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Introduction: The Deal

The promotion nobody explains

At some point, maybe recently, somebody promoted you. Well done. You earned it the way
almost everyone earns their first TEAM: by being very good at your job. The best Receptionist
becomes the Front Office TEAM Leader. The sharpest Sales Executive gets the sales TEAM. The
Chef whose section never wobbles gets the kitchen. It's the most natural promotion logic in the

world, and it contains a trap nobody mentions at the celebratory drinks.
The trap is this: the thing you were promoted for is no longer the job.

Your job is now: people. Their output, their standards, their growth, their moods on a Tuesday,
their futures. And nobody trained you for that. There was no course between Friday, when you
were brilliant at the work, and Monday, when eight human beings became your responsibility. If
your experience was anything like mine, or like that of every manager I've ever developed, you
did what we all did: you improvised. You copied the managers you had liked. You avoided what
the bad ones did, mostly. You worked harder than everyone, because that had always been the
answer before. Late at night, you wondered whether there was some secret to this that everyone
else had been given and that you had missed.

There's no secret. But there’s a system, and it can be learnt. This book is that system, written for
the manager nobody trained: new managers in their first year, and mid-level managers several
years in, who suspect, correctly, that they're still improvising. It comes out of more than twenty-
five years of leading TEAMs, from fitness clubs to golf businesses to the hotel group where | now
share responsibility for almost a thousand people. Every tool in it has been used on real TEAMs,

in real seasons, with real payrolls attached. None of it's theory that has never met a Monday.

Where this system started

Let me tell you where it comes from, because it didn’t start in a boardroom.

Early in my career, in the health club industry, | became a Training Manager, running sales
training and leadership training. | was given the chance to research and build the syllabus from
scratch, and one of the first topics we tackled was defining purpose and establishing goals.

| had personal reasons for starting there. | had been on the receiving end of company-led goal
setting, the kind that borrows your dreams to serve its targets. | tell that story in Chapter 1. So,
when | built the goal-setting module, | kept the machinery, the calculations, the steps, the
timelines, the milestones, and changed the aim. Every goal had to be geared to the individual:
their specific needs, their version of a better life. The business would benefit, but as a

consequence, not as the point.

Then | watched what it did. Session after session, people sat in a training room and started
understanding what was possible for them. You could see it land. Not motivation, which wears off
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by Thursday. Recognition. The moment a person sees a route from their real life to a bigger one,
drawn in steps they can take.

Then | got my first TEAM, and the theory met its exam. It was a high-maintenance sales TEAM.
High performers. Gifted salespeople who felt they knew what they needed to know, and that

there was very little a new manager could add.

So, | started where the syllabus started: with their goals. Not a form. The hard yards. Digging into
what each person wanted and making it real. Doing the research myself. Phoning the suppliers
and services they would need along the way. Mapping the steps, how the process would unfold,
and exactly what | would be contributing to each plan.

It was wonderful watching that TEAM change. Gifted people who believed there was nothing left
for a manager to add discovered there was someone worth following. Not because | knew more
about selling than they did; some of them were better salespeople than I'll ever be. Because | sat
across from each of them, one on one, and joined them on their journey.

That's the whole book, twenty-five years early. Everything I've built since, for every TEAM up to
the almost one thousand people | now help lead, is that training room and that first TEAM,

systematised. The chapters ahead simply hand you the machinery.

The idea the whole book stands on

Let me give you the entire premise in one paragraph, so you can decide right now whether this
book is for you.

Leadership starts with genuine interest and real investment in the growth of your people.

Not as a value on a poster. As a working system: you help each person define where their career
is going, you plot the pathway together, you tie that pathway into the targets they carry every
day, and you check in on progress and behaviour, continuously and honestly. Along the way
you've the hard conversations early and for real, you handle the wins and the failures like they
both matter, and you equip people to stand on their own in every interaction, good and bad.
When things go to plan, and when they do not.

That's it. That's the book. Everything else is the how.

And underneath it sits one conviction that | should declare on page two, because it's the closest
thing I've to a leadership philosophy. You can't learn empathy. Maybe you've it in torrents;
maybe you honestly don't. Either way it can’t be installed, and | won’t spend two hundred pages
pretending otherwise. But you can learn to listen, properly, as a discipline. And you can learn to
respond in the best interests of your TEAM, even when it costs you. Do those two things on a
schedule and something remarkable happens: from where your people stand, you become
indistinguishable from the most naturally empathetic leader they have ever had. Better, because
your version shows up on the bad weeks too. Feelings are unreliable. Practices show up on time.

This book trains practices.
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The Deal

At the heart of the system is an agreement | call The Deal, and since the whole book keeps

returning to it, you should meet it properly, here, before anything else.

Your side, as the manager: I'll take your growth seriously. We'll define where you want to go, in
your words, connected to your life. We'll build the route together, with measurement and
milestones. I'll wire it into your everyday targets, so the day job and the dream stop competing.
I'll sit with you regularly, face to face, and tell you the truth about your progress and your
behaviour, kindly and without fail. I'll open the doors | can open, fight for your training and your
shot, and speak your name in rooms you aren't in yet.

Their side, as your TEAM member: you do the work. You bring the effort, take the feedback like
an adult, use the training, hold the standard, and have the honest conversations with me that I'll
be having with you. The plan is yours to carry. I'm invested in it. | don’t carry it for you.

Notice what The Deal is not. It isn’t niceness; you'll find chapters here on discipline, dismissal and
holding your best people to the standard, because a deal with no edges isn’t a deal. It isn’t
softness dressed as strategy; every part of this system exists because it produces better numbers,
and | am, my TEAMs will confirm, relentlessly interested in the numbers. And it isn’t conditional
on your personality. Whether you're the charmer or the quiet one, the joker or the analyst, The

Deal runs on behaviours you can schedule, not charisma you were born with or without.

Notice also who wins. The person gets a career instead of a job. You get the truth, the effort and
the loyalty that only ever get volunteered, never demanded. And the business gets the thing
every business says it wants and few build: people who grow, stay, and perform because the
place they work is visibly invested in them. Three winners, one Deal.

How the book works

Four parts, fourteen chapters, and a toolkit at the back with every template the chapters
mention, print ready. New in this second edition: every tool also comes in a modern version, built
on Microsoft 365, Google Workspace and an Al Assistant, with the exact prompts to run it.

Part One, It Starts With Caring, lays the foundation: what genuine interest is (a practice, not a
personality), how trust is really built (small tests, kept promises, consistency), and why the
growth of your people isn’t a side project but the actual job. It ends with the business case; in
case anyone upstairs asks.

Part Two, The Growth System, builds the machine: the career conversation and the one-page
plan, for everyone, no exceptions. The pathway, walked backwards from the goal. The wiring that
ties the dream into the day job's KPIs. And the heartbeat that keeps all of it alive: the weekly
check-in and the quarterly sit-down.
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Part Three, The Conversations, is where the system meets weather: the hard conversation, had
early and for real. The win, recognised and promoted properly. The failure, diagnosed before it's
prescribed for, bridged where possible, and ended with dignity where not. And the discipline of
equipping your people instead of rescuing them.

Part Four, The Leader You Become, turns the lens on you: listening as a trainable skill, fairness as
a decision rather than a temperament, and the long arithmetic of a leadership career, measured

in lives made better.

Read it in order the first time; the chapters build on each other, and later ones lean shamelessly
on earlier ones. After that, treat it as a manual: the chapters are built to be returned to on the
day you need them, and each one ends the same way, with a section called Start Tomorrow, one
concrete thing to do on your next working day. Not to admire. To do. If you do nothing but the
fourteen Start Tomorrows, one per week, you'll be a different manager in a quarter, and your
TEAM will notice before you do.

One promise about the writing itself. No jargon survives here. Where an idea needs a framework,
the framework will fit on one page; where it needs a word, the word will be one your newest
trainee already knows. This isn’t because the ideas are small. It's because I've watched too many
good managers hide from simple truths behind complicated language. Leadership isn’t
complicated. It’s just hard, which is different, and the difference is the whole point.

One person is waiting

Here is the last thing before Chapter 1, and it’s the same thing | say at the start of every

management training | run.

Somewhere on your TEAM, right now, there’s a person quietly hoping their job will turn out to be
more than a job. They haven't said so. They may not have fully said it to themselves. They're
doing decent work, drawing their pay, and privately wondering whether anyone here has any
thoughts at all about their future. Statistically, nobody does. Nobody ever has. They're the quiet
middle, and every TEAM on earth has them.

This book, whatever else it does, is going to walk you over to that person. It will put a question in
your mouth, a pen in your hand, and a rhythm in your diary, and eighteen months from now that
person will be somewhere they didn't believe they could get, telling someone the story of how it

started. You're about to be the manager in someone's story. The only question is which kind.

Turn the page. Let's make The Deal.

Feelings are unreliable. Practices show up on time.
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PART ONE

It Starts With Caring

The philosophy, made concrete. Why genuine interest beats charisma, and why caring

without a system is just good intentions.
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Chapter 1: Leadership Starts With Genuine Interest

The question nobody asks out loud

Somewhere on your TEAM right now, there’s a person quietly asking a question. They will never
say it to your face. They asked it on their first day. They ask it again every time you walk past

without greeting them, and every time you remember something small, they told you weeks ago.
The question is this: does my boss care what happens to me?

Not "is my boss nice." Nice is easy. Nice is a smile in the corridor and a round of drinks at the
year-end function. The question is bigger. Does this person care whether my life gets better
because | work here? Or am | just a name on a roster, a pair of hands, a line on a salary schedule?

How your people answer that question decides almost everything else. It decides whether they
tell you about a problem while it’s still small. It decides whether they give you their best shift or
their minimum shift. It decides whether they stay when a competitor offers them five hundred
rand more a month. You can have the best strategy in the industry, and it will limp if your people

have answered that question with a no.

Here is the part most leadership books get wrong. They treat caring as a feeling. Something you
either have or you fake. This book treats caring as a practice. A set of things you do, on a
schedule, whether you woke up feeling warm and fuzzy or not.

That’s good news. Feelings are unreliable. Practices show up on time.

A tale of two managers

Let me show you the difference. Two managers, same hotel, same week.

The first manager knows everyone's name. He asks about the weekend. He says "great job" a lot.
He signs the birthday cards. If you watched him for a day, you would call him a people person.
But ask him where his Restaurant Supervisor wants to be in three years, and you get a blank look.
Ask him what she is working towards, what training she has done this year, or what is standing
between her and the next role, and there’s nothing. He likes her. He knows nothing about her.

The second manager is quieter. Less charm, fewer jokes. But sit in on her quarterly conversation
with her Front Office TEAM Leader and you hear something different. She knows he wants to be a
General Manager one day. She knows he is nervous about the finance side. So, she got him into
the revenue meeting once a month, just to listen. She checks his progress against targets they set
together, and she tells him the truth when he misses. When a Duty Manager post opened at a
sister property, she told him to apply. She helped him prepare, knowing that if he got it, she
would lose her best TEAM Leader.

He got it. And here is the thing people miss. Losing him didn’t weaken her TEAM. It transformed

it. Because every single person who watched that happen learnt something: work for this
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woman, do the work, and your life gets bigger. She has never struggled to fill a vacancy since. Her
people run through walls for her. Not because she is charming. Because she is invested.

The first manager is pleasant. The second one is genuine. Your people can tell the difference in

about a month. Guests can usually tell in a weekend.

The best worst goal-setting session | ever had

There’s a third kind of manager, and | want to tell you about him, because | sat across the desk
from one at the very start of my career. For years afterwards, | couldn’t decide whether to thank
him.

| was young and selling health club memberships. Commission only, with an aggressive structure.

If you were hungry, you could eat very well, and | was hungry.

One day my manager took me aside for a goal-setting session. A proper one: paper on the table,
guestions about my future, real attention. We talked about the new car | could be driving. The
property | could start looking at. We broke the big numbers into monthly steps, worked through
the obstacles one by one, and | walked out of that office buzzing, with a clearer view of my own
earning potential than | had ever had in my life.

It took me years to see what that session actually was. The goals weren’t designed to build my
life. They were designed to raise my monthly expenses. A new car meant a new instalment. An
instalment meant pressure. Pressure meant sales. The plan, stripped of its sugar coating, was to
get me into debt, so that the conditions were right for me to need to sell more just to service it.
The goal setting was aimed at the business's targets, wearing my dreams as the disguise.

Here is what makes the story worth telling, though: the mechanics were excellent. He broke a big
goal into steps | could manage. He taught me to look at obstacles squarely instead of vaguely
worrying about them. He showed me what | was actually capable of earning, and that changed

how | saw myself. Great seeds were planted in that room. Some of them grew into this book.

What was missing was one thing, and it turns out to be the whole thing: my side. Nobody asked
whether the goals we were setting were good for me in the long term, or only good for the
business that quarter. The machinery of investment was all there. The genuine interest was not.

You can run every tool in this book, the goals, the steps, the reviews, and still not be invested, if
the goals belong to the business and the person is just the engine. The system only becomes
leadership when it's aimed at their life. Watch for that difference in yourself. It’s easier to fake
than you think, and your people will eventually work it out, the same way | did.
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What genuine interest means

Genuine interest isn't a personality type. It isn’t warmth, or charisma, or remembering birthdays.

Those things are lovely. They're also decorations.
Genuine interest means three things, and they're all verbs.

First, you know where each of your people is trying to go. Not a vague sense. An actual answer.
What do they want their life to look like in three years? What role, what income, what skill, what
kind of stability? If you can’t answer this for each person who reports to you, then whatever you
feel about them, you aren’t yet invested in them.

Second, you do your part to get them there. A goal without your involvement is just something
they told you once. Investment means you help plot the route, you open the doors you can open,
you make sure they get the training and the time to use it, and you tie their everyday targets to

their long-term goal, so the day job and the dream stop fighting each other.

Third, you tell them the truth about how it’s going. On progress. On behaviour. On the gap
between where they’re and where they say they want to be. Kindly, clearly, and often. Genuine
interest without honesty is just cheerleading, and cheerleading never got anyone promoted.

Know the goal. Do your part. Tell the truth. That’s the whole philosophy of this book in nine
words. Everything that follows, the career plans, the pathways, the KPls, the check-ins, the hard
conversations, is just those nine words turned into a working system.

The Deal

Now, before you worry that this is a book about being everyone's butler, let me be clear about

something. Genuine investment is a deal. It has two sides.

Your side: I'll take your growth seriously. We'll define where you want to go. We'll build the
pathway together. I'll connect it to your targets so the work you do every day moves you
forward. I'll sit with you, face to face, and review it honestly. I'll fight for your training, your
exposure and your shot at the next role. And I'll tell you the truth, even when the truth is
uncomfortable.

Their side: you do the work. You show up, you hit the standards, you take the feedback, you use
the training, you've the hard conversations with me like an adult. The plan is yours. I'm invested
in it, but | don'’t carry it for you.

Say The Deal out loud. Early, and more than once. Because a career plan that only one person is
working on isn’t a plan. It's a favour, and favours breed entitlement. A deal breeds effort. When
both sides do their part, something almost unfair happens: the business gets a better employee,

the employee gets a better life, and you get a reputation that recruits for you while you sleep.
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And when one side stops doing their part, The Deal gives you the cleanest, fairest conversation in
management: "This was The Deal. Here is my side, done. Where is yours?" No drama. No guilt.
Just the agreement, back on the table.

Why this works (when charm does not)

You might be thinking this sounds like a lot of admin for a warm feeling. So let us talk about what
genuine investment buys you, in cold commercial terms. I'm target-driven too. | wouldn’t run this

system across seventeen properties if it didn't pay.

It buys you the truth. People only bring bad news to managers who have proven they care about
the person delivering it. If your people hide problems from you, you don’t have a communication
issue. You've an investment issue. The Housekeeping Supervisor who trusts you tells you about
the broken geyser today. The one who doesn’t trust you lets a guest find it.

It buys you discretionary effort. Every person on your TEAM makes a private decision each shift:
minimum, or best? You can't pay for best. You can't police it either. Best is volunteered, and
people volunteer it for leaders who are visibly invested in them. That gap between minimum and

best is where great service lives.

It buys you retention, the honest kind. Some managers keep people by keeping them small. No
exposure, no growth, nowhere to go. That isn’t retention, that’s captivity, and it produces exactly
the sullen service you would expect. Real retention is people who could leave and choose to stay,
because staying is the fastest way to grow. And yes, sometimes your best people will grow right
out of your TEAM. Good. Wave them off proudly. The ones who watched will replace them,
better prepared than the person they're replacing.

It buys you your own future. Nobody gets promoted out of a TEAM that collapses without them.
Grow your people and you build the thing every ambitious manager needs, and few have: a
bench. Succession isn’t a corporate buzzword. It’s your exit ticket to your own next role.

Caring is not soft

Here is where | lose the people who think "invested in my people" means beanbags and gratitude
journals. Genuine interest isn't soft. In my experience it's the hardest style of management there
is, because it removes your two favourite escape routes: avoiding the difficult conversation, or

blaming your own "high standards."

If you genuinely care where someone is going, you can’t stay quiet while their behaviour drags
them off course. Silence isn’t kindness. Silence is you choosing your own comfort over their
career. The manager who "protects" a struggling TEAM member from honest feedback isn’t
protecting them. They’re quietly deciding that their TEAM member isn’t worth developing, and
hiding that decision behind a smile.

The real test of investment isn’t the praise you give. It's the conversation you're currently
avoiding. The Chef whose temper is undoing his talent. The Receptionist whose numbers are fine,
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but whose attitude is bleeding the TEAM. The Supervisor who wants a promotion and isn’t ready,
and half-knows it, and needs someone to say so with a straight face and a plan.

We'll spend a whole part of this book on those conversations. For now, hold this: the kindest
managers | know are the most honest ones. Their people never have to guess where they stand.

That's the gift. Wrapped, sometimes, in a conversation neither of you enjoyed.

You don't have to like them

One more thing about caring, and it’s the thing nobody puts on the poster: you don’t need to like
somebody to care for them. Liking is a feeling. Caring, as this chapter keeps insisting, is a practice.
And feelings, remember, are unreliable.

I'll make this personal, and I'll make it current. As | write this, one of my TEAM has hit wall after
wall of bad calls. Not one misstep. A run of them, and every one has made my life genuinely
tough to navigate as their sponsor. And if I'm honest with you, which is the whole point of this

book: | don’t like them a lot right now.

Here is what hasn’t changed. I'm still very much invested in their journey. I'm still an active
participant in their pathway. | still care, deeply, about where they go. The Deal never had a clause
that said "provided | stay fond of you", and neither did my side of it.

What I've allowed myself is a pause. A step back. Not caring less. Giving myself the distance and
the space to be able to dislike them this season and still care deeply about them for the long run.
That distance isn't a failure of leadership. Some seasons, it’s the thing that keeps the caring
honest. The feeling will catch up, or it will not. The practice shows up either way, and the practice
is the promise.

What it looks like on a Tuesday

Philosophy is what you believe. Leadership is what you do on a Tuesday. So here is genuine
interest translated into calendar entries, because if it isn't in the diary, it’s a mood, and moods

don’t survive month-end.

« Every person has a written career goal. One page. Where they want to be, on the timeline
the goal itself demands (three years is a good default lens), and why it matters to them. If it
isn’t written down, it's a wish.

« Every goal has a pathway. The skills, training, exposure and milestones between here and
there. Built together, with dates.

« The pathway is tied to their KPIs. Their everyday scoreboard serves both the business and
the goal. Hitting today's targets should build tomorrow's career. If it does not, fix the
scoreboard.

+ You check in continuously and honestly. Short weekly check-ins. A proper quarterly sit-
down, face to face, one on one, phones away. Progress and behaviour, praise and truth.
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» You've the real conversations when they’re needed. Good and bad. When things go to plan,
and when they do not.

That's the system. Five moving parts. None of them require budget approval, a consultant, or
permission from head office. They require you to decide that the growth of your people is your

actual job, and then to behave like it on a schedule.

The genuine interest self-test
Before we go further, take the test. For each person who reports to you directly, can you answer
these five questions?

»  Where do they want to be in three years? (Their answer, not your guess.)

« What is the next milestone on their pathway, and what date did you two put on it?

»  Which of their current KPlIs is building towards their goal?

« When was your last real one-on-one with them, and what did you each commit to?

«  What is the one honest thing they most need to hear from you right now, and have you said
it?
Score yourself out of five, per person. Don’t be discouraged by the result. Most managers,
including good ones, score ones and twos when they first take this test. | didn’t start with a
system either. The point of the test isn’'t shame. It's a map of the work ahead, and the rest of this
book does that work with you, chapter by chapter.

Start tomorrow

Every chapter in this book ends the same way. Not with theory to admire, but with one thing to
do on your next working day. Here is the first one.

Pick one person on your TEAM. Just one. Ideally not your star, and not your problem. Pick
someone in the quiet middle, the kind of person who does the job well and gets forgotten

because of it.

Find ten minutes with them. No agenda document, no meeting room drama. Coffee, a walk, the
corner of the staff canteen. Then ask one question and mean it:

"Where do you want to be in three years?"

Then do the hardest thing in this whole book. Say nothing. Don't fill the silence. Don’t offer
options. Don’t manage the answer. Just listen, and remember what they say, because in the next
chapter you're going to need it.

You may get a polished answer. You may get "l don't know," which is honest and useful. You may
get a look of pure suspicion, because nobody has ever asked them that before. Whatever you get,

you've just done something most managers never do. You've started The Deal.

One person. One question. Tomorrow. The rest is chapters.
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Chapter 2: Trust Is Built, Not Announced

The speech nobody believes

Every new manager gives some version of the speech. First week, TEAM gathered, coffee going

cold. "My door is always open. We're a family here. You can trust me."

Watch the room while the speech is happening. Polite nods. Folded arms. And behind every pair
of eyes, the same unspoken response: we'll see.

They're right to wait. Every one of them has heard the speech before, from somebody. The
manager whose open door concealed a closed mind. The one who called the TEAM a family and
then cut the family's hours by text message. Your people aren’t cynical because something is
wrong with them. They’re experienced. Trust announced is worth exactly nothing, because
announcing it costs exactly nothing.

