterative process-reworking, reworking, and 
reworking again, until a flawed story finds its through line or a hollow character 
finds its soul.”
Ed Catmull, co-founder of Pixar and President of Walt Disney and Pixar 
Animation Studios, in Creativity, Inc.

4. Decide how you’ll best embrace the concept of ‘radical candorTM’

Radical candor is a wonderful concept from Kim Scott. It means we can 
care personally for others so much that we can challenge them directly. 

Study radical candor via the links at the companion resources web page 
and decide how you’ll embrace it in your own best way.
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Your objective in taking action in your own best way on the key principle that candour 
precedes creativity and innovation beyond your wildest dreams is you’ll say what you 
mean and mean what you say; you’ll speak up and be vulnerable by naming elephants in 
the room. And you’ll never guilty of willful blindness.

“Telling the truth and making someone cry 
is better than telling a lie and making someone smile.”

Paolo Coelho 

Do Your Work.



�82

Sparkenation 27 
Traction role - Story-sharer of Significance

Considerations

The key principle (for you to decide to apply in your own best way) is that to sustain 
positive momentum in your business as many people as possible must be inspiring 
sharers of stories that other people feel themselves in.

“Two young goldfish were swimming along when they met an older fish, who said, 
‘Morning, boys. How’s the water?’ 

One of the young goldfish looked over at the other and said, ‘What the hell is water?’.”
novelist David Foster Wallace

Stories can be very short. They often illustrate how the most important realities are often 
hardest to see.

The most successful leaders have been mastering the art of sharing stories since the 
beginning of time.

It’s been said that stories are the fabric of culture. I couldn’t agree more.

I was blessed that my parents, grandparents, and many of my relatives told great stories, 
and so it was natural that I would become a story-sharer myself. I still pinch myself though 
that I’ve made a living out of doing so for 25 years!

You don’t have to become a professional, however, you do have to be able to share stories 
well in order to be a highly successful Appreciative Leader.

“The best story isn’t my story or your story; the best story is our story.” says Mark Sanborn.

Therefore the best stories we tell are those other people recognise themselves in. 

The best stories tell us what is and what can be and inspire us to go there.

Decide you’ll become the best story-sharer you can be, and make it simple for everyone 
else to become the best story-sharers that they can possibly become.

On the next page are my top four suggestions for doing this.
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Your objective in taking action in your own best way on the key principle that to sustain 
positive momentum in your business as many people as possible must be inspiring 
sharers of stories that other people feel themselves in, is to be a role model story-
sharer.

Do Your Work.

4 Possible Working On Yourself and/or Your Business Actions

1) Read Joseph Campbell’s book ‘The Hero With A Thousand Faces”. It’s all 
about what he calls the ‘mono myth’, the single story that is in every culture. 
Understanding this story, often referred to as ‘The Hero’s Journey’ is 
fundamental to understanding why stories are so powerful.

There’s a link to this book at the companion resources web page.

2) Ensure you have a physical and/or electronic library people have easy 
access to in your workplace. At the link above are links to 7 further must 
read books and my full recommended reading list. You might include my 
conversation with Andrew Griffiths that you’ll see at the link in your library.

3) Watch the best speakers in action and emulate what they do in your own 
best way. The TED website makes this easy. I recommend beginning with 
Nancy Duarte’s TED talk and adopting her great structure. You’ll find her 
talk at the companion resources web page.

My favourite speech is Martin Luther King Jr.’s ‘I have a dream.’ I’ve 
watched it 100’s of times and learn something every time.

4) Invest in your communication, presentation and story-sharing skills and 
those of other people. You can join a Toastmasters, Rostrum, or similar 
Club, and/or engage with well credentialed mentors or coaches, so that 
stories and their sharing become central to your culture. I’d recommend 
using members of the Global Speakers Federation who have members in 
15 countries. Google people and sign-up for their newsletters to get a feel 
for who might be best for you.



�84

Sparkenation 28 
Credibility role - Exemplar of Execution

Considerations

The key principle (for you to decide to apply in your own best way) is that people 
emulate the behaviours and actions of the leaders who walk their talk.

41 years ago I moved with my then young family, to a place we'd never been to before to 
begin my first assignment as a Branch Manager. There were two staff members and me in 
the spacious office in one of the town's three major streets. A little over 20,000 people lived 
in the area at the time.

Initially I flew there with my boss. On the plane he gave me pieces of advice that I applied 
initially because I didn't know any better and wanted to impress my boss. My application of 
his advice, albeit very tentatively in the beginning, became critical to my success in the 
corporate world and have remained so ever since.

"This is your great opportunity to fulfill your promise." he told me.

"While you're getting the best out yourself, help Sue and Bill (my staff members) to fulfill 
their promise too." he said.

Then my boss told me "Think very carefully before you promise anyone anything. Once 
you've made a promise, always keep it."

The better I got at fulfilling my promise and keeping my promises the more other people 
did the same.

At the companion resources web page there are two short videos about Fulfilling 
your promise for your further consideration.

In every aspect of life there are:

People who’ve heard the talk, don’t believe it, and therefore don’t walk the talk.

Then there’s those folk who’ve heard the talk, believe it, but don’t walk the talk. 

And then there’s people who’ve heard the talk, talk the talk, but still don’t walk the talk. 

Always be a leader who walks your talk.

People will emulate you and very soon more people will be leading and being 
accountable in your business.
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“Discipline is the bridge between thought and accomplishment.”
Jim Rohn

Your objective in taking action in your own best way on the key principle that people 
emulate the behaviours and actions of the leaders who walk their talk, is to be an 
exemplar of execution.

Do Your Work.