In Chapter 1 you made a deal: know the goal, do your part, tell the truth. Here is the problem this
chapter solves. The Deal only works if people believe you, and belief can’t be requested. It has to
be earned, in a currency your TEAM chooses, at a pace your TEAM controls. The good news is
that the currency isn't charisma and the pace is faster than you fear. Trust is built out of small,
boring, repeated actions, which means anyone willing to be consistent can build it. Including

managers who will never be the most charming person in the room.

The trust equation

Strip trust down to its working parts and you get three questions your TEAM is quietly asking
about you, all the time. Together they make a simple equation: trust equals reliability plus
competence plus care.

Reliability: do you do what you say? This is the heavyweight. Not your intentions, not your
sincerity in the moment of promising. The follow-through, counted and remembered. Every
"leave it with me", every "I'll sort it", every "we'll talk on Thursday" gets logged by the TEAM's
collective memory with a date stamp, and checked off, or not. Your people can forgive a no. What
they can’t forgive is a yes that quietly becomes nothing.

Competence: can you do this job? Warmth without competence is a nice colleague, not a leader.
Your TEAM needs to believe that when the pressure comes, when the system crashes at check-in
with a queue to the door, you know what to do or you know how to find out fast. Competence
doesn’t mean knowing everyone's job better than they do. It means knowing your own: making
decisions, getting resources, absorbing chaos, and saying "l don't know, but I'll have an answer by
two" without flinching. That sentence, honestly delivered, builds more competence-trust than

any bluff ever has.
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Care: is any of this for us? The question from Chapter 1, taking its seat in the equation. Reliable
and competent, without care, is a machine; people comply with machines, they don’t follow
them. Care is proven the way we proved it last chapter: know the goal, do your part, tell the
truth. But notice how the equation multiplies. Every act of care lands harder when it comes from
someone reliable. Every promise kept lands harder when the person believes you care. The three
parts feed each other, which is why building any one of them builds the whole.

Reliability plus competence plus care. Hold onto that formula, because everything else in this
chapter is about how the scores actually get awarded, and the answer is stranger and smaller

than most managers expect.

The small tests

Here is the strange part. Your TEAM will never judge your trustworthiness on the big moments.
They judge it on tests so small you don’t notice you're sitting an exam.

The new Porter mentions, in passing, that his uniform trousers are the wrong size. That's a test.
He doesn’t expect much; he has worked places before. If new trousers appear within the week,
without him asking twice, something registers that’s out of all proportion to a pair of trousers. If
they do not, that registers too. He now has his answer about you, collected months before you

ever needed him to trust you with something that mattered.

A TEAM member asks a question you can’t answer, and you say "I'll find out." Test. Either the
answer comes back, or your words are decoration. Someone raises a small unfairness in the
roster. Test. Someone tells you something in confidence, and then waits to see whether it travels.
The biggest test of them all.

Why do people test small first? Because small is safe. Nobody risks their real concerns, their
honest opinions or their career hopes on an unproven manager. They pilot you with trousers and
roster queries, exactly the way you would pilot a new supplier with a small order. Pass the small
tests and the orders get bigger: real problems arrive at your door while they’re still solvable,
honest opinions surface in your check-ins, and the career conversations of Chapter 4 get real
answers instead of safe ones. Fail the small tests and none of that ever arrives, and here is the
brutal part: nobody tells you. The TEAM simply concludes, quietly and collectively, and adjusts
what they bring you. A manager can go years without learning they failed the trousers test.

Big trust is never asked for. It’s assembled, in secret, from small tests you didn’t

know you were sitting.
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The manager who bought birthday cakes

Early in my first TEAM, when | was a new Sales Manager still working from the training syllabus |
had built, all structure and systems, goal setting and activity measures, | met another Sales

Manager. We couldn’t have been more different.

His TEAM was consistently up there nationally, right amongst the front runners, so | asked him
how he went about it. | was expecting a system. Some clever structure | could borrow. There

wasn't one. He wasn't a systems person. He wasn’t much of an admin person either.

What he was, was genuinely invested in his TEAM. Not as a slogan; as a daily practice, and the
practice looked almost comically small. He would buy birthday cakes for his salespeople's
children. If someone had to go and see a client, he would do their shopping. He took care of the
day-to-day things that made his people's lives easier, and freed them up to focus on the sales.

Look at him through this chapter's lens and you can see exactly what he was doing, even if he
never named it. Every cake and every errand was a small test, passed before it was even set. His
people never had to wonder whether their manager cared what happened to them; the evidence
was in their hands, week after week, in ways too concrete to fake. He was banking care, deposit
after tiny deposit, and his TEAM paid it back the only way TEAMs pay: truth, effort, and results
that kept them at the top of the country.

A very different person to me. A very different approach. And that was the lesson. | had structure
without much banked care; he had banked care without much structure. Neither of us held the
full trust equation yet. But watching the impact he made taught me something I've never let go
of: the small, human things aren’t the soft side of leadership. They're the trust machine itself.
Every system in this book will fail in the hands of a manager who won't buy the cake.

Consistency: the unglamorous superpower

If small tests are the exam, consistency is the passing grade. And consistency has a marketing
problem: it’s boring. Nobody makes films about the manager who did what she said, every week,
for three years. But stand in a staff canteen and listen to how people describe the managers they
rate. "You know where you stand with her." "He's the same person on a bad day." "If she says it's
handled, it's handled." Every one of those sentences is about consistency. Not brilliance.
Sameness, of the best kind.

Consistency matters because trust is a prediction. When your TEAM trusts you, what they’re
actually doing is predicting your behaviour and feeling safe about the prediction. Every consistent
week sharpens the prediction. Every erratic week blurs it, and a TEAM that can’t predict its
manager spends its energy on weather-forecasting: reading your mood before deciding whether
today is a safe day to raise a problem. All of that energy is stolen from the actual work, and from

the truth-telling your whole system depends on.
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Three consistencies pay the highest interest:

« Consistency of mood. You're allowed bad days; you aren’t allowed to make your bad days
the TEAM's problem. The manager whose temper sets the building's weather teaches
everyone to bring him only sunshine, which means he is always the last to know about
storms.

« Consistency of standards. The standard is the standard on quiet Tuesdays and chaotic
Saturdays, for the star and for the struggler. The moment standards flex by mood or by
favourite, they stop being standards and become moods with paperwork. Chapter 13 takes
this one on properly.

« Consistency of rhythm. The check-ins happen. The Monday briefing happens. The things
you said were important keep being treated as important, week after week, which is the
only proof of importance a TEAM accepts. Chapter 7 will show you exactly what a cancelled
check-in says to a person. This is why it says it.

How trust actually breaks

Ask managers how trust gets destroyed and they picture scandals: the leaked confidence, the
public betrayal, the credit stolen in front of the whole meeting. Those do the job, certainly. But
they're rare, and their rarity makes them almost safe; everyone knows not to do them.

Here is what actually kills trust in real TEAMs: the small promise, casually made, quietly broken.
"Leave it with me" followed by nothing. The training that was going to be looked into. The follow-
up chat that never got booked. No single one of them feels like a betrayal, and that’s exactly
what makes them lethal. There’s no moment of rupture, nothing to apologise for, no scene. Just a
slow arithmetic running in the background of every TEAM member's mind, subtracting. One day
you announce something that genuinely matters, a career plan system, say, and it lands on folded
arms, and you can’t understand why. The arithmetic is why. You weren’t robbed of their trust.

You spent it, five rand at a time.

The mechanism deserves respect, because it isn’t pettiness. Your people take your words
seriously; that’s the compliment hiding inside the danger. When you say "leave it with me", they
actually leave it with you. They stop pursuing the trousers, the roster fix, the course enrolment,
because the manager has it now. A forgotten promise doesn’t just disappoint them. It costs them
the thing, plus the weeks they spent not chasing it, plus the small humiliation of having believed
you. Interest on interest.

This is why the fix is not "promise less", though half of it is. It is: treat every casual commitment
as the real liability it is. Which brings us to the tool.
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The promise ledger

The working tool for this chapter is insultingly simple, and I'm past apologising for that. The
managers who fail the reliability test don't fail it because they’re dishonest. They fail it because
they’re busy, and busy memories drop things, and every dropped thing lands on someone who

was watching. So, we stop trusting memory.

The Promise Ledger is one page, or the back of your daybook, or a note on your phone. Full
version in the toolkit. Three columns:

«  WHAT I SAID. The commitment, in the words you used. "I'll look into the pastry course." "I'll
fix Thursday's clash." "We'll talk about your shift pattern next week."

«  TO WHOM, WHEN. The person, and the date you said it. The date matters; promises age in
the mind of the person holding them, and faster than they age in yours.

« CLOSED HOW, WHEN. The follow-through, or the honest closure. Because closing a promise
doesn’t always mean delivering: sometimes it means going back and saying "l looked into
the course, and the budget says no until January. | haven't forgotten, and here's the January
date." That’s a kept promise too. The person got the truth and proof they weren’t
forgotten, which is most of what the promise was carrying anyway.

Two disciplines make the ledger work. Everything goes in, especially the tiny ones, especially the
ones made in passing at the lift; the tiny ones are the tests. And the ledger gets read twice a
week, alongside the weekly check-in prep you'll meet in Chapter 7, so open promises surface
before they curdle. Expect the first fortnight to embarrass you. Every manager who starts a
ledger discovers a small graveyard of things they said. Good. Go and close them, late but
honestly: "l said I'd sort this in March. | dropped it. It's sorted now." Watch what that sentence
does. Late-but-owned builds nearly as much trust as on-time, because it proves the system
underneath.

Repairing it when you break it

You'll break trust. Not might: will. You'll forget a real promise, lose your temper on the wrong
day, make a call that lands unfairly on someone. The difference between managers whose TEAMs
trust them and managers whose TEAMs don't isn't a clean record. It's what happens in the week
after the break.

Name it before they do. Repair begun on your initiative counts double, because it proves you
noticed. "l said Thursday and it's Tuesday next week. That's on me." No waiting to be caught.

Being caught converts an error into a character question.

Apologise for the thing, not the weather. "I'm sorry you feel that way" isn’t an apology; it's a
shrug in a suit. Name what you did and its cost: "l forgot, and you spent three weeks waiting on
me. I'm sorry." Then stop. Over-apologising turns the moment into a performance about you, and
the person ends up managing your guilt, which is one more job they didn’t ask for.
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Repair with behaviour, not intensity. The instinct after a break is the grand gesture. Resist it.
Trust was built by small consistent actions, and it rebuilds the same way, only slower, because
the prediction machine now has a data point against you. What rebuilds it’s the next ten
promises, kept boringly, on time, in the ledger. There’s no shortcut, which is honestly fine,
because the absence of a shortcut is what makes trust worth anything at all.

Start tomorrow

Tomorrow morning, before the day starts spending your attention, sit down for ten minutes with
a blank page and write down every open commitment you can remember making to anyone on
your TEAM. The course you were going to look into. The chat you were going to book. The thing
you said you would raise with head office. Don’t curate the list. The point is the full graveyard.

Then close one. Today, not this week. Deliver it if you can. If you cannot, go to the person and
close it honestly: what you said, what happened, what happens now, by when. One closed
promise, one visible piece of proof that your words have follow-through attached.

Then start the ledger, and put it where you can’t avoid it. From today, nothing you say to your

TEAM is casual. It never was. You're just the last person to find out.

Trust is a prediction your TEAM makes about you. Consistency is how you make
yourself predictable enough to bet on.
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GENUINELY INVESTED - THE TOOLKIT

FORM 10 OF 13

The Promise Ledger CHAPTER 2

USE THIS WHEN: Every commitment you make to your TEAM, especially the tiny ones. The tiny ones are the tests.

HOW: Everything goes in the day you say it. Read twice a week alongside check-in prep. Closing honestly ("it's a no, and
here's why, and here's the new date") counts as kept.

Closed how (delivered, or Date

What | said (in the words | used) To whom Date said .
honest no with reason) closed

THE RULE: Nothing you say to your TEAM is casual. An honest no, with the reason, counts as kept. A quiet nothing

never does. Late-but-owned beats never.
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THE MODERN VERSION

The Promise Ledger, Digital

Pairs with Form 10 of 13. Same tool, new engine. The paper version stays.

KEEP ON PAPER

The visible write-down. When somebody asks you for something and you pull out the book and

write it in front of them, that IS the tool. Typing the same thing into your phone reads as checking
your messages.

THE DIGITAL VERSION

A single list called Promises, with a due date on every entry, reviewed twice a week alongside

check-in prep. Microsoft: a To Do list. Google: a Tasks list. The ledger closes promises; the list
makes sure closing day arrives.

THE Al ASSISTANT LAYER

Say to your Al Assistant: "Voice note, walking away: Please note | promised [name] [thing] by [date].
Add it to my Promises list, put a follow-up in my calendar two days before, and remind me that closing
it honestly counts: delivered, or a real no with the reason."

Say to your Al Assistant: "Twice weekly: Read me my open promises, oldest first. Which ones are
about to make me a liar?"

THE PRESENCE RULE: Write it down in front of them, always. The voice note is for the promises made in

corridors, car parks and kitchens, where the book was not in your hand.
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Chapter 3: Their Growth Is Your Job

An honest audit of your success

Try a small, slightly uncomfortable exercise. Think of the proudest achievement of your working

life so far. The result you would mention at an interview. Got it?
Now count the people inside it.

Go slowly, because the first count always comes back short. The TEAM that delivered it,
obviously. But also, the person who covered your blind side without being asked. The one who
told you the truth when the plan was wrong. The boss who put your name forward in a room you
weren't in. The colleague who taught you, years earlier, the exact skill the achievement ran on.
Keep counting and the honest total gets embarrassing, in the best way. Your career, whatever the
CV implies, is a group project wearing your name.

This isn't modesty. It's arithmetic, and it has a consequence. If the people around you built your
success, then the quality of the people around you isn’t a nice-to-have in your management life.
It's the whole engine. And an engine isn't something you merely appreciate. It's something you

maintain, fuel and upgrade. Deliberately. On a schedule.

Which lands us at the sentence this chapter exists to install, the one the rest of the book stands
on: the growth of your people isn’t a bonus activity you fit around your real job. It's the real job.

Flip the org chart

Look at any org chart. You, a box near the top of your patch. Below you, lines running down to
the boxes of the people who report to you. The picture tells a quiet story: these people exist to
serve your box. Their work flows up, becomes your results, feeds your career.

Now flip it. You at the bottom. The TEAM above you. Read the lines again, flowing the other way:
your work exists to serve them. Your job is to remove what blocks them, grow what limits them,
and build the conditions where they can do the best work of their lives. Their success flows up

and becomes, almost as a by-product, your results.

Both charts describe the same TEAM on the same payroll. But the manager who works the first
chart spends the week extracting: chasing tasks, checking compliance, harvesting effort. The
manager who works the second spends the week investing: coaching, unblocking, opening doors,
having the conversations this book teaches. And here is the commercial punchline, the part that
should interest even the most hard-nosed reader: the second manager gets more out of the
TEAM than the first one. Extraction gets you compliance, and compliance has a ceiling: exactly
what was asked, no more. Investment gets you the space above the ceiling, and the space above
the ceiling is where every great guest experience, every rescued disaster and every record month
actually lives.
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The selfish case for growing people

| want to make the business case properly, because "invest in your people" usually gets preached
as virtue, and virtue is easy to postpone. This isn’t virtue. This is the highest-return activity on

your calendar, and it pays in four currencies.

It pays in retention. People don't leave jobs at anything like the rate they leave stagnation. The
exit interviews say salary, because salary is a polite, unarguable answer. But sit with someone
honestly resigning and you usually find the real story: nothing here was going anywhere. No plan,
no next thing, no evidence anyone had thoughts about their future. Growth is the cheapest
retention scheme ever invented, and unlike salary, the competitor across the road can’t match it
by Friday.

It pays in effort. Chapter 1 called it the gap between minimum and best, and named the only
currency that buys it: visible investment in the person. Nobody volunteers their best shift for a
manager who sees them as a cost line. Nearly everyone volunteers it, eventually, for a manager
who is provably building their future. The effort isn’t bought with the training course itself. It's
bought with what the course proves.

It pays in hiring. Word travels in every industry, and in hospitality it travels on staff buses.
Become known as the manager whose people get somewhere, and your vacancies start filling
themselves with the ambitious and the hungry, arriving pre-motivated, recruited by your
reputation. The manager known for burning people through pays for that reputation too, on

every advert, in every thin shortlist.

It pays in your own promotion. We'll return to this properly in Chapter 5, but it belongs here too,
with the org chart flipped: nobody gets promoted out of a TEAM that can’t survive without them.
Your successors are your exit ticket. A bench full of grown people is the difference between "we
can't move him, the place would collapse" and "promote her, the TEAM she built runs
beautifully." Both sentences get said about real managers in real boardrooms. You're currently
writing yours.

"But if | grow them, they'll leave"

Every time | make this case to a room of managers, the same hand goes up, holding the same
fear. We spend the money, do the training, build the person, and they take the lot to a
competitor. Why fatten the calf for someone else's table?

Three answers, in ascending order of honesty.

First, the practical one: they leave faster if you don't. The choice isn’t between growing people

who might leave and keeping people who will stay. It's between growing people, some of whom
leave, and stagnating people, most of whom leave, and the ones who stay are the ones you least
wanted. Withholding growth doesn’t protect your investment. It guarantees the investment was

never made.
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Second, the strategic one: some leaving is the system working. The person who grows here,
leaves well and speaks of you everywhere isn’t a loss. She is marketing you can’t buy: proof to
your current TEAM that the pathways are real, proof to the industry that your name means
growth. Some of them come back, two roles heavier, and bring others with them. The alumni of
your TEAM are an asset class almost no manager thinks to build. Build it.

Third, the honest one: this fear quietly confesses the wrong goal. If your deepest aim is that
nobody ever leaves, then your actual policy, whether you would say it aloud or not, is to keep
people slightly too small to be poached. Captivity, as Chapter 1 called it, and captivity doesn't just
leak people. It curdles the ones who stay. The right goal isn’t a TEAM nobody leaves. It's a TEAM
everyone would fight to join, staffed by people who could leave and mostly do not, because the

fastest-growing place they know is the one they’re already standing in.

Make lives better, on purpose

Now let us raise the stakes past the business case, because the business case, strong as it is, isn’t
actually why the best leaders do this.

Count the lives your management touches. Not the headcount; the lives. Every person on your
roster is a household: children being schooled, parents being supported, rents being paid, futures
being saved for or given up on. When you grow a person, a promotion, a qualification, a skill that
raises what they can earn anywhere for the rest of their life, the effect doesn’t stop at the
payslip. It reaches the household. It changes what a child watches a parent become. Multiply by
the size of your TEAM, then by the years you'll spend leading, and the number of lives your

leadership will touch stops looking like a TEAM and starts looking like a town.

So, make it deliberate. Not a warm accident of good management, but an objective with your
name on it: the working lives that pass through my TEAM leave better than they arrived. Better
skilled, better paid or closer to it, better believed in. This is the deepest answer to the calf-
fattening fear. If someone leaves you for a bigger life, and you helped build the wings, that wasn't
a leak in the system. That was the system, doing exactly what you built it for.

Project M

| left the health club industry because | was headhunted. An entrepreneur was starting a golf
business and wanted a gym-style membership model to support it, and he wanted me to build it.

I won't name him here, but he became one of my mentors, and later my business partner for
many years. And he was one of those leaders this book keeps describing: genuinely invested in
me from the start. | felt it, the way your people feel it. He passed all the early tests, the small
ones from Chapter 2, before | even knew | was setting them. More than almost anyone, he

shaped who I'm as a person and as a leader.
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Years later | reached board level, and here is what has stayed with me. Many of our
conversations at that level weren’t about money, or revenue, or profit. They were about a
concept he liked to call Project M. M, the Roman numeral for one thousand. His goal was to have
a meaningful positive impact on a thousand families.

Notice the word: families. Not employees, not headcount. He understood the arithmetic of this
chapter years before | wrote it. Behind every payslip is a household, and the impact of a business

travels home in someone's pocket every night.

We counted. At the peak of that business, | think the number reached four hundred and sixty-
three. Maybe four hundred and sixty-eight; it was a long time ago, and I've promised you
honesty. Either way: hundreds of families, meaningfully better off, counted deliberately, by a
board that treated the count as part of the business.

| owe him my gratitude for many things, but mostly for this: he turned impact from a feeling into
a number. And a number, as Chapter 6 will show you, is a thing you can steer by. Project M is a
goal | still hold dear. | still want it for myself, and I'm closer now than I've ever been. That excites
me more than any revenue target I've ever chased: one day, one thousand families.

The working tool for this chapter makes it concrete. The 1,000 Lives exercise: tonight, count the
people whose working lives you directly shape. TEAM, trainees, the people your TEAM members
go home to, counted honestly. Write the number down. Then pick five names off your roster and
write one line each: what would "better" actually mean for this person? Not in general. For the
Receptionist on the early shift, for the Sous Chef, for the Night Auditor whose surname you had
to check. You now hold a list of five specific answers, and you'll recognise them again in Chapter
4, because they’re career conversations waiting to be had. That’s the whole trick of this book,

performed once in miniature: the moment care gets specific, it turns into a plan.

From conviction to machinery

Here is where Part One hands over to Part Two, so let's be honest about what you’re holding.
Chapter 1 gave you the philosophy: know the goal, do your part, tell the truth. Chapter 2 gave
you the credibility to be believed. This chapter gave you the conviction that growing people is the
job itself. Philosophy, credibility, conviction. And all three together will change precisely nothing.

| mean that. The industry is full of managers who believe every word of Part One, warmly and
sincerely, and whose TEAMs are going nowhere, because conviction without machinery loses
every collision with a busy Tuesday. We saw the physics in advance: whatever isn’t scheduled
gets postponed, and whatever gets postponed indefinitely was never really a priority, just a

pleasant opinion.
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So, the next four chapters build the machine, piece by piece. Chapter 4: every person gets a
written career goal, no exceptions. Chapter 5: every goal gets a pathway with steps, dates and
names. Chapter 6: the pathway gets wired into the KPIs, so the day job and the dream stop
fighting. Chapter 7: the whole thing gets a heartbeat, the check-in rhythm that keeps it alive
when the busy Tuesdays come. None of the pieces are complicated. All of them are relentless,
which is the point. Your conviction is about to get an exoskeleton.

Start tomorrow

Two small assighnments, one for tonight and one for tomorrow.

Tonight, do the count. The 1,000 Lives exercise, on paper: how many working lives do you directly
shape, and for five named people, what would "better" mean? Ten minutes. Keep the page; it
becomes raw material for Chapter 4.

Tomorrow, flip one hour. Look at your diary and find one hour currently spent extracting,
checking, chasing, harvesting, and spend it investing instead: coach one person through
something they can't yet do, take someone along to a meeting they have never seen, or simply
ask one of your five names what they would need to get to "better." One hour, moved from the
old org chart to the flipped one. Notice how it felt, because the rest of this book is going to ask

you to move a few more.

Your career is a group project wearing your name. Manage accordingly.
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PART TWO

The Growth System

The machine that turns caring into results: the career plan, the pathway, the KPI wiring,

and the check-in heartbeat.

Genuinely Invested | 27



Chapter 4: Everyone Gets a Career Plan. Everyone.

The word that does the work

At the end of Chapter 1, | gave you one question to ask one person: "Where do you want to be in
three years?" If you did it, you now have an answer, or a shrug, sitting in your notebook. Either
way, you started something. This chapter finishes it, and then repeats it with every single person

you lead.
Read that again. Every single person.

Not just the stars. Not just the ambitious ones who corner you in the corridor to talk about their
future. Not just head office, and not just management. The Porter. The Night Auditor. The
Gardener. The person who has done the same job, well, for eleven years. Everyone gets a career
plan, and "everyone" is the word that does all the work in that sentence.

Because here is what happens in every business I've ever seen. Development flows to whoever
asks for it loudest. The confident ones get the courses, the exposure, the conversations. The
quiet ones get the roster. And then we write reports wondering why the same names keep
coming up for promotion, and why the rest of the TEAM seems disengaged. It isn't a mystery. We

invested in the askers and called it merit.

A career plan for everyone flips this. It says: growth here isn't a reward for confidence. It’s part of
the job. The same way everyone gets a payslip, a uniform and a duty roster, everyone gets a
written answer to the question "where is this going?" When that becomes normal, something
shifts in a TEAM. Work stops being a place people spend their time and starts being a place
people build their lives.

Why a rule and not a hope

You might wonder why this needs to be a rule. Surely development should be voluntary? Offered,
not imposed?

No. And the reason is what happens when it’s voluntary. When career planning is optional, three
groups quietly opt out. The modest, who feel it would be presumptuous. The burnt, who tried
caring somewhere before and got nothing for it. And the busy, which in a hotel is everybody.
Between those three groups you lose most of your TEAM, and you lose exactly the people who

need it most.

A rule removes the social cost. Nobody has to be the person who asked for a career conversation.
It simply happens, to everyone, because that’s how things are done here. The modest are spared
the awkwardness, the burnt get evidence instead of promises, and the busy get an appointment
in the diary that doesn’t move.

The rule protects you too. When every person has a plan, you can’t play favourites by accident.
Your attention gets audited by the system instead of steered by your comfort. We'll meet this
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idea again in Chapter 13: fair is a decision, and the decision is easiest when it’s built into the
machinery.

The career conversation

The plan begins with a conversation, and the conversation is simpler than the books make it.
You're trying to learn one thing: what does this person want their life to look like, and how can
the work help get them there? Thirty minutes. Somewhere comfortable. Their talking, your
listening. Here is the shape.

Open with why. One or two sentences, honest and un-ceremonial: "l want to understand where
you'd like to be heading, because part of my job is helping you get there. Nothing you say here is
a commitment or a trap. | just want the real answer, not the polite one." That last line matters.
Most people have learnt to give managers the answer that sounds safe. You're asking them to
unlearn it, so name it.

Ask the three-year question. "Where do you want to be in three years?" Three years is the sweet
spot for opening the conversation. One year is just the next roster. Ten years is fantasy weather.

Three years is close enough to feel real and far enough that anything could be true.

But be clear with yourself, and with them, about what the number is: a lens, not a law. Three
years is where the conversation starts, not where the plan must end. Once the goal is on the
table, the goal sets its own date. A move into a Supervisor role might honestly be eighteen
months away. A trade qualification, a department switch or a General Manager ambition might
honestly need five or six years, and pretending otherwise just builds a plan designed to
disappoint. The timeline is a product of the career plan, never the other way around. So, use
three years to open the door, then let the plan tell you both what the calendar really says, and
write that date on the page.

Then ask the life question. "And what does your life look like when you get there?" This is the
question that separates a real career conversation from a promotion interview. Because the
honest answer is often not a job title at all. It's a house deposit. A child in a better school. A
licence, a qualification, a debt cleared. Standing somewhere without being shouted at. A career
goal that isn’t connected to a life goal is just a word on a form. Connected, it becomes fuel. The
life question is also your protection against the mistake my first Sales Manager made with me
back in Chapter 1: goals that serve the business, wearing the person's dreams as a disguise. Keep
the goal pointed at their life, and that trap can’t close.

Then be quiet and take notes. Visibly. Writing down what someone says about their future is one
of the most respectful things a manager ever does with a pen. It says: this counts. I'm not going
to forget it. And you'll need those notes, because the plan gets written from their words, not

yours.
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The two answers that stop most managers

Ask the three-year question across a whole TEAM and you'll meet two answers that make

managers quietly give up. Don't give up. Both answers are doors, not walls.

"l don't know"

First, relax. "l don't know" isn't failure. It's usually the most honest answer in the building.
Nobody ever asked, so why would they have one ready? Treat it as the start of the conversation,
not the end.

Don't fill the silence with suggestions. The moment you offer "well, have you thought about food
and beverage?", the conversation becomes multiple choice, and people pick answers to please
you. Instead, come in sideways, with questions that surface the goal that’s usually hiding in plain
sight:

«  "What part of the job do you lose track of time doing?" Energy is data. People point at their
future with their enthusiasm long before they can name it.

«  "Whose job here looks interesting to you, even a little?" Not "what role do you want." Just

curiosity, borrowed from someone else's day.

« "What would you like to be better at by this time next year?" A skill is a smaller, safer thing
to want than a title. Skills are how goals begin.

- "What would need to change at home for life to feel easier?" Back to the life question.
Sometimes the goal isn’t up the ladder. It's more stability, more hours, more predictability.
That's a legitimate career goal, and you can plan for it.

If it's still genuinely blank, set a modest exploring goal and a date: "Over the next three months,
you'll spend a shift with two other departments, and then we'll talk again." Now even "l don't
know" has a plan attached. That's the standard: nobody leaves the conversation with nothing.

“I'm happy where | am"

Some people mean this. Truly. And hear me clearly: that’s allowed. The eleven-year Housekeeper
who loves her floor, her routine and her TEAM isn’t a problem to be fixed, and if you treat
contentment as a defect, you deserve the resignation letter you'll eventually get. Growth doesn’t

only mean up. It also means deeper, better, steadier.

So, the plan for the contented person is a mastery plan: become the reference point. The one
who trains the new ones. The one whose standard everyone is measured against. New skills
inside the same role, first pick of the shifts she values, recognition that reflects her worth. Write
that down with the same seriousness you would write an ambition to be General Manager,
because it's worth the same.

But, and this matters, check before you accept it. "I'm happy where | am" is sometimes true, and
sometimes armour. It can mean "l don't believe people like me get promoted here", or "l tried
wanting something once and it embarrassed me." So, ask one gentle follow-up: "I believe you.
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And if anything, ever were to change, what's the first thing you'd want it to be?" Then watch. If
the eyes stay quiet, it's contentment. If something flickers, you've just found a goal wearing a
disguise.

From answer to goal

A conversation produces raw material. A goal is what you refine it into, together, before you
leave the room or shortly after. Three tests turn an answer into a goal worth writing:

« It's theirs. Written in their words, aimed at their life. The fastest way to kill a career plan is
to improve it into something the manager wanted. Your ambition for them may be bigger
than their ambition for themselves; keep it to yourself for now. People only push what they
chose.

« It's concrete enough to plan for. "Grow in the company" plans nothing. "Duty manager

within three years", "guest relations, front of house", "senior Chef de partie with a pastry

specialisation”, "same role, trainer of the new intake, plus my matric finished". Each of
those can be walked backwards into steps. That walk is Chapter 5's whole job.

It says why. One line connecting the goal to the life: "so | can put my daughter in Grade R at
the school near my mother." When the pathway gets hard, and it will, nobody keeps
climbing for a job title. They keep climbing for the why.

The goal that had nothing to do with work

Many years ago, there was a young mom on my sales TEAM. When we sat down for her goal-
setting conversation, | asked the questions this chapter has just given you, and then | listened.

Her goal had nothing to do with sales, titles or salary bands. It centred on removing the tattoos
she had gotten when she was younger. She felt self-conscious about them when she took her
young daughter to sports days. That was it. That was the goal that mattered most in her life right
then: to stand on the side of a school field feeling like the mother she wanted her daughter to
see.

So, we made it a plan. | phoned around the laser removal clinics myself. What the process
involved, who they could refer, how many appointments it would take, how far apart, and the
cost per session. We put it all on paper: total cost, number of sessions, the months it would run.
And a private ache she had carried for years became a project, with a price, a timeline and a

route.

Two things about that conversation have stayed with me. First, she had wanted this dearly, for
years, and had simply never quantified it. Nobody had ever helped her count the time and money
standing between her and her goal. That’s what most "impossible" goals turn out to be:
unquantified ones. The moment the number exists, the goal stops being a wish and starts being
arithmetic, and arithmetic can be worked.
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Second, it remains one of the most genuinely interesting goals I've ever worked on, precisely
because no job title appeared anywhere in it. If your idea of a career plan only has room for
promotions, you would have missed this goal completely. And it was quite special, watching
someone take a thing she wanted dearly for herself and hold it, for the first time, as a plan.

If it is not written, it is a wish

Now write it down. Not in your head, not in an email you'll lose. One page, on paper, two copies,
both signed. Theirs goes home with them. Yours goes into the file you'll put on the table every
quarter, in the check-in rhythm Chapter 7 will build.

Why paper, why signed, why the small ceremony? Because ceremony is how humans mark the
difference between talk and commitment. A conversation evaporates. A signed page sitsin a
drawer at home where the person sees it, where a spouse sees it, where it quietly says: someone
at work is invested in me. I've watched what a single page like that does to a person's Monday.

It's out of all proportion to the paper it’s printed on.
The One-Page Career Plan has five boxes, and the full template is in the toolkit:

« THE GOAL. Where you are heading, in your own words.
« THE WHY. The life this goal serves. One line.

« THE ARRIVAL PICTURE. What is true when you get there: role, skills, income band, life. And
the arrival date the goal itself demands, whether that’s eighteen months or six years. Three

years is the default lens, not a deadline.
« THE FIRST MILESTONE. The one thing that must happen in the next six months, with a date.
« THE DEAL. What you bring, what | bring. Two signatures.

Notice what isn't on the page: the whole route. That’s deliberate. The pathway, with all its steps,
training and dates, is the next chapter's work. The plan page answers where and why. The map

answers how.

Doing this at scale, without drowning

If you lead six people, this is a fortnight of pleasant conversations. If you lead sixty, it's a project,
so run it like one. Cascade it: hold career conversations with your direct reports first, and do it
properly, because you're also training them by demonstration. Then they hold conversations with
their TEAMs, using the same one-page plan, while you audit a sample for quality: are these goals
in the person's own words, or did the Supervisor write what was convenient?

Pace it. Four conversations a week beats a heroic blitz that produces forty rushed pages. And
sequence it kindly: start with the quiet middle, not the stars. The stars have had versions of this
conversation before. For the quiet middle, this will be the first time anyone at work has asked
about their life. Going to them first tells the whole TEAM, without a single announcement, who

this system is really for. Which is everyone.
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Start tomorrow

You've one answer in your notebook from Chapter 1. Tomorrow, turn it into the first page. Take
the five boxes, sit down with that person for fifteen minutes, and fill the page in together, in their

words. Sign both copies. Watch what happens to their face when you hand them theirs.

Then open your diary and book the rest of the TEAM. One conversation at a time, quiet middle
first. By the end of the month, there shouldn’t be a single person reporting to you whose three-

year answer you don't know, and not a single answer that isn’t written down.

Development that flows to whoever asks loudest isn’t development. It’s

favouritism with a training budget.

Genuinely Invested | 33



GENUINELY INVESTED - THE TOOLKIT

FORM 1 OF 13

The One-Page Career Plan e

USE THIS WHEN: Sitting down with a TEAM member to turn their career conversation into a written, signed plan.

HOW: Fill it in together, in their words. Two copies, both signed. Theirs goes home; yours comes to every quarterly
check-in.

TEAM member Manager Date

THE ARRIVAL PICTURE: what is true when you get there (role, skills, income band, life) and the arrival date the
goal itself demands. Three years is a default lens, not a deadline.

THE DEAL: what | bring (TEAM member) THE DEAL: what I bring (manager)

THE RULE: If it is not written, it is a wish. In their words, not yours.
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THE MODERN VERSION

The One-Page Career Plan, Digital

Pairs with Form 1 of 13. Same tool, new engine. The paper version stays.

KEEP ON PAPER

The career conversation itself, and the signed copy that goes home with them. Ceremony needs
paper.

THE DIGITAL VERSION

Create one document per person, shared with that person only. Microsoft: a Word file in
OneDrive, or a page in a shared OneNote section. Google: a Doc in a shared folder. Both of you
can edit it; version history becomes the story of the plan. Set a calendar reminder for the
quarterly review the day you create it.

THE Al ASSISTANT LAYER
Say to your Al Assistant: "Here are my rough notes from a career conversation with [name]. Draft
their one-page career plan in THEIR words, not mine: the goal, the why, the arrival picture, and the
first milestone with a date. Then list separately everything | committed to, so | can put my side in my
calendar."

THE PRESENCE RULE: Fill the paper form in together, in the room. Digitise it afterwards. The signed

paper copy is theirs.
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Chapter 5: Plot the Pathway

A poster on a wall

There's a certain kind of motivational poster you find in staff corridors. A mountain, usually.
Sometimes an eagle. A word like DREAM or ACHIEVE in confident capitals. Nobody has ever been

promoted by a poster.

A career goal without a route is that poster. Inspiring for a week, invisible by month two, faintly
depressing by year end, because it hangs there reminding everyone of the distance between here
and there without ever explaining how the distance gets crossed.

You now have a TEAM of signed one-page plans. Every one of them says where and why. This
chapter builds the how: a visible pathway from the person's current role to their goal, with real
steps, real dates and real names on it. This is where the goal stops being something the person
wants and starts being something the two of you're building.

And a warning before we start: this is the chapter where your job changes. The career
conversation cost you listening. The pathway costs you effort: doors opened, training arranged,
shifts adjusted, favours called in. This is the "do your part" from Chapter 1, arriving with its
sleeves rolled up. If you aren’t willing to spend anything here, go back and unsign those plans,

because a plan you won't fund with effort is a promise you've already broken.

Walk backwards

Never plan a pathway forwards. Forwards produces a to-do list of nice ideas: do a course, get
some experience, show initiative. Vague, unordered, optional. Instead, stand at the goal and walk
backwards, asking one question over and over: what must be true just before this?

Take a real example. Zanele is a Front Office TEAM Leader. Her signed plan says: Duty Manager
within three years, because she wants her own place and a Duty Manager's salary makes the
bond possible. Stand at that goal and walk back.

For Zanele to be appointed Duty Manager in three years, what must be true just before? She
must be the obvious candidate when a post opens: acting experience, a completed Duty Manager
development programme, and a GM who has seen her run the building. For that to be true a year
earlier, she must be acting Duty Manager on quiet shifts, trained on the systems, and known
outside her own department. For that to be true six months from now, she must have finished
her night audit cross-training, shadowed the current Duty Manager twice a month, and fixed the
one behaviour that undermines her, named early in the kind of honest conversation Chapter 8

will teach.

Keep walking until you reach next month. What you now have isn’t a wish. It’s a sequence: this,
then this, then this, each step resting on the one before. Write the steps on the map with dates,

Genuinely Invested | 36



and suddenly a three-year goal is nothing more intimidating than the next six months, repeated

six times.

The four ingredients

Look at any pathway that actually worked, in any industry, and you'll find the same four
ingredients. When a pathway feels thin, one of these is missing. Use them as a checklist.

Skills. What must this person be able to do at the destination that they can’t do today? Be
brutally specific. "Leadership" isn’t a skill; it's a section of a bookshop. "Run a shift handover",
"draft a roster within budget", "handle a guest complaint to resolution without escalating", "read
a daily revenue report and know what it’s saying": those are skills, and each one can be taught,

practised and ticked.

Exposure. Skills are learnt in rooms this person is currently not invited into. The revenue meeting.
The month-end review. The disciplinary hearing (observing). The Duty Manager's Saturday.
Exposure costs you almost nothing: a calendar invitation and a word to a colleague. It's the
highest-return, lowest-cost development tool a manager owns, and most managers never think

to use it. An hour in the right meeting teaches more about the next level than a month of theory.

Training. The formal piece: courses, certificates, qualifications. Important, and the easiest
ingredient to arrange, which is exactly why weak development plans are made of nothing else.
Training without exposure produces people who know the theory of rooms they have never
stood in. Use it, but use it third, not first.

Track record. Proof. Results with the person's name on them: the project delivered, the acting
stint survived, the audit passed, the trainee they developed. When the promotion decision is
eventually made, nobody in that room quotes course certificates. They quote evidence. Build
evidence deliberately: give the person things to run, small at first, and make sure the wins are
visible and credited. You aren’t just growing them. You're building their case.

Skills, exposure, training, track record. Every step on the map should be feeding at least one, and

a good six-month stretch feeds all four.

You are richer than you think

At this point managers usually object: "l don't have a training budget for this." Good news. Most
of a pathway costs nothing, because most of what a growing person needs already exists inside
your operation, unlabelled.

« Your SOPs and manuals are a curriculum. Every procedure in the building is a lesson
someone can master, then teach. Mastering the standard is the first rung of every ladder,
and teaching it’s the second: nobody learns a job as thoroughly as the person who has to
train it.
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» Your other departments are a business school. Cross-training is free, and it builds exactly
the breadth the next level needs. The Receptionist who has done a month of night audit
understands the hotel in a way her colleagues do not.

+ Your calendar is an academy. Every meeting you attend is a possible exposure slot for
someone on a pathway. One guest chair, rotated deliberately.

« The person two roles ahead is a textbook. An hour a month of their time, arranged by you,
is worth more than most courses. Which brings us to mentors.

Mentors and sponsors: know the difference

Two kinds of people accelerate a pathway, and they aren’t the same, though the words get used
interchangeably.

A mentor talks with the person. Advice, perspective, honest answers about what the next level is
really like. A mentor should usually not be you; the person needs somewhere to say things their
manager shouldn’t have to hear, like "I'm not sure | want this anymore" or "my manager is part
of the problem." Arrange a mentor from outside their reporting line: the Duty Manager at a sister
property, the retired HOD, the person two roles ahead. Frame the ask so it flatters, because it

should: "She wants to learn what you know."

A sponsor talks about the person. In rooms where they aren’t present, when names are being
considered, a sponsor says: "Zanele. Have you seen her run a Saturday?" Sponsors control doors,
and here is the part that should stop you mid-page: for the people who report to you, the
sponsor is you. It isn't optional and it isn’t passive. Speaking their name in the rooms they can’t
enter yet is a core duty of the invested manager, and it’s the ingredient the quiet middle never
gets, because the quiet middle doesn't self-promote. You're their marketing department. Do your
job.

The rooms they run now

When | think about impact, | don't reach for spreadsheets. | look around the business | help lead

today, because three of the people in it walked the whole length of this chapter.

One started as an intern. One started their first ever role with me. One | inherited, already
working, waiting for someone to ask the right questions. Three different starting points, and the
same thing underneath: each of them had a plan. A written one. A plan we committed to
together, and a plan they delivered on, year after year.

Today, all three fill senior positions in our business. Leading departments and a division. And the
machinery didn't stop with them: each has recruited and grown staff of their own as part of their
growth, meeting goals and milestones along the way and building climbers behind them, which is
the pay-it-forward you'll meet properly in Chapter 9.

But here is the part that makes me proudest, and it's the reason this chapter kept returning to

exposure and sponsors. Earlier | told you that skills are learnt in rooms your people aren'’t yet
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invited into, and that your job is to speak their names in those rooms until the doors open. Well.
The rooms these three previously weren't invited to? They now run them. Competently,
confidently, and without me anywhere in sight, which is exactly the point.

An intern, a first-jobber and an inheritance. Three signed plans, walked backwards and delivered
forwards over years. That's everything this chapter teaches, standing in senior positions, running

the meeting.

Pathways collide with reality

Three honest complications, because pathways live in the real world and the real world has
opinions.

There may be no vacancy. You can build a perfect three-year pathway to Duty Manager and have
no Duty Manager post open in three years. Don’t promise the post; you don’t own it. Promise
readiness, and say it exactly that honestly: "I can't guarantee a vacancy. | can guarantee that
when one opens, here or anywhere, you'll be the strongest candidate in the room." Readiness
travels. Which is also your quiet answer to the fear from Chapter 3: yes, you may be preparing
them for a role at another property, or even another company. Prepare them anyway. The

alternative, keeping people unready so they stay, is captivity, and captivity leaks.

Two people may want the same next rung. Say so, early and openly, to both: "You're both
building towards the same role, and I'm developing you both properly. When it opens, the
readiest person gets it, and the pathway itself will show us who that is." Rivals with visible
pathways compete by growing. Rivals guessing in the dark compete by politics. You choose which
contest runs on your TEAM.

Pathways drift. Goals change, departments restructure, life happens. Fine. The map is a working
document, not a monument; that’s why it comes to the quarterly check-in, where Chapter 7 will
reserve fifteen minutes for it. Redrawing a route is normal navigation. Only two states are
unacceptable: a map nobody looks at, and a map that stopped being true.
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The pathway map

One page again; the full template is in the toolkit. The Pathway Map sits behind the career plan
page in both copies, and it holds:

« THE GOAL, copied from the plan page, so the map never forgets what it's for.