7 Possible Working On Yourself and/or Your Business Actions

1. Ask your team members for feedback on how they rate you as a doer of 
what you say you will, and then ask them for feedforward in the areas you 
choose to improve.

2. Every time you deliver on a promise, give credit where it’s due and show 
appreciation to those who helped you to achieve the success.

3. When other people deliver on their promises praise them in public and show 
appreciation to them when they give credit where it’s due and have showed 
appreciation to others.

4. If you don’t have a process for making major decisions in your business, 
create one today. Call me on +61 418 807 898 if you’d like a template to get 
you started. There are two major reasons why decisions don’t get executed. 
Firstly people are unable to see how the decision was arrived at, and 
therefore won’t act on the decision in their own best way. Secondly people 
are unclear on what they’re accountable for.

5. Ensure that what people are accountable for is crystal clear in their role 
clarity statement and performance possibility plans (PPP’s).

6. Ensure you’re being a role model by fulfilling your role as described in your 
own role clarity statement and that you, by your actions, are exemplary in 
fulfilling your own PPP. My conversation with David Penglase about 
commitment may help you in being a role model. You’ll find this 
conversation at the companion resources web page.

7. Regularly review the effectiveness of your After Action Reviews.
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Sparkenation 29 
Purpose role - Disruptive influence for good

Considerations

The key principle (for you to decide to apply in your own best way) is that you’re being 
the change you wish to see in the world. The question is How great is the difference 
you’re making?

“Leadership is about influence, nothing more, nothing less.”
John Maxwell

I believe leadership is only partly about influence, yet it’s a large part. 

A key question I ask is “Influence to be or do what exactly?

As a teenager I struggled greatly with school. I was so bored most of the time that I tried to 
compensate by amusing myself and other people. 

This led to many of my report cards featuring the words “Ian is a disruptive influence in 
class!”

Frustrated my father once exclaimed “Why can’t you be a disruptive influence for good?”

Long story short my father had planted a seed that would eventually lead me to an 
overarching purpose in my life - to be the change I wish to see, particularly in the business 
world. It’s still the big purpose that drives me today.

“Be the change that you wish to see in the world.”
Mahatma Gandhi

“It’s innovation if you lead it, disruption if you don’t.”
Seth Kahan

4 Possible Working On Yourself and/or Your Business Actions

1. Be the change you wish to see at home first. My ‘Be a hero in your own 
home first’ story may help you. There’s an 11 minute video version of it at 
the companion resources web page.

What change/s could you make that would mean you’re better being the 
change you wish to see? What will you do next?
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Your objective in taking action in your own best way on the key principle that you’re being 
the change you wish to see in the world. The question is How great is the difference 
you’re making?, is that you’ll become a disruptive influence for good.

Do Your Work.

Should you not wish to complete the diagnostic on the next page in this handbook, please 
go to the companion resources web page and download it.

2) Discuss with your team members how each of them is being the change 
they wish to see in the world. How can you help them? What will you do for 
each of your team members next?

3) What kind of partnerships or regular relationships do you have in place with 
individuals, groups, other businesses, customers, etc in the communities in 
which your business operates? What could you do better, differently, or 
more uniquely that would make your world a better place? What will you do 
next?

4) Complete the diagnostic on the next page. What jumps out at you as the 
most important area you could work on in the next 90 days that would mean 
you’re more of a disruptive influence for good?
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The 8 roles Appreciative Leaders play remarkably well diagnostic

Please place an X where you feel that your team as a whole is now (Good, Great or 
Remarkable) and a ✔ where you believe you need to move to

The 8 Roles Appreciative Leaders Play 
Remarkably Well

Good
i.e. basic 

standards of 
performance are 
being achieved

Great
i.e. above 

average; better 
than basic

Remarkable
i.e. 

“conspicuously 
extraordinary”

Maverick Thinker
I think like a rebel, radical, dissenter, 
disrupter, heretic, non-conformist, contrarian.

Maestro of gift/talent enhancement
I see people as they can be rather than as 
they are and help them every day to bring 
their best to their work through enhancing 
their gifts (talents).

Mentor for the Motivated/Disrupter for the 
demotivated
I continually prevent and remove barriers in 
the way of optimum performance and let 
people loose within agreed boundaries. I’m a 
master of accountability conversations.

Magnifier of magnificence
I’m continually catching people doing things 
right and doing the right thing. I’m a master of 
appreciation conversations and praise people 
for their behaviours. I’m co-creating a culture 
where people feel valued, fulfilled, and loved.

Connoisseur of Candour
I say what I mean and mean what I say; I 
speak up and am willing to be vulnerable by 
naming elephants in the room. I’m never 
guilty of willful blindness. I do all this in 
convivial ways.

Story-sharer of significance
I share inspirational stories other people feel 
themselves in about what is and what can be 
and how to go there.

Exemplar of Execution
I own my piece of the quilt map (execution 
plan), i.e. my PPP. I’m achieving it, and 
inspiring others every day to do the same.

Disruptive influence for good
I’m being the change I want to see in the 
world. My life and work are making the world 
a better place.
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Continuing Your Adventure

This handbook is the sequel to Changing What’s Normal.

The final work in the trilogy, Fully Human Leadership (Who Before Do), is scheduled 
for publication in early 2019. You can follow progress via

http://www.ianberry.biz/who-before-do-companion-resources/ and

http://www.ianberry.biz/books-and-companion-resources-web-page/

“This above all: to thine own self be true.”

Ian Berry, September 2016.

http://www.ianberry.biz/who-before-do-companion-resources/
http://www.ianberry.biz/books-and-companion-resources-web-page/