« THE STEPS, walked backwards, then written forwards: next quarter, six months, one year,
and on to the goal's own arrival date, however near or far the plan says it honestly is. Each
step dated.

» THE INGREDIENT each step feeds: skill, exposure, training or track record. A map heavy on
training and light on everything else gets redrawn.

«  THE NAMES. Who helps with each step: the mentor, the cross-training host, the course
provider, you. A step without a name attached is a hope.

« THE FIRST MILESTONIE, in bold, with its date. The one from the plan page. Everything else
on the map is direction; this is the commitment.

Succession: the pathway's quiet gift

One last reframe, for the day the whole exercise feels like generosity you can’t afford. Every
pathway you build is also your own escape route. The manager who can’t be promoted because
nothing works without them isn’t indispensable. They're stuck, and everyone above them knows
it. ATEAM full of visible pathways is a TEAM full of successors, and a TEAM full of successors is

what makes your own next move possible. Build their routes and you are, quietly, building yours.

Start tomorrow

Take the signed plan from Chapter 4's "start tomorrow", the one person whose goal you already
have on paper. Tomorrow, book thirty minutes and walk backwards from their goal together:
what must be true just before, and before that, and before that, until you reach next month.

Write the steps on one page. Tag each step with its ingredient. Put a name next to each one.

Then, before the week is out, do the step that costs you something. Send the meeting invitation.
Make the call to the colleague. Speak the name in the room. The map becomes real the moment
you pay for the first step, and your credibility with every plan that follows is set by how fast you
do.

Promise readiness, not vacancies. Readiness travels.
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GENUINELY INVESTED - THE TOOLKIT

FORM 2 OF 13

The Pathway Map CHAPTER 5

USE THIS WHEN: Turning a signed career goal into a visible route with steps, dates and names.

HOW: Walk backwards from the goal ("what must be true just before this?"), then write the steps forwards. Staple
behind the career plan. Redraw whenever reality moves.

TEAM member Manager Date

Ingredient (skill /
When Step exposure / training / Who helps Done by
track record)

Next quarter

Six months

One year

Beyond one
year

ARRIVAL
(goal's own
date)

THE FIRST MILESTONE: in bold on the plan; everything above is direction, this is the commitment

THE RULE: Every step feeds an ingredient and carries a name. A step without a name is a hope.
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THE MODERN VERSION
The Pathway Map, Digital

Pairs with Form 2 of 13. Same tool, new engine. The paper version stays.

KEEP ON PAPER
Walking backwards from the goal together, scribbling and redrawing. That mess is the thinking.
THE DIGITAL VERSION

Turn each step into a task with a date and an owner. Microsoft: a Planner board per person
(columns: Next quarter, Six months, One year, Beyond) or a shared To Do list. Google: a Tasks list

or a simple Sheets timeline. The win is automatic: steps now nag you both, and nothing silently
slips a quarter.

THE Al ASSISTANT LAYER

Say to your Al Assistant: "Here is [name]'s signed career goal and where they're today: [paste]. Walk
backwards from the goal and draft the pathway steps, each with a rough date and the ingredient it
builds (skill, exposure, training, or track record). We'll edit it together, so mark anything you’re
guessing."

THE PRESENCE RULE: Draw the map on paper with them first. The app is where the map lives between

conversations, not where it gets made.
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Chapter 6: Tie the Dream to the Day Job

The chapter most books skip

Here is where most development programmes go to die, and almost nobody performs the

autopsy.

The career conversation happened. The plan is signed. The pathway is mapped, with dates and
names. Everyone is sincere. And then Monday arrives, with its occupancy report and its staff
shortage and its conference group checking in at two, and a quiet law of nature takes over:
whenever development and performance compete for the same hour, performance wins. Not
sometimes. Every time. The course gets postponed, the shadowing shift gets cancelled, the
mentor coffee evaporates, and everyone involved is being completely reasonable, because the
day job is on fire and the dream can wait.

The dream waits all year. Then we hold an annual review, note sadly that the development plan
"didn't get traction", and blame busyness, as if busyness were weather instead of a design flaw.

Because it’s a design flaw. The plan and the day job were built as two separate things, so they
compete. The fix isn’t more sincerity, more reminders or a quieter month, which is never coming.
The fix is structural: wire the career plan into the person's KPIs, so the scoreboard they're judged
on every day and the pathway they’re walking are the same document. When hitting today's
targets builds tomorrow's career, the war for the hour ends, because both sides of it want the

same hour spent the same way.

First, a word about scoreboards

KPI is one of those abbreviations that has been beaten senseless in meeting rooms, so let us
rescue it. Key Performance Indicators. Strip the suit off that phrase and it means: the handful of
numbers and behaviours that tell a person, at a glance, whether they're winning at their job.

A good scoreboard is one of the kindest things you can give an employee. Think about what
working without one is like; millions do it. You work hard all month, and then once a year a
manager tells you, based on memory and mood, how you did. That isn’t management. That's
astrology. A clear scoreboard replaces a year of guessing with a running answer to the question
every working person carries around: how am | actually doing?

And a bad scoreboard? A bad scoreboard is fifteen metrics nobody can recite, measuring
whatever the software found easiest to count, reviewed never. If that’s what KPl means in your
business, your people are right to roll their eyes. We're about to build something better, and the

rules are short.
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Three to five. No more.

Each person gets three to five KPIs. Not fifteen. The test is brutal and simple: if the person can’t
recite their KPIs from memory when you ask them in the corridor, they don’t have KPIs. They

have paperwork.

Why so few? Because attention is the scarcest resource in any operation, and a scoreboard is an
attention-steering machine. Fifteen priorities steer nothing; they just redecorate the noise. Three
to five means every number on the list is genuinely load-bearing: drop one and either the
business or the person's growth actually suffers. If dropping a KPI would change nothing, it was
never key. It was just measurable.

And the mix matters more than the count. A well-built set draws from three families:

Results. The outputs the role exists to produce. Guest satisfaction scores, revenue against target,
cost control, occupancy conversion, audit results. Most scoreboards are made entirely of these,

which is exactly the problem we’re fixing.

Behaviour. How the results get made. Handover quality. Punctuality. How complaints are
handled before they escalate. Whether the new starter got trained properly. Results tell you
what happened; behaviour tells you what happens next, a truth Chapter 7 will build the whole
check-in around. Here is where behaviour earns a permanent seat on the scoreboard, so the
quarterly behaviour conversation is never a surprise ambush but a review of a number the

person has watched all quarter.

Growth. And here is the whole trick of this chapter: at least one KPI, every quarter, for every
person, comes straight off their pathway map. The cross-training completed. The acting shifts
done. The course finished. The trainee developed. Growth stops being what happens after the
real work and becomes, officially and measurably, part of the real work.

And one more rule, learnt the long way: build the set with the person, not for them. It's rare
enough to find an organisation that has both career plans and KPIs. Rarer still to find the two
properly aligned. Rarest of all is a business that invites people into creating their own measures,
and that’s a pity, because something special happens when somebody helps design their own
scoreboard. The buy-in changes completely. The conversation stops being about whether a KPI
belongs there at all, that quiet resentment every imposed target carries, and turns towards the
standard or benchmark you're both trying to reach. A person can argue with your number. It’s

much harder to argue with their own.
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The wiring: how a pathway step becomes a KPI

Go back to Zanele from Chapter 5. Front office TEAM Leader, aiming at Duty Manager in three
years, first milestone: night audit cross-training done and two shadowing shifts a month, within

six months.

Here is her quarter, badly wired, the way most businesses do it. KPIs: guest satisfaction 8.5, Front
Office upsell target, zero audit findings. Development plan, in a separate file: night audit training,
shadowing. You already know how this movie ends. Her KPIs eat her quarter, the development
file gathers its famous dust, and in December everyone is sincerely disappointed.

Now wire it properly. KPIs: guest satisfaction 8.5. Upsell target. Handover quality, audited weekly,
because that's the behaviour standing between her and Duty Manager, and you both know it
from an honest conversation. And fourth: night audit sign-off complete plus six shadowing shifts
logged by end of quarter. That isn’'t a development plan riding alongside her job. That’s her job.
When her manager reviews the quarter, the growth line gets examined with exactly the same
seriousness as the revenue line. Miss it, and the check-in asks why, the same way it would ask
about a missed sales target: what happened, what do we each do, by when.

Feel the difference? The organisation has stopped saying "we support your growth" and started
measuring itself on it. People believe scoreboards. They're right to. What a business measures is

what it means; everything else is decoration.

The lightbulb moment

Everything this chapter teaches comes down to a moment I've watched hundreds of times now,
and it never gets old. | call it the lightbulb moment, and it happens right here, in the wiring.

The career conversation planted the goal. The pathway drew the route. But this is where a
person sees their plan turn into day-to-day actions that they’re in charge of. Not actions assigned
to them. Actions they own. Watch someone's face when their scoreboard stops being the
company's demands and starts being their own plan, translated into this week. It gives them a
sense of ownership over their destiny, and ownership over their impact on the business, and in
more than twenty-five years I've never found anything else that gets people to deliver results in
quite the same way.

That said, ownership runs in both directions, and this is the part | insist on. The person must also
understand the impact of delivering on their career plan for the business. Yes, their growth is the
reason the plan exists; that has been this book's position since page one. But that growth also
comes with a positive outcome for the business, and they should understand exactly what that
outcome is: the standard lifted, the department strengthened, the number moved. When both
sides are visible, the goal and the business impact, the scoreboard stops being surveillance and
becomes a shared bet. The business invested in their growth. Their growth pays the business

back. And nobody needs to police a bet they placed themselves.
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Both names on every number

A detail that changes everything: when the growth KPI goes on the scoreboard, your matching
obligation goes into the check-in notes next to it. Her line says six shadowing shifts. Your line
says: roster cover arranged so she can leave the desk, Duty Manager briefed, dates booked. If the
guarter ends and her growth KPl is red because the cover you promised never materialised, then

that number is measuring your performance, not hers, and you say so out loud in the review.

This is The Deal from Chapter 1 wearing its work clothes. Every growth number has two owners.
The fastest way to make a TEAM cynical about this whole system is to hold them accountable for
growth you made impossible. The fastest way to make them believe is the opposite: a manager
who marks their own side of the scoreboard as honestly as they mark everyone else's.

Keep the score visible

A scoreboard that lives in a spreadsheet only the manager opens is a diary, not a scoreboard. The
whole point of a score is that the player can see it mid-game, while there’s still time to change
the result.

+ Self-trackable beats reported. Wherever possible, pick measures the person can check
themselves, without waiting for you: the guest score dashboard, the shadowing log, the
checklist completion. Chapter 7 will make this the weekly question, "where are you on your
number?", and that question only works if they can actually know. People who track their
own numbers manage themselves; your job shrinks to coaching the gaps.

« Updated at least weekly. A number from six weeks ago is history, not feedback. Feedback
changes behaviour while behaviour can still change the quarter.

« Simple enough to say in a sentence. "Handover audit: 9 out of 10 complete and correct this
week." If explaining the metric takes a paragraph, the metric is management art, not a tool.

Visibility has one more quiet benefit: it makes the quarterly sit-down cheap. No surprises, no
archaeology, no arguing about what the number even is. Both of you watched it move all quarter.

The meeting spends its time on the only questions that matter: what happened, and what next.

The quarterly question

Scoreboards rot. Quietly, respectably, the way all fixed things rot in a moving business. The role
shifts, the season changes, the person grows, and a KPI that was load-bearing in March is
decoration by September, still being measured, still being reported, connected to nothing.

So, the quarterly check-in you'll build in Chapter 7 ends its scoreboard section with the question
you've now seen twice in this book, because it’s that important: "Are these KPIs still in line with
your goals?" Walk the alighment openly, number by number: this one serves the role, this one
serves the pathway, this one serves both. And any number that serves neither gets one honest
chance to justify itself before it dies. Killing a dead KPI in front of the person it was measuring
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buys you more credibility than adding three new ones. It proves the scoreboard is alive, and that
it answers to reality rather than to habit.

The alignment grid

The working tool for this chapter is almost embarrassingly simple, which is a compliment. One
page, two columns; full version in the toolkit.

Left column: each of the person's KPIs, three to five of them. Right column: what that KPI feeds.
The role's results, a behaviour that protects their reputation, or a step on their pathway map,
named specifically: "feeds first milestone: night audit sign-off."

Then read the grid with two checks. Every KPI feeds something real, or it gets questioned. And
the pathway's current milestone appears somewhere in the left column, or the dream is officially
not part of the day job this quarter, and you fix that before you leave the room. Two columns,
two checks, five minutes, once a quarter, per person. That's the entire discipline that keeps the
machine from Chapter 4 and Chapter 5 connected to the engine that actually runs people's

weeks.

Start tomorrow

Same person. The one with the signed plan and the freshly walked pathway. Tomorrow, put their
current KPIs on one side of a page, however many there are, in whatever state they’re in. Run the
two checks. Cross out what feeds nothing. If they're carrying more than five, choose; carrying
twelve priorities is how nothing gets prioritised. And make sure one KPI, at least, comes straight
off their pathway map, with your matching obligation written next to it in the check-in notes.

Then show them the new scoreboard and watch for the moment it lands: the realisation that the
thing they're measured on and the thing they’re hoping for have finally stopped being rivals.

What a business measures is what it means. Everything else is decoration.
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GENUINELY INVESTED - THE TOOLKIT
FORM 3 OF 13

The KPI Alignment Grid CHAPTER 6

USE THIS WHEN: Checking, once a quarter, that each person's scoreboard serves both the role and their career goal.
HOW: List every KPI (three to five, no more). Write what each one feeds. Then apply the two checks below and fix the
scoreboard before leaving the room.

TEAM member Manager Quarter

What it feeds (role result / behaviour / Keep / fix / kill
named pathway step)

THE RULE: Check one: a KPI feeding nothing gets one honest chance, then dies. Check two: the current pathway

milestone appears above, or the dream is not part of the day job this quarter.
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THE MODERN VERSION
The KPI Alignment Grid, Digital

Pairs with Form 3 of 13. Same tool, new engine. The paper version stays.

KEEP ON PAPER
The quarterly conversation where you build the set WITH the person.

THE DIGITAL VERSION

A shared scoreboard they can see any day, not just quarter-end. Microsoft: an Excel sheet in
OneDrive, one tab per person, with simple green and amber formatting. Google: the same in
Sheets. If the person cannot recite their KPIs, the sheet is too clever; three to five rows, no more.

THE Al ASSISTANT LAYER
Say to your Al Assistant: "Here are [name]'s KPIs for this quarter: [paste]. Run the two checks from
Genuinely Invested: does each KPI feed a role result, a behaviour, or a named pathway step? Flag
anything feeding nothing, and confirm at least one KPI comes straight off their pathway map. Then
draft my matching obligation for each growth KPI."

THE PRESENCE RULE: The scoreboard lives on a screen. The conversation about it happens face to face,
with the screen closed.
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Chapter 7: The Genuine Check-In

The heartbeat

By this point in the book, you've done real work. Every person on your TEAM has a written career
goal. Each goal has a pathway with dates on it. The pathway is wired into their KPIs, so the day

job and the dream finally pull in the same direction.
And none of it matters, yet.

A plan that nobody revisits is a document. A very good document, filed in a very good folder,
doing absolutely nothing. I've seen beautiful career plans gather dust in drawers while the person
they belonged to quietly resigned. The plan didn’t fail. The follow-up did.

The check-in is the heartbeat of the whole system. It's the mechanism that turns a plan into
progress. Everything you built in the last three chapters gets its pulse from this one habit: sitting

down with your person, regularly and honestly, and talking about how it's actually going.

Two rhythms. A short weekly check-in that keeps the connection alive. And a proper quarterly sit-
down that reviews the whole picture: KPls, goal progress, and behaviour. Face to face. One on
one. Phones away.

Simple to describe. Genuinely hard to sustain. So, before | give you the agendas, let us be honest
about why check-ins die. Because they do die, in three predictable ways, and you've probably
attended all three funerals.

The three deaths of the check-in

Death one: it becomes a status meeting. This is the most common death, and the sneakiest,
because the meeting still happens. It’s in the diary. Attendance is perfect. But listen to what is
being discussed: the roster, the stock take, the event on Saturday, the leaking pipe in room 14.

Operations has eaten the conversation. The person's goal hasn't been mentioned since February.

Here is the test. If the meeting would look the same with a different human sitting in the chair,
it's a status meeting. A check-in is about this person: their targets, their growth, their behaviour,
their next step. Operations has its own meetings. Don't let it steal this one.

Death two: it gets cancelled. Something urgent comes up. It always does. You cancel, with a
genuine apology, and you both agree to pick it up next week. No harm done. Then it happens
again. Now pay attention, because something important just occurred: you've told that person, in
the clearest language a leader ever uses, exactly where they rank. The language of leadership
isn’t what you announce. It's what you cancel.

Death three: it goes soft. The meeting survives. It's even pleasant. Too pleasant. Somewhere
along the way it turned into a friendly chat: how is the family, how was the weekend, everything
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fine, great, same time next month. Warmth without truth. The person leaves feeling nice and
knowing nothing. Six months later they miss out on a promotion and are blindsided, because
every check-in told them everything was fine. That isn't kindness. That’s a slow ambush.

All three deaths share one cause: the check-in had no structure to protect it. A meeting with no
agenda gets colonised by whatever is loudest, and operations is always loudest. So, we give it a

structure. A light one. Two rhythms, a handful of questions, and two rules you never break.

The weekly check-in: ten minutes, three questions

The weekly check-in isn't a meeting. Don’t book a boardroom. Don't create a slide. It's ten
minutes, ideally on the move or over coffee, and it exists to do one thing: keep the thread
between you and each person unbroken, so that nothing has time to fester.

Three questions carry the whole thing.

One: "What's going well?" Start here on purpose. People are trained to bring managers
problems, and if you always start with problems, your presence starts to feel like weather. This
question surfaces wins you would otherwise never hear about, and it gives you material for the
recognition we covered earlier. Listen for what they're proud of. It tells you what they value.

Two: "What's in your way?" Not "any problems?", which invites "no, all good." Something is
always in the way: a broken process, a slow supplier, a colleague, a skill gap, you. This question is
where small problems come to die young. The blocked drain gets reported this week, not found
by a guest next month. And when the answer involves something only you can move, moving it's
the fastest trust you'll ever build.

Three: "Where are you on your number?" One KPI. Whichever matters most right now. Not a
performance review, just a pulse: do they know their own score? People who track their own
numbers manage themselves. People who wait to be told their numbers are passengers. This
weekly question, asked gently and relentlessly, converts passengers into drivers faster than any

training course I've found.

Ten minutes. That's the whole check-in. Resist the urge to solve everything on the spot; your job
in this conversation is to hear, note, and follow up. If something big surfaces, book the proper

conversation it deserves. The check-in is a radar sweep, not a rescue mission.

One more thing. Do the sweep with everyone, every week, not just the people you enjoy or the
people on fire. The quiet solid ones in the middle need it most and request it least. You already
know this from Chapter 1. The forgotten middle is where good TEAMs quietly leak.
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The quarterly sit-down

Once a quarter, the radar sweep becomes a full service. This is the conversation the entire
growth system hangs on, so treat it with respect: forty-five minutes to an hour, booked well in

advance, in a space with some privacy. Face to face. One on one. Phones away, yours first.

Why face to face, in an age of video calls and messaging apps? Because this conversation trades
in things that don't travel through screens: hesitation, pride, the pause before an honest answer.
You aren’t exchanging information. You're reading a person. Sit where you can do that.

The agenda has four parts, and the order matters.

Part one: the scoreboard (ten minutes)

Go through their KPIs, all of them, with the actual numbers in front of you both. No surprises
here if the weekly pulse has been happening; this is confirmation, not revelation. Green is
celebrated specifically: not "well done" but "your guest scores went from 8.1 to 8.9 and |
watched you do it by fixing the check-in queue." Red is examined without drama: what

happened, what do we each do about it, by when.

Then ask the question that makes this book different from a performance manual: "Are these
KPIs still in line with your goals?" You wired the scoreboard to their career in Chapter 6. Wiring
drifts. Roles change, goals sharpen, life happens. Once a quarter, you check the connection. If a
KPI is serving neither the business nor their growth, it's admin wearing a costume. Fix it or kill it.

Part two: the goal (fifteen minutes)

Take out the one-page career plan. Yes, physically. There’s a small ceremony in putting the actual
page on the actual table, and ceremonies carry meaning. Then walk the pathway together: which
milestone is next, is it still on date, what has been done since last quarter, what has stalled.

Two questions do the heavy lifting here. First: "What did you do this quarter that your future self
will thank you for?" It puts the responsibility where it belongs, on their side of The Deal. Second:
"What do you need from me this quarter?" That keeps your side honest. Write both answers

down, in front of them. What gets written in front of a person becomes a promise. That's exactly

what you want.

And if nothing has moved for two quarters straight, say so plainly. Sometimes the honest
conclusion is that the goal was never really theirs, it was the answer they thought you wanted.
That isn’t failure. That's discovery. Rework the goal. A real modest goal beats an impressive fake

one every time.
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Part three: behaviour (ten minutes)

This is the part most managers skip, and it’s the part this book refuses to skip. Results tell you
what happened. Behaviour tells you what happens next. A person can hit every number this
quarter in a way that guarantees they miss them next year: bulldozing colleagues, cutting
corners, burning themselves out, hoarding knowledge so they stay indispensable.

So, you talk about behaviour explicitly, in both directions. Where their conduct is building their
reputation, tell them, with examples: "When the group booking collapsed, you stayed calm and
your whole shift stayed calm. People noticed. That's what the next role is made of." Where it’s
undermining them, tell them too, with the same specificity and none of the euphemisms:
behaviour, example, impact. We'll drill into this properly in the next chapter. For now, the rule is
simple: no behaviour conversation may ever debut in a disciplinary meeting. The quarterly sit-
down is where honesty rehearses.

Part four: the exchange (ten minutes)

The sit-down ends with one honest piece of feedback in each direction. Yours to them, you've
just practised. Theirs to you is the harder one, because the power gap muzzles people. Ask it
straight: "What is one thing | could do differently that would make your job easier or your growth

faster?"

The first time, you'll get "nothing, all good." Expected. Say thank you and ask again next quarter.
The moment someone finally risks a real answer, treat it like the gift it is: thank them, do
something visible about it, and mention it when you fix it. One acted-on piece of feedback buys
you years of truth. One punished piece of feedback buys you years of silence. Your TEAM is
watching which one you pay for.

Close the meeting by reading back the commitments, both sides, with dates. Their copy of the
notes, not just yours. The Deal from Chapter 1, renewed in writing, four times a year.

The two unbreakable rules

Rule one: never cancel twice. Life happens; a single postponement with a rebooked date is fine.
But the same check-in cancelled twice in a row is a message, and the message is "you aren’t a
priority." No speech about valuing people survives it. If the week explodes, shrink the meeting
rather than scrapping it. Ten minutes standing in the car park beats a cancellation, because the
point was never the minutes. The point was the pattern. Trust, as we said in Chapter 2, is built

from patterns.

Rule two: truth attends every meeting. One honest observation about progress or behaviour,
every single check-in, even when things are going well. Especially when things are going well,
because that’'s when honesty is cheapest and the habit is easiest to build. If every check-in carries
a little truth, no conversation ever needs to carry a lot of it. The manager who saves up honesty
for the annual review isn't being kind. He is compounding a debt, and the person always pays the
interest.
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The occupancy question

One thing | learnt a long time ago: your TEAM will hold important what you hold important. Not

what you announce is important. What you keep showing up asking about.

Here is the test I've run in more hotels than | can count. | walk in and ask the Receptionist,
"What's today's occupancy?" Chances are they might know, but they'll probably need to look it
up. | walk in the second day and ask the same thing. They look it up again. By the third day they
have a better idea, but they'll still check themselves before answering. By the fourth day, they
know the number. They're waiting for my question, and they’re only too confident to share the

answer.

Nothing else changed. No memo, no training, no incentive. Just one question, asked consistently,
by someone whose attention they noticed. Four days, and a number nobody used to carry around
became a number somebody owns.

The same thing translates directly into your check-ins. If you keep talking about the things that
are important, the plan, the path, the behaviour that needs to be displayed, the numbers and the
KPls, and you keep that language alive, your people will keep it alive too. They will arrive knowing
their number, the way that Receptionist did, because they know it will come up, and because
your asking, week after week, is the clearest possible proof that it matters. That’s what the
rhythm of this chapter is really building. Not a meeting. A language, spoken often enough that the
TEAM starts speaking it back.

The awkward squad

The structure will carry most people. A few will test it. Three regulars to expect.

"Everything's fine." Some people answer every question with polished nothing. Don't fight it
head-on. Swap the general question for a specific one: instead of "what's in your way?", try "walk
me through Saturday night. What would you change?" Specifics are harder to deflect than
abstractions. And give it time. "Fine" is often armour from a previous manager who punished
honesty. Your consistency is what removes it, one safe conversation at a time.

The over-talker. Ten minutes becomes forty, mostly weather and grievances. Structure is your
friend: "We've got ten minutes, so let's do our three questions properly." You aren’t being cold.

You're protecting the rhythm that serves everyone, including them.

The one you dread. There's always one person whose check-in you quietly want to cancel. Notice
that feeling and treat it as data. Dread usually means there’s a truth you haven’t delivered yet,
and the meeting has become the place where you feel its weight. The fix isn’t to avoid the
meeting. The fix is the next chapter.
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The check-in agenda card

Everything above fits on one card. Print it, fold it, live by it. The full print-ready version is in the
toolkit at the back of the book.

WEEKLY, ten minutes, walking is fine:
«  What's going well?
«  What's in your way?
«  Where are you on your number?
QUARTERLY, forty-five minutes, face to face, phones away:
« The scoreboard: every KPI, real numbers, then "are these still in line with your goals?"
« The goal: career plan on the table. What moved, what stalled, what do you need from me?

« Behaviour: one thing building your reputation, one thing undermining it. Examples, not
adjectives.

» The exchange: one honest piece of feedback each way. Commitments read back, dated,
copied to both.

THE RULES:
« Never cancel twice.

« Truth attends every meeting.

Start tomorrow

You don’t need to install the whole rhythm this week. Start with one beat.

Open your diary. Book a ten-minute check-in with every person who reports to you directly,
spread across next week. Recurring, weekly, ten minutes each. Then book one quarterly sit-
down, just one, with the person whose career plan you know best. Send them the four-part

agenda in advance so nobody is ambushed.

Then protect those bookings the way you protect a meeting with your own boss. Because that's
exactly what they are. A meeting with the people your results depend on.

The plan is the promise. The check-in is where you keep it.
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GENUINELY INVESTED - THE TOOLKIT

FORM 4 OF 13

The Check-In Record CHAPTER 7

USE THIS WHEN: Running the heartbeat: the weekly ten-minute check-in and the quarterly sit-down.

HOW: Weekly: three questions, walking is fine, notes optional. Quarterly: forty-five minutes, face to face, phones away;
work down the four parts and copy the commitments to both of you.

TEAM member Manager Date Weekly / Quarterly

WEEKLY: three questions Notes

What's going well?

What's in your way?

Where are you on your number?

QUARTERLY: four parts Notes

1. Scoreboard: every KPI, real numbers.

stillin line with yourgoals> .
2. Goal: career plan on the table. What

moved? What do you need froome? ...
3. Behaviour: one thing building your

reputation, one underminingit.
4. Exchange: one honest piece of

feedback each way.

COMMITMENTS: TEAM member (dated) COMMITMENTS: manager (dated)

THE RULE: Never cancel twice. Truth attends every meeting.
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THE MODERN VERSION
The Check-In Record, Digital

Pairs with Form 4 of 13. Same tool, new engine. The paper version stays.

KEEP ON PAPER
Nothing, honestly, except your full attention. This is the tool technology helps most.
THE DIGITAL VERSION

First, the diary: set the weekly check-in and quarterly sit-down as recurring events TODAY
(Outlook or Google Calendar). Recurring is the point: never cancel twice becomes visible, because

the gap shows. Second, the notes: one running note per person (OneNote or Google Keep), two
lines per week, including the human lines.

THE Al ASSISTANT LAYER

Say to your Al Assistant: "Voice note, straight after the check-in: Log my check-in with [name]. Going
well: [x]. In the way: [y]. Number: [z]. | committed to [a] by [date]; add it to my to-do list with a

reminder. And note the human line: their daughter's exams finish in June; remind me to ask in three
weeks."

Say to your Al Assistant: "Then quarterly: Compile my last twelve weekly check-in notes for [name]

into a one-page brief for our quarterly sit-down, organised by the four parts: scoreboard, goal,
behaviour, exchange."

THE PRESENCE RULE: Phone away during the check-in. The voice note happens in the corridor

afterwards. Thirty seconds, and nothing is forgotten.
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PART THREE

The Conversations

Where the system meets weather: hard truths, wins, failures, and the discipline of

equipping people instead of rescuing them.
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Chapter 8: Real Conversations Only

You already know who this chapter is about

Stop reading for a second. Picture your TEAM.

A face just appeared, didn't it? The person whose behaviour you've been managing around
instead of managing. The talented one with the temper. The long-serving one whose standards
have quietly sagged. The charming one who somehow never carries their share of the weekend
shifts.

You've rehearsed this conversation in the car. You've opened your mouth to start it at least
twice. Both times, something more urgent conveniently appeared, and you took the exit
gratefully.

This chapter is about that conversation. Not the disciplinary hearing, which has its own chapter,
its own paperwork and its own rules. This is the one before that. The honest, human, difficult
conversation that, done early and done well, means the disciplinary hearing usually never needs

to happen.

At the end of Chapter 7, | said the check-in you dread is data. The dread means there’s a truth
you haven't delivered yet. Here is where we deliver it.

The bill for silence

Managers avoid hard conversations because avoidance feels free. It never is. It just bills you later,
with interest, in four different currencies.

The person pays first. This is the part managers forget. Your silence isn’t protecting them. It’s
denying them information that belongs to them: the truth about how they’re seen, and the
chance to fix it while fixing it's still easy. Every month you say nothing, the problem hardens into
reputation, and reputations are much harder to repair than habits. The most unfair thing you can

do to a struggling person is let them believe they’re doing fine.

The TEAM pays next. Here is the uncomfortable secret: the TEAM already knows. They knew
before you did. They have been covering the gaps, absorbing the moods, redoing the work. And
now they’re watching you, running a quiet experiment with one question: does our manager see
it, and will they act? Every week you don't, your credibility funds the difference. Nothing
demoralises a good performer faster than watching a problem go unaddressed from close range.

The standard pays third. Whatever you walk past, you approve. The behaviour you tolerate is the
real standard, no matter what the poster in the staff corridor says. Tolerate lateness from one
person and you've just re-priced punctuality for the whole TEAM.
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You pay last, and most. The conversation doesn’t disappear when you postpone it. It
compounds. What could have been a five-minute course correction in March becomes a formal
process in September, with a thicker file, a defensive employee, and a manager who must now
explain why nothing was said for six months. Early and small beats late and big. Every single time.

A hard conversation avoided isn’t a conflict avoided. It’s a conflict postponed,
with interest.

What "real" actually means

Plenty of managers do have the conversation, and still waste it, because the conversation isn't
real. It's a fog of hints, euphemisms and borrowed HR language, and the person walks out unsure

whether they were praised, warned or recruited into a wellness programme.

Real means the person leaves knowing exactly three things: what you observed, why it matters,
and what needs to change. The tool for this is old, simple and unbeatable: behaviour, example,
impact.

Behaviour, not character. You're describing what someone did, never what they are. "You
interrupted Thandi three times in this morning's briefing" is a behaviour. "You're disrespectful" is
a verdict on their soul, and souls get defended to the death. The moment your sentence contains
the words "attitude", "always" or "never", you've left the land of facts and the argument you're
about to have will be about your adjective, not their behaviour.

Example, not file. One or two specific, recent examples. Not a surprise audit of the past year. If
you ambush someone with seven incidents stretching back to Easter, the only thing they will hear
is that you've been keeping a secret scorecard, and the only thing they will feel is betrayed.
Which, to be fair, they were. If it mattered, it deserved a conversation when it happened. That's
what "truth attends every meeting" was buying you in the last chapter: the right to never need a

dossier.

Impact, not preference. Why it matters: to the guest, the TEAM, the standard, or their own goal.
"When the handover sheet isn't done, the night TEAM starts blind, and last Thursday that cost us
the Marsh booking" gives the behaviour a price tag. Impact is also where you reconnect to their
career plan. You know where this person wants to go; you built the pathway together in Chapter
5. So say it: "You want the Duty Manager role. This is the thing standing between you and it."
That single sentence converts criticism into coaching, because it proves the conversation is for
them, not just about them.

Notice what is missing: the compliment sandwich. Don’t wrap a serious message in two slices of
praise. People aren’t fooled; they learn instead that your compliments are packaging, and you
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devalue every real compliment you'll ever give. Praise generously in its own moments. Deliver
truth straight, with warmth, in this one.

Before the room: the prep sheet

A hard conversation is won or lost mostly before it starts. Not with a script; scripts shatter on
contact with a real human. With clarity. Ten minutes and four boxes, written down. The print-
ready version is in the toolkit.

« THE FACTS. The specific behaviour and one or two recent examples. If you can’t write
concrete examples, you aren’t ready, and the conversation you're about to have is about a
feeling. Go get facts first.

« THE ASK. What exactly must change, observable from the outside, by when. "Better
attitude" isn’t an ask. "Handover sheet complete before you clock out, starting tonight" is.

» THE SUPPORT. Your side of The Deal. Training, cover, a process fix, your time. If the gap is
skill, support is the whole answer. If the gap is will, support is the proof you were fair.

« THE FIRST SENTENCE. Word for word. Written, and said out loud once. More on this in a
moment, because it’s the whole battle.

One more prep question, and be honest: is any part of this problem yours? Unclear standards,
missing training, a roster that sets them up to fail, feedback never given? If so, own your piece
out loud in the room. It costs you thirty seconds of pride and buys you the moral standing to ask
for their piece.

The first sentence

Almost every hard conversation that goes wrong goes wrong in the first thirty seconds, in one of
two directions.

The first direction is the ramble. Weather, weekend, sport, a compliment, another compliment,
and somewhere around minute nine, a message so diluted it no longer exists. The person feels
the dread radiating off you long before the point arrives, and the anxiety you were trying to spare

them is multiplied instead.

The second direction is the grenade. No warning, maximum charge: "We need to talk about your
attitude." Congratulations, the conversation is now a siege.
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The first sentence has one job: honest and warm, at the same time. Name the conversation, and
put yourself on their side of the table. Some openers that work:

« "I need to have a straight conversation with you about the handovers. It's not a disciplinary
anything. You matter here, and this is getting in your way."

« "I've noticed something I'd want to know about if it were me. Can | be direct with you?"

« "This conversation is me doing my side of our deal. Something is standing between you and
where you told me you want to go, and I'm not willing to watch it quietly."

Then state the behaviour, the example and the impact, in three or four sentences. And then do

the hardest thing in this chapter. Stop talking.

Listening under fire

What happens next isn’t up to you, and that’s precisely why you must stay curious. You've
delivered your certainty; now you need their information. There are four standard responses.
None of them should surprise you again.

The defence. "That's not true. You don't see everything | do." Expected, and often containing real
information. Don't re-load your examples and fire again. Get curious: "Tell me what I'm missing."
Then actually listen, because sometimes you're missing something, and the willingness to
discover it’s what separates a real conversation from a verdict delivery. You can hold your facts

and hold curiosity at the same time. That's the whole skill.

The counter-attack. "And what about Sipho? He does worse and you say nothing." Don’t take
the bait, and don’t discuss Sipho; that’s his conversation and his dignity. One sentence: "If
that's true, I'll deal with it separately, and I will. Right now we're talking about you." Repeat as
needed, calmly, like a GPS recalculating.

The collapse. Tears, or something close. Stay put. Don’t withdraw the message to stop the
discomfort; that teaches everyone that tears are a veto. Pause the meeting, not the truth: offer a
minute, some water, a short walk. Then, gently: "This conversation is happening because | think
you're worth it. Can we carry on?" Kindness and the message, both intact.

The wall. Silence. Arms folded. "Fine. Whatever you say." Don't fill the silence with nervous re-
explaining; you'll only water down the ask. Name it, without aggression: "You've gone quiet, and
I'd rather hear what you actually think than get a nod that means nothing." If the wall holds, close
the loop anyway: state the ask, the support and the follow-up date, and let time do its work.

Some people process alone. The week after is often where the real conversation happens.

Through all four, your voice is the thermostat of the room. They escalate, you stay level. Not cold.
Level. The person should leave having met, possibly for the first time, a manager who can say a
hard thing without becoming a hard person.
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End with a plan, not a mood

Plenty of hard conversations end in a warm fog of relief. Things were said, feelings were survived,
everyone is glad it's over, and nothing whatsoever was agreed. Three weeks later the behaviour

is back and the manager says the deadliest sentence in management: "But we spoke about this."

You didn’t speak about it. You had a mood together. Speaking about it ends with four things, said
out loud and written down before anyone stands up:

«  WHAT changes. The specific behaviour, in their words this time. "So what are you taking
from this?" What they say back is what they actually heard, and you get to correct the echo
on the spot.

« BY WHEN. A date. Behaviour change without a date is a theme, not a commitment.

«  WITH WHAT HELP. Your commitments, dated too. The Deal has two sides in the hard
conversations as well.

« CHECKED HOW. Where this lands in your existing rhythm: which weekly check-in, which
quarterly sit-down. Not a new surveillance programme. The same heartbeat, now carrying
one more thing.

Then, the closing move that costs nothing and changes everything: end on the person, not the
problem. "This doesn't change what | think of you. It's one behaviour, and you're a lot more than
one behaviour. Monday, we start fresh." And mean it. Carry no grudge into Monday. The fastest
way to teach a TEAM that honesty is safe is to be visibly normal with people the day after telling
them the truth.

The conversation before the hearing

Let me tell you about the hardest one | ever had, because it shows what "real" costs at full price.

One of my TEAM was headed into a disciplinary inquiry. They had made a mistake. It wasn't a
mistake born of malice or ill intent, or a lack of character. It was negligence, but the kind of
negligence that, unfortunately, doesn’t allow the relationship between employer and employee
to continue. So, | sat down with them before the hearing and told them the truth: I didn’t think

they were going to keep their job on the other side of it.

| remember the weight of having to deliver that. | had prepared, the way this chapter prepares,
and it was still heavy in my hands.

Then | said the other half, and | meant every word of it. | would still be there afterwards. Still
there to write the reference. Still there to be their champion. Still there to help them plan what
came next in their career.

It was both tough and one of the most real conversations I've ever had: delivering genuinely
difficult news and, in the same breath, trying to inspire hope. Because there was still something

worth chasing. There was still a pathway. It might start somewhere else now, but it was the same
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pathway we had been working on together from the start. The Deal didn’t have to end at the
hearing-room door, even if the employment did.

| think about that conversation often when I sit down to build pathways with people, and it left
me with a lesson | hand to you now: it isn’t always going to end the way you think it will. Build the
plans anyway. Tell the truth anyway. And when the worst day comes, be the manager who is still
in the person's corner on the far side of it. That's what "real" means once the stakes stop being

hypothetical.

The follow-up is the conversation

One conversation rarely changes behaviour. The follow-up does. If the change shows up, name it
fast and name it specifically; recognition within days of a hard conversation is rocket fuel,
because the person is privately wondering whether they're still valued, and you just answered. If
the change doesn’t show up, the next conversation is shorter, calmer and more serious, and
because you ended the first one with dates and commitments in writing, it starts from evidence
rather than opinion: "We agreed X by the 15th. It hasn't happened. Talk to me."

And if that one changes nothing either, you move to the formal process in Chapter 10, with a
clear conscience and a clean record, having genuinely tried the human route first. That's the
sequence: real conversation, real follow-up, then process. Managers who skip step one and reach

straight for the paperwork aren’t being rigorous. They’re outsourcing their courage to a template.

Start tomorrow

You already know the face. You saw it at the start of this chapter.

Tonight, take ten minutes and fill in the four boxes: the facts, the ask, the support, the first
sentence. Say the first sentence out loud, once, in the car or the kitchen. It will sound strange.
Say it anyway; the second time is easier, and the second time will be tomorrow.

Then book the conversation for tomorrow or the day after. Not Friday afternoon. Never Friday
afternoon; don’t hand someone a weekend alone with half-digested truth. Somewhere private,

fifteen minutes, phones away.

Walk in warm. Say the sentence. Then stop talking, and find out what happens when a manager
finally treats an adult like an adult.

Silence isn’t kindness. Silence is choosing your own comfort over their career.
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GENUINELY INVESTED - THE TOOLKIT

FORM 5 OF 13

The Hard Conversation Prep Sheet CHAPTER 8

USE THIS WHEN: Preparing, the night before, for a conversation you have been avoiding.

HOW: Ten minutes, four boxes, then say the first sentence out loud once. If you cannot fill the facts box, you are not
ready. Book it for tomorrow. Never Friday afternoon.

Who When booked Where (private)

THE FACTS: the specific behaviour, plus one or two recent examples (behaviour, example, impact; no adjectives)

MY PIECE: is any part of this problem mine? (unclear standard, missing training, feedback never given). Own it
out loud.

THE RULE: End with a plan, not a mood: what changes, by when, with what help, checked how. Then be visibly

normal on Monday.
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THE MODERN VERSION

The Hard Conversation Prep Sheet, Digital

Pairs with Form 5 of 13. Same tool, new engine. The paper version stays.

KEEP ON PAPER
The night-before discipline of the four boxes, and saying the first sentence out loud. Also: the
meeting itself is a no-device zone, both sides.

THE DIGITAL VERSION
A private document only you can see (Word or Docs), never shared, never in a folder others can
open. The real upgrade here is not storage. It is rehearsal.

THE Al ASSISTANT LAYER
Say to your Al Assistant: "I’'m preparing a hard conversation. The facts: [behaviour, examples]. The
ask: [what changes, by when]. First, audit my facts box: strike anything that’s an adjective rather than
a behaviour. Then role-play it with me: you play [name], respond the way a defensive but decent
person would, and let me practise my first sentence until it lands warm and straight. Don’t go easy on

"

me.

THE PRESENCE RULE: Your Al Assistant is your rehearsal room, not your messenger. The conversation

itself is two humans, one private room, zero screens.
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Chapter 9: When Things Go to Plan

The moment managers waste

The last chapter taught you to walk towards the conversation you were dreading. This one is

about the conversation you keep meaning to have and somehow never do: the good one.

Because here is an odd truth about management. Success is a leadership moment, and most
managers sleep straight through it. Someone hits the milestone that has been on their pathway
map for a year. Someone finally cracks the behaviour you've been coaching in check-in after
check-in. Someone gets the promotion. And the manager, relieved that this one at least needs no
difficult handling, smiles, says "well done", and moves on to the next fire.

Well done. Two words, in passing, for a year of work. Then we wonder why the shine wears off
people after they succeed.

Handled properly, a TEAM member's win is one of the most powerful moments you get. It sets
what excellence means, shows the whole TEAM The Deal paying out in public, and loads the
person up for the next climb. Handled lazily, the same moment quietly teaches the most
dangerous lesson a TEAM can learn: around here, effort and no effort feel about the same. This
chapter is about not wasting the moment. Three scenes: recognition, promotion, and the strange
dip that follows both.

Recognition that actually lands

Most recognition fails not because it's absent but because it's generic. "Great job, everyone"
sprayed over a Monday briefing lands on no one; praise addressed to everybody arrives
addressed to nobody. For recognition to do its work, it has to prove something specific was seen.
Four rules do the job.

Be specific or be silent. Not "well done on Saturday" but "the Nkosi wedding party arrived angry
about the bus and left promising to come back. That was you: the upgrade call you made before
they even asked, and the note you sent to the kitchen. That's exactly the standard | want this
whole TEAM stealing from you." Specific praise does double duty: the person feels genuinely
seen, and everyone in earshot gets a free lesson in what good looks like. Vague praise does
neither. It's a greeting card. Specificity, as we said about care in Chapter 3, is the whole trick:
specific care becomes a plan, and specific praise becomes a standard.

Be fast. Recognition decays by the day. Praise delivered within a shift of the deed lands with full
weight; the same words at month-end land like admin, and at the annual review like archaeology.
You already have the machinery for speed: the weekly check-in's first question, "what's going

well?", exists partly to feed you this material. Use what it catches the same week it catches it.
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Know their channel. Here is where warm-hearted managers do accidental damage: they give
recognition the way they would like to receive it. Half your TEAM would love the shout-out in the
Monday briefing. The other half would rather do a double shift than stand there while everyone
looks at them, and public praise for a private person isn't a gift, it’s a tax. You know your people's
goals; know this about them too. It costs one question, asked once, in a check-in: "When you do
something great, how do you like it acknowledged?" Then do it their way, not yours.

Praise the work, not just the win. Point the spotlight at the behaviours that produced the result:
the preparation, the calm, the extra shift covered, the standard held under pressure. Results have
luck mixed into them; behaviour is the repeatable part, and what you praise is what you get
repeated. This is also the vaccination against entitlement. Praise results alone and people learn to
expect applause for outcomes, including the lucky ones. Praise the work and people learn what
to do more of. And when someone does everything right and the result still falls short, praise the
work anyway, visibly. A TEAM that only ever sees winners praised learns to stop taking chances,

which is the beginning of the ceiling we broke in Chapter 3.

Promotion done properly

Now the big one. Somebody's pathway map, walked step by step through however many check-
ins, has arrived: the post opened, the readiest person was ready, and it was them. What happens
next tells your whole TEAM, more loudly than any speech, whether the growth system is real.

And what happens next, in far too many businesses, is this: a congratulations, a payroll
adjustment, and Monday in the new job with the old job's tools. No new job description. KPIs to
follow, eventually. An announcement that half the property hears third-hand. The person is left
to discover the shape of their new role by bumping into its walls, and their first management

lesson, learnt from you by demonstration, is that up here things are improvised.

A promotion isn’t a pay change. It’s a handover between two careers, and it deserves a package,
complete on day one. Six items, and the full checklist is in the toolkit:

« THE LETTER. The formal promotion letter, on paper, with the new title and terms. The
document version of the signed career plan: ceremony marking commitment.

» THE JOB DESCRIPTION. The new role in writing, so the person knows what they now own,
and just as importantly, what they no longer do. Promoted people who keep doing their old
job out of comfort block two roles at once: theirs and their successor's.

« THEKPIs. A fresh scoreboard, built by Chapter 6's rules: three to five, results plus behaviour
plus growth, wired to the goal. Day one, not "in the first quarter". A new role without a
scoreboard is a guess with a salary.

«  THE NEW CAREER PLAN. This is the item everyone forgets, and it's the one that proves the
system. The old plan just came true; its purpose is complete. So the week of the promotion,
you sit down and write the next one-page plan: where to from here, and why. The message
inside that meeting is the whole book in miniature: the investment didn’t end when you
arrived. It never ends. That's The Deal.
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«  THE ANNOUNCEMENT. Made properly, by you, to everyone at once: what they were
promoted to, and, above all, on the strength of what. Name the pathway: the cross-
training, the acting shifts, the standard held. You aren’t just honouring one person. You're
advertising the route, and every quiet ambitious person in the room is taking notes on
whether the route is real.

« THE FIRST CHECK-IN, booked before day one. New role, same heartbeat. Steeper learning
curve means more rhythm, not less.

The promotions | got wrong

I'll be honest about where these rules come from: a mix of promotions | handled well and

promotions | handled badly, most of the bad ones early in my career.

The badly handled ones came in two flavours. There were the promotions where | assumed the
qualification for the role somehow equipped the person to hit the ground running, and let my
expectations follow that assumption. New title on Friday, full performance expected on Monday,
and none of the package this chapter just gave you. The person was left to discover the new job
by bumping into its walls, while | wondered, unfairly, why they were wobbling.

And there were the ones where | missed the bus. The person was ready, the timing was right for
them, and | was too slow to promote them or to create the right opportunity. So, they left. Ready
people don't wait forever. Readiness is perishable, and someone else is always happy to harvest
what you grew.

Both failures taught me the same lesson from opposite directions: timing decides promotions,
and the question is whose timing it is. The right person moving up at the right time for them is
what makes it work. The right person moving up at the right time for you is where it often goes
wrong. Promote to plug your gap, on your schedule, and you're using the pathway as a roster
tool. Promote when the person is ready, even when it’s inconvenient for you, and the whole

system proves itself at once.

One more thing | learnt the long way, and it’s why the new career plan sits inside the promotion
package. However eager you both get in the final stages of a pathway, the promotion isn’t the
finish line, much as we rush towards it like one. It's a destination the person is still building
competence and confidence towards, on the day they arrive and for a good while after. Treat the
new role as the start of the next climb, not the medal for the last one.

The dip nobody warns you about

Now for the strange part, the one experienced managers will recognise the moment it's named.
Watch a person in the weeks after a real win, a promotion, a qualification finally finished, a target
chased for a year and caught, and you'll often see something that looks bizarrely like deflation.
Flatness. A drop in spark, right when you expected a surge.
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Nothing is wrong with them. Something is missing: the goal. That target organised their effort,
gave their weeks a direction and their setbacks a meaning, in some cases for years. Its absence
leaves a hole exactly the shape of all that purpose, and the win itself, it turns out, was never the
fuel. The chase was. People don’t run on trophies. They run on direction, and a person who has
just arrived has, by definition, nowhere they're going.

The cure is simple, and it's timing. The next goal conversation happens within a month of the win.
Not on the day itself; let them enjoy the summit, take the family out, feel the thing they earned.
But within the month, before the flatness has time to be misread by either of you as laziness or
ingratitude, you sit down with the blank one-page plan and ask the question that restarts the
engine: "That was the mountain you told me about when we first wrote your plan. What's the
next one?" For a promotion, this conversation is already scheduled; it's the new career plan from
the package. For every other kind of win, milestone reached, qualification earned, behaviour
conquered, you must remember to book it, and the check-in rhythm makes sure there's always a

slot waiting.

Success pays forward

One more move, and it's the one that turns individual wins into a culture. The person who just
climbed becomes a route for the next climber.

The newly promoted Duty Manager mentors the TEAM Leader now walking the pathway she just
finished; nobody on earth knows that route better, and Chapter 5 already told you a mentor
shouldn’t be the manager. The Chef who just passed his trade test walks the next candidate
through what the assessors actually look for. Every arrival, properly used, upgrades the map for

everyone behind them.

Frame it as the honour it is, in the promotion conversation itself: "Part of this role is that you now
build the next you. Sipho is eighteen months behind you on the same path. He's yours to grow."
Two things happen. The pathway system gains a teacher it didn’t have to hire. And the promoted
person learns, in their first week, that leadership here means growing people, because it was the
first thing leadership asked of them. That’s how a system becomes a culture: not through posters,
but through what the newly successful are asked to do with their success.

Start tomorrow

Tomorrow, before the day gets loud, find one piece of excellent work from the past week. Not
the obvious hero moment; those recognise themselves. Look for the quiet one: the standard held
on a brutal shift, the new starter someone trained patiently between their own tasks, the
complaint absorbed so smoothly it never reached your desk. Your check-in notes from Chapter 7
are full of candidates.
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Then recognise it by the four rules. Specific: name the behaviour, not just the outcome. Fast:
today, not at month-end. Their channel: public or private, the way they like it, and if you don’t
know, ask them, which is itself a small act of recognition. And aimed at the work, so it can be
repeated.

One person, ninety seconds, done properly. Then watch what it does, not just to them, to
everyone who hears about it. Praise travels further than criticism in a workplace. It just needs a
manager willing to load it correctly.

What you praise is what you get repeated. Choose accordingly.
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GENUINELY INVESTED - THE TOOLKIT

FORM 7 OF 13

The Promotion Checklist IR

USE THIS WHEN: Someone earned the next role. Everything below is in their hands on day one, not "in the first quarter".

HOW: Tick each item as it is done, with an owner and a date. A promotion is a handover between two careers, not a pay
change.

TEAM member New role Effective date

Item Owner / date
[0  The promotion letter: new title and terms, on paper
[l The new job description: what they now own, and what they no longer do
] The new KPlIs: three to five, results + behaviour + growth, live from day

ONE
] The NEW career plan: next one-page plan written the week of the

promotion
] The announcement: made by the manager, to everyone, naming the

pathway thatearnedit
[0  The first check-in: booked before day one (new role, same heartbeat)
] The pay-it-forward: a climber assigned for them to mentor ("you now

build the nextyou")

THE NEXT-GOAL CONVERSATION: booked within a month of the win (guard against the post-win dip)

THE RULE: The investment did not end because they arrived. That is the whole point of the new career plan.
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THE MODERN VERSION

The Promotion Checklist, Digital

Pairs with Form 7 of 13. Same tool, new engine. The paper version stays.

KEEP ON PAPER
The promotion letter. Paper, signed, handed over. Ceremony again.
THE DIGITAL VERSION

Save the seven items as a reusable checklist template you copy for every promotion. Microsoft: a
To Do list or Planner bucket named Promotion Package. Google: a Tasks list or a Docs checklist

template. Assign dates the day the promotion is agreed, so day one arrives with everything in
hand, not in the first quarter.

THE Al ASSISTANT LAYER

Say to your Al Assistant: "[Name] is being promoted to [role], effective [date]. Draft the promotion
package for my review: the letter skeleton, the announcement that names the pathway that earned it
(cross-training, acting shifts, standard held), a fresh three-to-five KPI set per Genuinely Invested, and
diary entries: first check-in before day one, and the next-goal conversation within a month of the win."

THE PRESENCE RULE: The checklist runs on your screen. The announcement, the letter, and the new
career plan conversation all happen in person, made properly, by you.
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Chapter 10: When Things Don't

The plan will break

Everything this book has built so far assumes a certain amount of good news. The goal gets set,
the pathway gets walked, the numbers respond, the check-ins hum along. And often, that’s

exactly what happens. But you've led people, so you know the other truth: sometimes the plan
breaks. The reliable performer starts missing. The behaviour you thought was fixed comes back.

The person who signed the career plan with shining eyes stops doing their side of The Deal.

This chapter is about what an invested manager does then. And | want to name the trap before
we start, because the philosophy of this book sets it. Managers who care about their people,
really care, the way Part One taught, are exactly the managers most tempted to look away when
someone starts failing. Surely she is just tired. It has been a hard season. He will come right. Give
it time.

That isn’t compassion. That’s Chapter 8's avoidance wearing compassion's jacket. Genuine
investment doesn’t stop when the person stops performing; that’s the moment it earns its name.
But investment also doesn’t mean unlimited patience with no honesty attached. The path
through, and there’s one, runs in a strict order: catch it early, diagnose before you prescribe,
build the bridge, coach the crossing, and if the crossing fails, part with fairness and dignity. In that
order. Every shortcut costs someone.

Early beats big

The single biggest difference between managers who turn people around and managers who lose
them isn’t skill. It's timing. The slide never announces itself; it accumulates. One missed
handover. A short temper on a Tuesday. A number that dipped and didn’t fully recover. Each too
small to make an issue of, and so, in most businesses, nothing is said until the small things have
compounded into a big thing, and the big thing now requires a big conversation with a thick file

and a defensive human on the other side of it.

You're running a system deliberately built to make that impossible. The weekly check-in puts you
close enough to notice week one. The visible scoreboard from Chapter 6 means the dip is data
both of you can see, not a suspicion you're nursing. And the rule that truth attends every meeting
means naming it early is normal here, not an event: "Your handover number slipped these past
two weeks. Not like you. What's going on?" One sentence, in week two, at the point where the fix
might be a conversation and a roster tweak. That sentence, delivered early, is the cheapest
intervention in this entire book. Every week of silence after it multiplies the price.

Week two costs a conversation. Month six costs a process. Choose your invoice.
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Diagnose before you prescribe

So, you've named it early, and the real conversation from Chapter 8 has happened: behaviour,
example, impact, and then you stopped talking and listened. What you hear next matters more
than anything you said, because underperformance is a symptom with three different diseases,
and each one needs a different medicine. Prescribe before you diagnose and you'll make at least

two of them worse.

Can't do. A skill gap. The job changed, the systems changed, the person was promoted past their
training, or the standard was never properly taught, which happens more often than any of us
like to admit; check before assuming otherwise. The medicine is Chapter 5's toolkit aimed at a
shorter horizon: training, pairing with your best operator, practice with feedback. What can't-do
doesn’t need is pressure. Pressure on a skill gap produces fear, and frightened people hide their
gaps, which converts an honest can't-do into a fake it's-fine, the most expensive lie in operations.

Won't do. The skill exists; you've watched it work. What has failed is will: disengagement,
resentment, a promise somebody broke (check the ledger; it may have been yours), or a person
who has quietly concluded The Deal here is dead. The medicine is the honest conversation about
The Deal itself, and Chapter 4's question asked again with fresh eyes: is the goal on this page still
your goal? Sometimes won't-do is a career plan that expired without anyone noticing. What
won't-do doesn’t need is training. Sending a motivation problem on a course is money spent
insulting everyone involved.

Something at home. The third disease isn't a work problem at all: illness, debt, a marriage
ending, a parent failing, a child in trouble. The performance dip is real, but its engine is outside
the building. The medicine here is humanity plus structure: flexibility where you can give it, the
company's support resources where they exist, and honesty about what the role still needs even
while life is hard. What something-at-home doesn’t need is a performance lecture. It also, and
this is the harder edge, doesn’t suspend the standard forever; it buys adjustment and time,
openly agreed, with a review date. Compassion with no edges eventually collapses the standard
for everyone, and the rest of the TEAM is carrying the load meanwhile. They're watching how you

balance this too.

One honest question usually opens the right door: "Help me understand what's behind this,
because | want to fix the right thing." Then, as ever, silence, and genuine listening. You'll be
wrong about which of the three it’s roughly half the time you guess. So don't guess.
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The bridge: a turnaround plan

If the honest conversation and the right medicine produce recovery, wonderful: recognise it fast,
by Chapter 9's rules, because a person climbing back needs proof the climb is being seen. Many

dips end there, and no paperwork was ever needed.

But when the problem is serious, repeated, or not responding, you move to a formal
improvement plan, and here your mindset matters more than your template. In too many
businesses, the improvement plan is a legal ritual: a paper trail being laid, politely, on the way to
a dismissal everyone has already decided on. Staff know this, which is why the phrase strikes cold
everywhere. If that’s what your plans are, your people will treat every one as a death sentence,
and the tool is dead on arrival.

Build it as what its name claims: a bridge back to standard, engineered to be crossable. One page.
The full Turnaround Plan template is in the toolkit, and it has five parts:

« THE GAP. Where performance is now versus the standard, in numbers and named
behaviours. No adjectives, no history lecture. The scoreboard has been visible all along, so
this section should contain nobody's surprises.

« THE TARGET. What "back on track" measurably looks like, and the date. Realistic dates: a
slide that took six months doesn’t reverse in a fortnight, and setting impossible timelines is
deciding the outcome while pretending not to.

« THE SUPPORT. Your side, itemised and dated: the retraining, the pairing, the adjusted load,
the weekly coaching slot. Both names on the plan, exactly as both names went on the
growth KPIs in Chapter 6. An improvement plan with obligations on only one side isn’t a
bridge. It's a plank.

« THE CHECKPOINTS. Weekly, inside your existing check-in, plus a formal monthly review.
More support, not more surveillance: the tone of these checkpoints decides whether the

person crosses the bridge or gives up halfway.

«  THE HONEST CONSEQUENCE. What happens if the bridge isn’t crossed, in plain language,
because hope isn't a plan and surprise isn’t fairness. This line is hard to write and harder to
say. Say it anyway, kindly: "If we get to March and this hasn't moved, we'll be having a
different conversation, and I'd rather you hear that from me now than discover it then."

Then coach the crossing like you mean it. The person on a turnaround plan should be getting
more of you, not less: the weekly slot protected, the wins named the day they happen, the
stumbles corrected the week they occur. Some of the deepest loyalty you'll ever earn is standing

on the far side of a bridge you built for someone the rest of the world had quietly written off.
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When the bridge is not crossed

And sometimes it's not. The support was real, the timeline fair, the coaching honest, and the
performance still didn’t come back, or the will was never really there. Now you're at the fork, and

the invested manager's last duty is to take the fork properly instead of pretending it isn't there.

Be honest about what keeping them now costs. Not you; you learnt to live with it months ago. It
costs the TEAM, who have been covering the gap and watching the standard bend, and who are
quietly running Chapter 8's experiment: does management see it? It costs the guest. And, least
obviously, it costs the person themselves, who is spending irreplaceable working years failing at a
job that doesn’t fit, in a role that has become a daily, grinding proof of inadequacy, when
somewhere else there's work they would be good at. Keeping someone in a job they can’t do
isn't mercy. It's procrastination with a victim.

So you part ways, and how you do it’s the last page of your investment in this person, and the
most-watched page of all:

« By the book, exactly. Your company's disciplinary and incapacity procedures, your country's
labour law, every step, every timeline, every right respected. In South Africa that
framework is demanding, and it should be; it protects your people from bad managers, and
it protects you from becoming one under pressure. If you ran this chapter's sequence, the
honest conversations, the diagnosis, the real support, the documented plan, then the file
already tells a true story of fairness. That’s what the file is supposed to be: not a weapon
built in advance, but a diary of a genuine attempt.

« With speed, once the decision is made. The months of drift where a decision has clearly
been taken but not enacted are corrosive for everyone, most of all the person, who always
knows.

« With dignity, all the way out. A private conversation, delivered by you and not outsourced.
The practical things handled cleanly and fast: final pay, papers, references that are honest
about strengths. No public autopsy afterwards; the TEAM gets told what changes, not a
case for the prosecution. How you speak about someone who has just left tells everyone
still in the room exactly what would one day be said about them.

Because that’s the deepest truth of this whole chapter: the TEAM watches how people leave. A
fair, clean, dignified exit, after a visible and genuine attempt to help, doesn't frighten a TEAM. It
reassures them. It says the standard is real, The Deal is real, and the humanity is real, all at once.

That isn’t a contradiction of everything this book has taught. It’s the proof of it.
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The part | hate the most

Everything in this chapter comes down to one instruction, and | can't stress it enough: build the
bridge early. The gap only gets wider as time goes by. Build early, and you get the one thing a
turnaround genuinely needs, which is the right amount of time to bridge the gap and help the

person across it.

But | owe you the honest ending too. There will be people who just don't manage that part of the
journey, and it's probably the part of leadership | hate the most.

Sometimes it comes down to a lack of skill, or talent, or experience, and no bridge is long enough.
And sometimes it's nothing so measurable. It's simply a product of where that person is in their
life at that time. Perhaps the timing isn't right for them to be both excelling at their role and
focused on the next. Building the bridge early gets you to that answer quicker too, and it's a
kinder answer to reach in month two than in month eight.

And it's always hard when that answer says the fork in the road leads down a pathway you'll no
longer be involved in. You think about all the investment, all the time, all the energy, all the care,
and it feels rough. | won't dress that up. Fourteen chapters of system don't make that day feel

like anything other than what it is.

Here is what helps, on those days. Think about the pathways your people are still on. Still moving,
still making progress. Think about the milestones you get to celebrate with them along the way,
this month and the next. One fork in the road doesn’t unbuild the rest of the network, and the
person walking away carries more from the journey than either of you can see from the junction.

Start tomorrow

Somebody on your TEAM has a number that has been quietly drifting for two or three weeks. You
noticed it, filed it under "probably nothing", and moved on. You know who | mean; a name
arrived while you read that sentence.

Tomorrow, at their regular check-in, name it early and gently: "This number's been slipping a
little. Not like you. What's going on?" Then diagnose before you prescribe: is it can't, won't, or

home? Listen for which one it actually is, not which one is easiest to fix.

Then apply the right medicine, in writing if it needs writing, informally if a conversation and a
small fix will do. You're aiming to make this the cheapest turnaround you ever run: week two,
one honest sentence, one right diagnosis, done. That's what catching it early buys, and you only
had to read one chapter to afford it.

Keeping someone in a job they can’t do isn’t mercy. It’s procrastination with a

victim.
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GENUINELY INVESTED - THE TOOLKIT

FORM 6 OF 13

The Turnaround Plan TR

USE THIS WHEN: Building a bridge back to standard after the honest conversation and the right diagnosis (can't do /
won't do / something at home).

HOW: Fill in together. Both sides carry obligations. Review weekly inside the check-in, formally monthly. This is a bridge,
not a paper trail.

TEAM member Manager Start date Review date

THE GAP: performance now versus the standard, in numbers and named behaviours (no surprises: the
scoreboard was visible)

THE TARGET: what "back on track" measurably looks like, and the date (realistic: a six-month slide does not
reverse in a fortnight)

THE SUPPORT: manager's commitments, itemised and dated (retraining, pairing, adjusted load, weekly coaching
slot)

Checkpoint Date Progress noted

Weekly (check-in)

Monthly (formal)

Final review

THE RULE: More support, not more surveillance. The tone of the checkpoints decides whether the bridge gets
crossed.
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THE MODERN VERSION

The Turnaround Plan, Digital

Pairs with Form 6 of 13. Same tool, new engine. The paper version stays.

KEEP ON PAPER

The honest conversation, and both signatures on the plan. A turnaround must feel like a bridge
being built together, not a case file being opened.

THE DIGITAL VERSION

A shared document between the two of you (Word or Docs) so progress is never a secret, plus
the checkpoints as recurring calendar entries: weekly inside the check-in, monthly formal. The
quiet benefit: an honest, dated record of a genuine attempt, which is also what fairness looks like
if the bridge is not crossed.

THE Al ASSISTANT LAYER

Say to your Al Assistant: "Help me draft a turnaround plan for [name]. The gap: [numbers and hamed
behaviours]. My diagnosis after the honest conversation: [can't do / won't do / something at home].
Draft the measurable target and date, my support commitments itemised and dated, and the
checkpoint schedule. Challenge me if my support side looks thinner than my demands side."

THE PRESENCE RULE: The plan is written together in the room. The technology keeps the checkpoints
honest so drift cannot pretend it was nobody's fault.
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Chapter 11: Equip, Don't Rescue

The most satisfying mistake in management

Picture the scene, because you've lived it. A guest is at the front desk, voice rising. Your
Receptionist is wilting. You appear, calm as Sunday, take over with two smooth sentences,
produce the upgrade, land the joke, and the guest leaves soothed and smiling. Your Receptionist

looks at you like you walk on water.

Admit it: it felt wonderful. It always does. The rescue is the most satisfying move in management.
It's visible, fast, and flattering. It proves, to the guest, the TEAM and yourself, that you've still got
it.

Now run the tape again and watch what actually happened. The guest got a great outcome, once.
You got a small hit of heroism. And your Receptionist? She learnt that when it gets hard, the
answer is you. She didn’t learn the two smooth sentences; she was too busy drowning to take
notes. Next week, same situation, she will fold faster, because now folding has a proven exit. You
didn’t save her. You took something from her: the exact rep her confidence needed to grow, the
way muscles need the heavy lift, not a demonstration of one.

Rescuing feels like leadership. It's actually theft, committed with the best intentions, one stolen
rep at a time. Do it for a year and you'll have built the thing this chapter exists to prevent: a

TEAM that performs beautifully when you're standing there, and calls you on your day off.

Investment that stands up on its own

Here is the standard this chapter sets, and it's the quiet test of everything the book has built:
your investment in a person is measured by what they can handle without you in the room.

Not by their plan, their pathway or their potential. By the Tuesday night when the system
crashes, you're unreachable, and someone has to decide. By the complaint that arrives at their
desk instead of yours. By the big pitch, the failed inspection, and, curiously, by the compliment
they don’t know how to accept. Every interaction a working person faces, good and bad, is either
something they have been equipped for or something they’re improvising while frightened. The
invested manager's job is to move interactions, steadily, from the second category to the first.

And that job is done in advance, or it isn’t done. Equipping isn't what you shout over your
shoulder as the crisis starts. It’s the standards taught before, the examples worked before, the
practice run before, so that when the moment comes, the person reaches for training instead of

luck. Three tools do the equipping. Then two disciplines protect it.
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Tool one: standards that decide in advance

Most panic in operations isn’t a skills failure. It’s a decision-rights failure. The Receptionist wilting
in front of the angry guest is often not short of words; she is short of certainty about what she is
allowed to do. Can she offer the refund? Comp the dinner? Move the booking? Nobody ever told
her, so the honest answer to "what should | do?" is "find the manager", and there you are,

rescuing again, mistaking your own absence of clarity for her absence of nerve.

So decide in advance, in writing. What can each role give away, escalate, or decide alone? Where
are the real limits, in rands and in actions? These are your SOPs and empowerment rules, and
notice what they actually are, because it changes how you write them: not control documents.
Confidence documents. A clear standard is a decision the person no longer has to make alone at
the worst possible moment; it was made calmly, by both of you, in advance. The best hotels in
the world run on exactly this, and their people don’t feel controlled by the frameworks. They feel
free inside them: free to act, free to add their own touch, free to know for certain they're doing it
right. If your standards don’t produce that feeling, they’re written wrong, and Chapter 8's rule
applies to documents too: specific beats vague, everywhere.

Tool two: the "what would you do if" habit

The cheapest training tool in existence is a hypothetical question asked in a quiet moment.
Walking the floor, waiting for the delivery, the slow half-hour before the shift turns: "What would
you do if a guest said the room safe was robbed?" "What would you do if two big group check-ins
arrived at once and the system froze?" "What would you do if a supplier offered you a gift?"

Then, the part that matters: let them answer. All the way. Don’t rescue them from the
hypothetical either; wrong answers in the car park are free, and correcting one there costs a
friendly conversation instead of a guest. Work the scenario together: what is the first move, who
gets told, where is the limit, what is the line you would actually say? Say the line out loud, twice,
because words that have been in your mouth before come back faster under pressure. Chapter 8
taught you to rehearse your first sentence in the car; this is the same rehearsal, gifted to your

TEAM, scenario by scenario, until the shift-full of moments that used to require you no longer do.

Make it a habit, not a programme. One hypothetical per person per week, drawn from real
incidents at your property or the news from a sister hotel, costs you five minutes and builds the
thing money can’t buy: a TEAM that has already faced the crisis, in miniature, before the crisis

arrives.
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Tool three: the stakes ladder

Standards and rehearsal prepare people. Only real reps grow them, and real reps require
something managers hate handing over: real stakes. The trick is to hand stakes over the way you

would load a barbell, deliberately, in increments, with a spotter.

Choose the rung to match the person, not the task. The TEAM Leader ready to run her first
Saturday solo gets a quiet Saturday first, in low season, with you reachable but not present. The
Chef ready to manage the pass gets the Tuesday service before he gets the wedding. The trainee
handling complaints alone starts with the coffee-was-cold complaints, not the honeymoon-was-
ruined ones. Each rung is chosen so that if the person misses, the miss is affordable: a lesson at a
price you agreed to in advance, not a catastrophe you now have to explain upwards. That’s what
"letting people fail safely" actually means. It's never letting the guest or the business fail; it’s
choosing arenas where a stumble teaches instead of wounds.

And when they’re on the rung, stay off the ladder. Watching from close range and intervening at
the first wobble is rescuing with extra steps. Agree the tripwires beforehand: "Call me if X or Y
happens. Everything else is yours, including the parts you get wrong." Then honour it, even while
watching something be done differently, slower, or slightly worse than you would have done it.
Different isn’t wrong, and the second time they do it, it will be better than your way, because it
will be theirs and it will be theirs at midnight when you’'re asleep.

I'm a rescuer

Time for a confession. I'm a rescuer. | just am. Every ounce of my being wants to jump in and help
the moment | see somebody struggling. If the Receptionist scene at the top of this chapter felt

familiar, know that | wrote it from experience, and not the Receptionist's side.

What holds me back is a piece of training doctrine | believe in completely. | call it the TSLR
Method, and it says training is a four-step process: Tell Them, Show Them, Let Them, Repeat. Tell
them how it works. Show them how it's done. Let them do it themselves. Then evaluate, coach
further, and start the cycle again if need be. Every step matters. The order matters more.

Now watch what a rescue does to those four steps. When you jump in, you're jumping back to
Show Them at the exact moment the person had earned Let Them. You're rewinding their
training to prove you still know the material. And beyond the theft this chapter has already
named, you rob them of the experience that any challenge presents. The wrestle is the lesson.
Take the wrestle away, and all they learnt was how good you're at their job.

So as much as every instinct and every fibre of my being wants to dive in, | make myself take a
moment. | watch. | ask myself which of the four steps we're actually on. And the only thing that
gets me moving is the tripwires: if a line we agreed in advance gets crossed, | step in. That isn't a
rescue. That's a forced assist, and it’s the deal we made, working. Everything short of a tripwire

stays theirs.
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Here is the bonus nobody tells you about. Standing still isn’t wasted time. Watching someone
wrestle with a challenge shows you exactly what the next training conversation needs to cover:
what to tell again, what to show differently. The struggle writes the syllabus. Then Repeat begins
informed, instead of guessed.

The debrief: where reps become skill

Reps alone don’t build skill; reflected-on reps do. The difference between an experience and a
lesson is the ten minutes afterwards, and most operations skip those ten minutes forever. The
shift ends, the crisis passes, the win lands, and everyone just, moves on. All that expensive
experience, left unbanked.

So the third habit is the debrief: five to ten minutes, within a day or two of the moment, four
questions. The card is in the toolkit:

«  WHAT HAPPENED? Their account, first, uninterrupted. You'll be startled how often their
version contains a fact that changes yours.

«  WHAT WORKED? Name it specifically, Chapter 9's rules, so the good moves get consciously
kept instead of accidentally repeated.

«  WHAT WOULD YOU DO DIFFERENTLY? Theirs to answer, not yours to announce. Self-
diagnosed lessons stick; delivered verdicts slide off. Add your observation only after theirs,
and only one, the one that matters most. A debrief that becomes a critique becomes a thing
people avoid.

«  WHAT DO YOU NEED FROM ME? The standing question of this whole book, closing every
loop: sometimes the honest answer to a rough moment is a missing standard, a rung too
high, a tripwire set wrong. Which is to say: sometimes the debrief debriefs you.

And run it after the good moments too, not just the fires. Debriefing only failures teaches people
that reflection is punishment. The TEAM member who handled the double check-in brilliantly
deserves the same four questions, because excellence examined becomes excellence repeatable,

and because it tells everyone that these ten minutes are about growth, not blame.

The empty-office test

Put it all together, standards that decide in advance, rehearsal in quiet moments, stakes handed
over rung by rung, debriefs that bank the lessons, and something happens that deserves naming,
because at first it feels like loss. The TEAM stops needing you at the centre of every hour.
Decisions get made without your fingerprints. Crises resolve while you're in a meeting, and you
hear about them afterwards, past tense, handled.

Some managers panic here and start un-delegating, because being needed was how they knew
they mattered. Let the panic pass and look at what you’re holding: the actual goal. The quiet aim
of this whole chapter is a TEAM that performs best when you aren’t there, because that’s the
only kind of TEAM that can be left, and a TEAM that can be left is a manager who can be
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promoted, which closes the loop Chapter 3 opened. Your indispensability was never an asset. It
was the most expensive thing you owned.

And the office never really empties. What fills it's the next tier of the work: the goals, the
pathways, the check-ins, the conversations, for the next layer of people, including the ones now
doing the equipping themselves, asking their own trainees "what would you do if", because it’s
what they watched you do. That’s Chapter 9's pay-it-forward, arriving by a different road.

Systems become cultures when the people you grew start running them without being asked.

Start tomorrow

Tomorrow, catch yourself mid-rescue. You'll get the chance; the average manager gets several a
day. The question walking towards your desk, the decision being carried up to you that belongs
two levels down, the moment your hands are already reaching for someone else's problem.

Stop. Hand it back with a question instead of an answer: "What would you do?" Then hold the
silence, the same silence you've been practising since Chapter 1, while they discover they had an
answer all along. If their answer is workable, even eighty percent workable, say the four most

equipping words in management: "Go with your plan."

Then, this week, pick one person and one rung: a real task with real stakes, sized to be survivable,
tripwires agreed. Hand it over and stay off the ladder. You're one deliberate rep into building the
TEAM that works when you aren’t watching. Keep counting.

Your investment in a person is measured by what they can handle when you

aren’t in the room.
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GENUINELY INVESTED - THE TOOLKIT

FORM 8 OF 13

The Debrief Card N

USE THIS WHEN: Banking the lesson within a day or two of a big moment: the fire OR the win.

HOW: Five to ten minutes. Their answers first, uninterrupted. Your observation comes after theirs, and only one. Debrief
good moments too, or reflection becomes punishment.

The moment (what happened, one

line) Date

TEAM member

4. WHAT DO YOU NEED FROM ME?: a missing standard, a rung too high, a tripwire set wrong

THE RULE: Sometimes the debrief debriefs you. That is the tool working, not failing.
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THE MODERN VERSION

The Debrief Card, Digital

Pairs with Form 8 of 13. Same tool, new engine. The paper version stays.

KEEP ON PAPER
The debrief itself if you are doing it over coffee; the card in your pocket still works.

THE DIGITAL VERSION
The voice-note pattern, again. Debrief the person, then dictate the four answers before the next
thing eats them.

THE Al ASSISTANT LAYER
Say to your Al Assistant: "Voice note: Debrief with [name] about [the moment]. What happened, their
account: [x]. What worked: [y]. What they would do differently: [z]. What they need from me: [a]. File
it under their name, add anything | promised to my Promises list with a date, and if their answer
exposed a missing standard or a wrong tripwire, flag it for my SOP review."

THE PRESENCE RULE: Their answers come first, uninterrupted, eye to eye. The dictation happens after

they have left, not while they are talking.

Genuinely Invested | 87



PART FOUR

The Leader You Become

The lens turns on you: listening as a discipline, fairness as a decision, and a career

measured in lives made better.
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Chapter 12: You Can't Learn Empathy, But You Can
Learn to Listen

The comforting lie

Somewhere in every management training I've ever run, a version of the same confession
surfaces. Usually from one of the more capable people in the room. "Look, I'm just not a people
person. The operational stuff, give me that all day. But the empathy thing, the feelings thing, it's
not me. | wasn't built that way."

It always sounds like humility. It's actually a resignation letter from half the job, and I've stopped
accepting it, in trainings and in this book. Not because it’s dishonest about the feeling; it usually
isn't. Some people genuinely don’t experience an automatic rush of felt understanding when

someone across the desk is struggling. Fine. Nobody can order you to feel things. Feelings, as we

said back in Chapter 1, are unreliable. They don’t show up on time.

But look carefully at what the confession smuggles past you: because | don't feel it, I'm excused
from doing anything about it. And that doesn’t follow. At all. Because when you take empathy
apart and ask what it actually does for a TEAM, what the "people person" manager actually
delivers, you find a set of behaviours. Full attention. Real questions. Remembering what matters
to people. Acting on what was heard. And every one of those is trainable. Not one requires a
feeling as its fuel. They require discipline, which is a thing capable operational people have in
abundance.

So here is the sentence this book has been building towards since its first chapter, the one on the
cover of my thinking about leadership: you can't learn empathy. But you can learn to listen, and
to respond in the best interests of your TEAM. Do those two things, consistently, for long enough,
and here is the quiet miracle: something that looks exactly like empathy, and works exactly like
empathy, and is received exactly like empathy, grows in the space where the behaviours have
been. Sometimes, eventually, the feeling itself follows the practice home. But even if it never
does, nobody on your TEAM will be able to tell the difference, because from where they stand,
being listened to and acted for IS being cared about. The behaviours aren’t a substitute for the
real thing. For all practical purposes, they're the real thing.

Sounding board, not director

| can offer myself as evidence that this is trainable, because | trained it. Whatever listening ability
| started with wasn’t enough for this job. So I've been very intentional about developing my
listening skills over the years: active listening, the questions, right down to the body language
that lets a person know they’re heard and that you're paying attention. None of it arrived as a
gift. All of it's a fundamental of management and leadership, and like every fundamental in this

book, it needs to be developed and invested in, deliberately, over time.
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Here is what that investment looks like in an ordinary week. | sit down with a member of the
TEAM to chat through a challenge, and | really just listen. The odd prompt here and there to keep
them going. Room to explore the story their own way. A question when a question helps. And
more often than not, they solve the challenge themselves before | ever get a chance, or a need,
to render an opinion.

Read that again, because it’s the quiet payoff of this whole chapter. The answer was in the room

the entire time. It was just never in my chair.

One more job sometimes remains, and it’s easy to miss. People who talk their way to a solution
often don't notice what they just did. So help them acknowledge the win: they found the answer
through their own problem-solving, with you as a sounding board and not the director. Say it that
plainly, and give the credit its full weight. Because the person who solves it in front of you learns
something no advice could have taught them: that they can. Which is the last chapter's lesson,
arriving through your ears instead of your hands. And there’s a quiet bonus for you too: now you
know more about the context of their wins when you speak about them in rooms they're not in.

What listening actually is

Which brings us to an uncomfortable audit. Most managers believe they listen. Most managers
are wrong, and the evidence is in the details of what they call listening: waiting, with decreasing
patience, for a gap to insert the answer they formulated during the person's second sentence.
Nodding while composing an email in their head. Hearing the words while missing the message,
because the words said "the roster is fine" and the message, delivered by everything except the

words, said "I've given up asking."
Listening, the trainable discipline, has four working parts. None is complicated. All are rare.

Attention, fully paid. The phone face-down and silent is the entry fee, not the achievement.
Attention means the door closed or the walk taken, the laptop shut, and your own inner
commentary turned down: not planning your response, not matching their story with a better
one of yours, just receiving. People can feel partial attention the way they can feel a draught, and
partial attention converts every question you ask into a formality. Ten fully present minutes
outperform an hour of managerial multitasking, which your TEAM, by the way, has a name for.
They call it "talking to his laptop."

Silence, held. You've met this tool in nearly every chapter, and here is its home. The first answer
anyone gives a manager is the safe answer. The true one is usually two silences behind it. Ask the
guestion, receive the safe answer, and instead of moving on, wait. Count three in your head if
you must. What arrives next, more often than seems reasonable, begins with "actually," and
everything after that word is the real conversation. Silence feels risky to managers because it

hands over control. That's exactly what it does. That’s why it works.

Questions that open, not steer. A steering question carries its own answer: "Don't you think the
new system is working better?" There’s one polite reply, and you'll get it, and you’ll have learnt
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nothing. Open questions hand the pen over: "How is the new system treating you on a busy
shift?" "What am | not seeing from where I sit?" "Walk me through Saturday from your side." You
met their cousins in Chapter 4's career conversation and Chapter 11's debrief. The pattern is the
same everywhere: the quality of what you hear is set by how much room the question leaves for
an answer you didn’t predict.

Proof of receipt. The step that separates listening from performing listening. Play back what you
heard, in your own words, including the part underneath the words: "So the roster itself is
workable, but the way changes get announced last-minute makes your childcare impossible.
Have | got that right?" Two things happen. The person gets to correct your version, which they
will, valuably, about a third of the time. And they get something rarer than agreement: evidence
of having been received. You don’t have to agree with a word of it. Received and agreed-with are
different gifts, and people can live without the second far more easily than managers assume,

provided they reliably get the first.

Remembering is listening, stretched over time

There’s a fifth part, and it’s the one that converts listening from a meeting skill into a relationship.
Remembering.

When you remember, three weeks later, that the Housekeeper's daughter was writing exams,
and you ask how they went, something happens entirely out of proportion to the question.
You've proven the listening wasn’t theatre: the information went somewhere, was kept,
mattered. This is the same mechanism as Chapter 2's small tests, running on the caring side of
the ledger, and it can be systematised without being cheapened. You take notes after check-ins
anyway; the system said so in Chapter 7. Let two lines of those notes be human ones. The exam
dates. The father in hospital. The TEAM member studying part-time whose finals are in June, and
who should probably not be rostered for stocktake week. Writing it down isn't cheating. Writing
it down is what taking it seriously looks like when you lead many people. Memory assisted by
care and a notebook beats memory alone, and your people will never see the notebook. They will
only ever see that you remembered, and remembering, at scale, over years, is what your best
people will one day describe with the sentence every leader should want at their farewell: "You

actually knew us."
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The second half: responding

Now for the half that makes the first half mean something. Listening that never becomes action
curdles. Keep hearing people attentively and doing nothing with it, and your beautiful listening
becomes, in their accounting, a more sophisticated way of being ignored. The suggestion box

nobody empties is worse than no suggestion box.

Responding doesn’t mean granting. You aren’t a wish dispenser, and half of what you hear can't
or shouldn’t be actioned as requested. Responding means the heard thing visibly went
somewhere, and there are only three honest destinations:

« YES, ACTED ON. The rostering announcement problem gets fixed, and when you fix it, close
the loop out loud: "You flagged this. It's changed." Credit the source. It costs nothing and it
advertises, to everyone, that talking to you does things.

« NO, WITH THE REAL REASON. "I looked at moving the shift pattern. With current occupancy
| can't make it work without shorting the Saturday TEAM, so it's a no for this season. Here's
when I'll look again." A real no, with the actual why, respects the person more than a soft
maybe that dies in a drawer. Chapter 2 taught this about promises; it's truer here.

« NOT YET, WITH A DATE. The honest holding position, ledgered like any promise, because
that’s exactly what it is.

And woven through all three, the standard this chapter's title sets: in the best interests of your
TEAM. Which will sometimes cost you. The best response to what you heard may be
inconvenient for this month's numbers, or for your own comfort, or it may mean going upstairs
to fight for something with your own credibility as the stake. Acting in their interests when it’s
cheap is administration. Acting in their interests when it costs you something is the thing itself,
and Chapter 13 is about the costly version, so I'll leave it warm for now.

The loop, and the audit

The working tool for this chapter is the whole discipline on one card: the Listen-Then-Respond
loop, four steps, run in every one-on-one and available in the toolkit. RECEIVE: full attention,
open questions, silence held. PLAY BACK: proof of receipt, corrected until it’s right. ROUTE: yes,
no-with-reason, or not-yet-with-date, said out loud. CLOSE: the loop closed visibly, credited

where credit is due, ledgered where a promise was born.

And once a year, run the audit, and be brave about the method: ask your TEAM, anonymously if
your culture is still young, one question. "When you raise something with me, what happens?"
The answers will sort themselves into three piles: things happen, nothing happens, or, the pile
that should keep you up at night, I've stopped raising things. That third pile is the silence you
built, request by unrouted request. The good news, and by now you know the shape of the good
news in this book: the repair isn't personality surgery. It's the loop, run boringly, visibly, for a few

months. Trust the machinery. It got you this far.
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Start tomorrow

Tomorrow, in your first one-on-one, run one full loop, deliberately, like a new drill. Phone away,
door closed. One open question. Then the silence, held past comfortable, until the "actually"
arrives. Then the playback: "Have | got that right?" and let them correct you. Then route it
honestly: yes, no with the reason, or not yet with a date. Then, this is the step that will feel

strangest, write the human detail down afterwards. The exam, the mother, the course. Two lines.

Three weeks from now, ask about the detail. Watch the person's face do the thing faces do when
someone discovers they were actually heard. That expression is what this whole chapter builds.
Some people get it from instinct. You're getting it from discipline. From the other side of the
desk, nobody can tell, and nobody cares.

Being listened to and acted for, from where your TEAM stands, IS being cared

about. Do the behaviours. The rest is philosophy.
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GENUINELY INVESTED - THE TOOLKIT

FORM 11 OF 13

The Listen-Then-Respond Loop CHAPTER 12

USE THIS WHEN: Every one-on-one. The whole discipline of listening, run as four visible steps.

HOW: Receive with full attention, play back until they say "yes, that's it", route the issue honestly, close the loop visibly.
Two human lines in the notes afterwards; ask about them in three weeks.

TEAM member Date

1. RECEIVE: what they raised (open questions asked, silence held; the truth is two silences behind the safe
answer)

3. ROUTE (tick one) Detail

[J YES: acted on (credit the source)

[J NO: with the real reason, and a
FEVIEW date

[J NOT YET: with a date (goes in the
Promise Ledger)

4. CLOSE: how and when the loop was closed visibly

THE RULE: Annual audit, one question to the TEAM: "When you raise something with me, what happens?" Fear the

answer "l've stopped raising things."
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THE MODERN VERSION

The Listen-Then-Respond Loop, Digital

Pairs with Form 11 of 13. Same tool, new engine. The paper version stays.

KEEP ON PAPER

Steps one and two happen between humans: full attention, silence held, playback until they say
yes, that is it. No app improves on that.

THE DIGITAL VERSION

Technology carries steps three and four, routing and closing, which is where most managers leak.

Keep an Open Loops list (To Do or Tasks): every issue raised gets routed YES, NO with reason, or
NOT YET with date, and stays on the list until closed visibly.

THE Al ASSISTANT LAYER

Say to your Al Assistant: "Voice note: [Name] raised [issue] today. I’'m routing it [YES, acted on / NO
because... / NOT YET, date]. Track it as an open loop until | close it with them face to face. And keep
their human line: [detail]; remind me to ask about it in three weeks."

Say to your Al Assistant: "Weekly: Which loops are still open, and which people have | not closed with
yet?"

THE PRESENCE RULE: The loop opens and closes face to face. The list just refuses to let you forget the
middle.
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Chapter 13: Fair Is a Decision

What TEAMs forgive, and what they never do

Ask people about the toughest manager they ever had, and something surprising happens. Half
of them go warm. The standards were brutal, they will tell you, almost proudly. She made me
redo it four times. He never let a single shortcut past. And then, the sentence that explains the
warmth: "But she was fair." Toughness, it turns out, isn't just forgiven by TEAMs. Properly

handled, it's treasured, retold, turned into identity: we were trained hard, and it made us.

Now ask the same people about the worst manager, and listen to what actually broke them. It’s
almost never the standards. It's the exceptions. The rules that applied to some. The star who
could do no wrong and the scapegoat who could do no right. The roster that always, somehow,
bent one way. TEAMs forgive tough completely. They never, ever forgive unfair, and they don’t
forget it either; people can quote a specific unfairness from fifteen years ago with the date
attached.

Why so unforgiving? Because unfairness isn’t one bad decision. It's information about the whole
system. The moment your people see the rules flex by person, every rule becomes negotiable,
every decision becomes suspicious, and the safe response to everything is politics: get close to
the manager, manage appearances, work the exceptions. All that energy, you'll notice, comes
straight out of the work. And it kills the growth system this book has built, stone dead, because
the career plans and pathways of Part Two only motivate people who believe the game is
straight. Nobody trains for a race they suspect is fixed.

So this chapter makes one claim and equips you to live it: fairness isn't a temperament you've or
lack. It's a decision, taken in advance, defended under pressure, and rebuilt by structure when

your instincts, which are biased, would drift. Fair is a decision. Here is how you take it.

Same rules for the star and the struggler

The hardest fairness test in management isn’t treating your struggler decently. It's holding your
star to the standard.

Every TEAM has one: the top performer, the rainmaker, the Chef whose food fills the restaurant,
the Sales Manager who brings in a third of the conference business. And with them, sooner or
later, comes the moment: they do the thing that would earn anyone else the conversation. Late
again. Rude to a junior. Cut the corner. And a voice in your head, sounding very reasonable, says:
pick your battles. Look at the numbers. Don’t poke the golden goose.

Understand exactly what you're pricing in that moment. If the standard flexes for talent, you've
just published a new rule to the entire TEAM, and everyone reads it instantly: the standards are
for the ordinary. Excellence buys exemption. Your best people now have a visible incentive to

become unmanageable, and your ordinary people have written proof of their place. One
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unaddressed star tantrum costs more culture than ten mediocre hires, because everyone was
watching, the way they watched the hard conversations of Chapter 8 and the exits of Chapter 10.
They're always watching the exceptions. Exceptions are the only news.

So the star gets the same conversation, by the same rules: behaviour, example, impact, warm
and straight. And, this is the part managers miss, the same conversation is a compliment. The
version I've used, more than once, with a genuinely gifted person behaving badly: "You're one of
the best I've ever worked with, and that’s exactly why | won’t watch this. The standard is the
standard, and you don't get a discount for brilliance. You of all people shouldn’t want one." The
stars worth keeping hear that as respect, because it is. The ones who leave over it were always

going to present you, eventually, with a much bigger bill.

Warmth is not the opposite of standards

Here is a false choice that damages more new managers than almost any other: the belief that
you must pick a personality. Either the warm one, the joker, the manager people love, or the
standards one, the enforcer, respected and slightly feared. Pick warmth and the standards go
soft. Pick standards and eat lunch alone.

It's nonsense, and you've known it's nonsense since Chapter 1, where we met the manager who
is caring precisely because she won't stay quiet. I've spent a career being the jovial joker in the
room, the laugh at the braai, first name in the kitchen, and simultaneously target-driven to a
degree my TEAMs would confirm with feeling. Those aren’t two settings | switch between.
They're one setting. The warmth is why the standards land without wounding; people accept
hard truth from someone whose care they have banked, and Part One taught you to bank it. And
the standards are why the warmth means anything; being liked by a manager whose approval
costs nothing is worth nothing. Your TEAM doesn’t need you to choose between the braai and
the bar you set. They need both, from the same person, on the same day, and the practical
formula is one you already own: warmth in the person, firmness on the standard. Never the
reverse. The manager who is cold to people and flexible on standards has managed, impressively,

to get both halves wrong.

Write it down: the boring guardian of fair

Now for the unglamorous part, the machinery, because Chapter 3 warned you that conviction
without machinery loses to a busy Tuesday, and fairness has the busiest Tuesdays of all.

Your memory of your own decisions is a flattering editor. Six months from now you’ll remember
being consistent, whatever actually happened. So consequential people-decisions get
documented, briefly, at the time: the shift-swap you approved and why, the warning you gave
and what for, the development opportunity and who got it and on what basis. This isn’t
bureaucracy; it's memory insurance, and it pays two ways. First, when the accusation of
favouritism eventually arrives, and in any TEAM of size it eventually arrives, you answer from a
record instead of a defensive haze: here is the request, here is the rule | applied, here is where |
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applied the same rule the other way. Second, and more valuably, the record audits you. The
manager who reviews six months of her own decisions occasionally discovers a pattern she never
chose: the development chances drifting to the people easiest to develop, the flexibility flowing
to the people most like her. Nobody decides to have favourites. Favourites are what happens
when nobody is checking, and the notebook checks.

And when you find drift, and you will, correct it the same way Chapter 2 repaired trust: name it
before they do, in front of the people affected if that’s where it lives. "Looking back, the acting
shifts have gone to the same two people all season. That was drift, not design, and it changes this
month." Fairness confessed and corrected builds more trust than fairness silently maintained,

because it proves the standard binds even you. Especially you.

The fairness filter

The working tool of this chapter is three questions, run in your head before any significant
people-decision: the shift allocation, the disciplinary sanction, the development pick, the
exception someone is asking you to make. Full card in the toolkit.

«  WOULD | DECIDE THE SAME IF THE NAME CHANGED? Swap in your star. Swap in your
struggler. Swap in the one who irritates you. If the answer moves when the name moves,
you aren’t applying a standard, you're expressing a preference, and it's about to cost you
more than it's worth.

« COULD I EXPLAIN THIS TO THE WHOLE TEAM WITH A STRAIGHT FACE? Not whether you
will; most decisions need no announcement. Whether you could, out loud, rule and
reasoning included, with the affected people in the room. Decisions that fail the straight-
face test are usually decisions you already know are bent.

«  AMI SOLVING THIS, OR JUST ENDING IT? The quiet fairness killer: the path of least
resistance. Giving the shift to whoever complained loudest. Moving the problem person
sideways onto a quieter colleague's TEAM. Splitting the difference to escape the
conversation. Ending a problem dumps its cost on whoever is least able to object, which is
unfairness with paperwork. Solving it, Chapter 8 taught you, sometimes means the harder
conversation. Have it.

Three questions, thirty seconds. They won't make every call correct. They make every call
defensible, consistent and honest, which is what your TEAM actually means by fair. Nobody
expects you to be right every time. They expect the same you, every time, and by now you know
which chapter taught that: all of them.
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When fair sends you the bill

Everything so far is fairness in normal weather. But the chapter title earns itself on the days

fairness costs real money, and those days come for every leader who is any good.

The star who won't stop breaching the standard, in a quarter where you need his numbers. The
right person for the promotion who is on maternity leave when the post opens, versus the
convenient person standing right there. The disciplinary case where the easy sanction is wrong
and the correct one loses you a friendship you valued. The moment your own boss leans on you
to make an exception that fails every question on the filter. This is where "fair is a decision" stops
being a slogan, because the decision now has a price tag, payable this quarter, by you, while the
benefits, the trust, the culture, the TEAM that believes the game is straight, arrive slowly and
land mostly on other people.

Pay it anyway. And when you pay it, let the TEAM see the payment, not as theatre but as fact: the
standard held even when holding it hurt the holder. One expensive fair decision, made visibly,
buys something no budget can: it converts every claim this book has made about you from
speech into evidence. Your people knew The Deal was real the day keeping it cost you something.
That was the day the check-ins, the career plans, the hard conversations, all of it, stopped being
management technique and became who you are. Which is, you may notice, where Part Four has
been heading all along.

The best friend fairness has

After a chapter like this, you might expect me to close with a war story: the expensive call, the
star, the bill. But the most useful thing | can tell you about fairness is quieter than that. Your best
friend, when it comes to fairness, is the standards you’'ve documented. Standards written down,
visible, and available, so that everybody knows exactly what the expectation is. And then you

hold everybody to that standard. That’s the one line nobody gets to cross. Including you.

Why lean so hard on paper? Because of something this chapter has been circling from its first
page: you can'’t rely on yourself to judge what is fair on any given day. Context changes.
Challenges present themselves along the way. Your sleep, the month's numbers, the person
doing the asking: all of it leans on the scale without telling you. The documented standard was
written on a calm day, by the fairest version of you, and it doesn’t have moods. Chapter 11 called
your standards confidence documents. Here is their second job: they’re fairness documents too.

And the writing alone isn’t the whole trick. Writing the standard, keeping it visible, training it, and
holding everyone to it: those four work together as an ecosystem, and it’s the ecosystem that
keeps fair consistent over time, not your judgment on the day.

Will new situations pop up that no standard covers yet? Of course they will. In those moments,
resist the solo ruling. Take a consultative approach to establish what is fair: ask the people it
touches, test it against the filter, then write the answer down, so the next version of that

moment arrives with its standard already waiting.
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Because at the end of the day, every standard, every policy, every procedure should do one job:
define what good behaviour and bad behaviour look like. Not measured against your mood, or
against this quarter's numbers. Measured against the standard everyone can read, and read in
the context of the goals your people are chasing. That’s fairness with its best friend beside it.

Start tomorrow

Tomorrow, run the audit your memory has been protecting you from. Take fifteen minutes and
list the last ten significant people-decisions you made: shifts, opportunities, exceptions,
sanctions, who got your discretionary time. Then run each through the filter, honestly. Same call
with a different name? Straight face in front of the TEAM? Solved, or just ended?

You're looking for the pattern nobody chose. If the list comes back clean, good; start the decision
log anyway, today, so the next audit takes five minutes and lies to you less. If it comes back with
drift, and most honest first audits do, pick the clearest case and correct it out loud this week,
named as drift, changed as design.

Fair is a decision. Tomorrow you find out whether you've actually been making it, or just
assuming you had. Most managers have never checked. You're about to be one of the few who

has.

TEAMs forgive tough completely. They never forgive unfair. Build accordingly.
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GENUINELY INVESTED - THE TOOLKIT
FORM 9 OF 13

The Fairness Filter & Decision Log CHAPTER 19

USE THIS WHEN: Any significant people-decision: shifts, sanctions, opportunities, exceptions.
HOW: Thirty seconds before deciding: answer the three questions honestly. Then log the decision, so your next six-
month review catches the pattern nobody chose.

THE DECISION: what is being decided, for whom

Before you decide, answer honestly Yes No
Would | decide the same if the name changed? (Swap in the star, the struggler, the one ] ]
who irritates you.)

Could | explain this to the whole TEAM with a straight face, rule and reasoning included? ] ]
Am | solving this, or just ending it? (Ending dumps the cost on whoever is least able to ] []
object.)

THE CALL: the decision made, and the rule applied

Decision log (review every six months) Who Date

THE RULE: Any "No" above means stop and rethink. TEAMs forgive tough completely. They never forgive unfair.
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THE MODERN VERSION

The Fairness Filter & Decision Log, Digital

Pairs with Form 9 of 13. Same tool, new engine. The paper version stays.

KEEP ON PAPER

The thirty seconds of honesty before a decision. The three questions work in your head, in a
corridor, with no battery required.

THE DIGITAL VERSION

The log is where technology earns its place: an Excel or Sheets decision log (what, who, rule
applied, date) that takes one minute per entry and makes the six-month audit real instead of
aspirational.

THE Al ASSISTANT LAYER

Say to your Al Assistant: "Before | decide: [the decision, for whom]. Run me through the three fairness
questions from Genuinely Invested one at a time, and argue the other side of each honestly. If any
answer is no, say so plainly. Then log the decision and the rule | applied."

Say to your Al Assistant: "Every six months: Here is my decision log. Find the pattern nobody chose:
where has the flexibility, opportunity or benefit of the doubt been flowing?"

THE PRESENCE RULE: Your Al Assistant is allowed to argue with you here. That is the point. A filter that

always agrees with you is a mirror.
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Chapter 14: Make Lives Better

Zoom out

We've spent thirteen chapters close to the ground, on purpose. Career plans signed at canteen
tables. Ten-minute check-ins. A promise ledger with trousers in it. First sentences rehearsed in
cars. This book has argued from its first page that leadership lives down there, in the small,

scheduled, repeated things, and I'm not about to take it back.

But for this last chapter, come up to altitude with me, because there’s something you can only
see from height, and you've earned the view.

Take one person, grown properly. The Receptionist who became, over four years and eleven
pages of career plans, a Duty Manager. Zoom in on what actually changed. Her salary, obviously;
a bond became possible. Her skills, permanently; that qualification can’t be repossessed,
whatever happens to her, to you, or to the hotel. Her belief about herself, which is the deepest
change and the one she will name last: she now knows she is the kind of person who can set out
for something and arrive. And around her, barely visible from ground level, the household
changed. A daughter watched her mother become a Duty Manager, and quietly revised what
daughters of Housekeepers get to become. That revision doesn’t expire. It compounds, in a
currency no business measures, across a generation you'll never meet.

Now multiply. She was one of a TEAM. The TEAM was one of your years. You have, what, twenty,
thirty working years of TEAMs ahead of and behind you? Run the arithmetic of Chapter 3's

counting exercise across a whole career, and the number of lives your leadership touches, at one
remove or two, doesn’t resemble a TEAM. It resembles a town. This chapter is about leading like

someone who knows they’re building a town.

Multiplication: the only output that scales

Here is the ceiling on even the best direct leadership: you can only sit across one career-plan
conversation at a time. Grow people one by one for a career and you'll grow, at best, a few
hundred. Meaningful. Not a town.

The multiplication happens through a different channel, and you've already built it without quite
naming it. Go back through the book with fresh eyes and notice what kept happening at the
edges. Chapter 9: the promoted person is handed a climber to mentor, in their first week.
Chapter 11: the equipped TEAM member starts asking her own trainees "what would you do if",
because it's what she watched you do. Chapter 5: the person two roles ahead becomes a
textbook for the next one. None of that was decoration. That was the actual point. Every person
you grow properly doesn’t just perform better. They carry the method. The check-ins, the honest
conversations, the career plans, the fairness: people lead the way they were led, for better or
worse, and mostly without noticing. Which means every future TEAM of every person you
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develop is, partly, your TEAM. Your real output as a leader was never this quarter's numbers.
Your real output is leaders, and leaders compound.

So build the multiplication deliberately, the way this book builds everything. When you promote
someone into their first management role, their induction into leadership isn’t the systems
training and the payroll deadlines. It's The Deal, handed over explicitly: here is how we lead here.
Everyone gets a plan. The check-ins are sacred. Truth attends every meeting. Fair is a decision.
And your job, from your first week, is to grow your people the way you were grown. Say it that
plainly. The culture of a company is just the sum of what its managers were taught to repeat, and

you're now one of the teachers.

The long game writes back

There’s a category of evidence for all this that arrives strangely: years late, out of office hours,
usually by message. The person who left your TEAM half a decade ago, writing to say they just got
a role they once told you about in a check-in, and did you know that career plan page is still in a
drawer at home. The one who came back two roles heavier, bringing two good people with her,
because Chapter 3's alumni network is real and it recruits. The one you had the hardest
conversation of this book with, who tells you, with the strange warmth people reserve for exactly
this, that it was the conversation that turned them around.

| want you to expect these messages, for two reasons. First, so you recognise them for what
they’re when they come: the long game paying out, the only performance review that fully
counts, arriving from the future. And second, because on the hard days, and this book has been
honest that there are hard days, the memory of the last such message is worth more than any

dashboard. File them. Reread them. They're the town, writing back.

Your own scoreboard

Chapter 6 gave everyone on your TEAM a scoreboard with a growth line on it. It would be a
strange book that exempted its reader. So, once a year, at whatever moment you review
anything else about your life, run your own review, and let it ask the questions this book has
been quietly asking about you all along. The Legacy Ledger, last tool in the toolkit, one private
page:

«  WHO GREW THIS YEAR BECAUSE OF ME? Names, not sentiment. The promotion, the

qualification, the person who can now run a Saturday alone. If the list is short, the
machinery has drifted; you know where the check-in agenda card is.

«  WHO LEADS NOW WHO DIDN'T BEFORE? The multiplication line. First-time managers you
made, and whether they were handed The Deal or just the payroll deadlines.

«  WHAT DID FAIRNESS COST ME THIS YEAR? A strange line, but audit it: if fair cost you
nothing all year, either you had a charmed year or you were quietly declining the bill, and
Chapter 13 told you who pays instead.
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»  WHOSE LIFE IS BETTER? The bottom line, in the oldest sense. Not engagement scores. Lives:
the bond approved, the exams passed, the person who stopped flinching when the roster
came out. Two or three, named, per year, is a leadership career being spent correctly.

» AND THE COUNT. Keep a running total, however rough, of the lives your leadership has
touched for the better. Not for vanity. For direction. A number you're watching is a number
you're steering by; that was Chapter é's whole argument, and it applies to souls as well as

sales.

Project M, continued

In Chapter 3, | told you about my mentor and business partner, and about Project M: his goal of a
meaningful positive impact on a thousand families. M, the Roman numeral. We reached
somewhere around four hundred and sixty families at the peak of that business, and then life, as

it does, moved us both on.

But goals like that don’t expire. Project M came with me. Through every role, every company and
every TEAM since, the count has quietly continued. Today, helping to lead a group of almost a
thousand people, most of them supporting households of their own, I'm closer to his number
than I've ever been. That excites me more than anything on a balance sheet ever has: one day,
one thousand families, meaningfully better off because of work we did together.

| tell you this for one reason. The Legacy Ledger you just read about ends with a count, and mine
started in someone else's boardroom, handed to me by a mentor who was genuinely invested in
my life. That's the multiplication of this chapter working across decades: his goal became my
goal, and now, perhaps, a version of it becomes yours. Pick your number. Write it down. Mine
took a mentor and twenty-five years, and I'm still counting.

The handover

Which brings us, finally, back to the beginning.

This book opened with a deal, and every chapter since has been that deal growing up: know the
goal, do your part, tell the truth, wrapped in trust, run on machinery, kept honest by
conversations, made durable by fairness, and aimed, always, at the growth of the person in front
of you. You've watched it work at the scale of one career plan and at the scale of a town.

Now it’s yours to write. Literally. The last page of this book, before the toolkit, is intentionally
almost blank. It has one heading: MY DEAL. Under it, you write the version you're prepared to
keep: what the people who work for you can expect from you, in your words, at your standard,
signed. Not my deal copied out; yours, with whatever this book got wrong for your world
corrected, and whatever it missed added. The only rules are the ones you would expect by now.
It must be written, because if it isn’t written, it’s a wish. It must be specific, because vague care is
decoration. And it must be something you’re willing to be held to on a bad Tuesday in a hard
quarter, because a deal that melts under pressure was never a deal, just a mood.
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Then, and this is the last "start tomorrow" in the book, so make it count: show it to your TEAM.
Read it to them, out loud, slightly embarrassed, the way every worthwhile commitment gets
made. Tell them to hold you to it. Somewhere in the room, though you won't be able to tell
which one, is a future leader who will one day open their version of this conversation with their
TEAM by describing the day a manager read them a deal and then, week after boring week, kept
it.

That is how towns get built. One kept deal at a time.

Start tomorrow

Write your deal. Tonight, one page, longhand. Read it once in the morning to check it survives
daylight. Then, this week, put it in front of your TEAM and let them watch you sign up to it.

Then go back to Chapter 1 and start living the book in order: one person, one question,
tomorrow. The system will carry you from there. It was always going to come back to this:
genuine interest, in the growth of the person in front of you, practised on a schedule, kept like a

promise.

Whose life will be better because you led them? You now have the tools, the rhythm and The
Deal. Go find out the number.

Leadership, measured honestly, is the answer to one question: whose life is

better because you led them?
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GENUINELY INVESTED - THE TOOLKIT

FORM 12 OF 13

The Legacy Ledger "

USE THIS WHEN: Once a year, in private: your own scoreboard, with a growth line on it.
HOW: Names, not sentiment. If a box comes back empty, the machinery has drifted; you know where the check-in
agenda card is.

Year Reviewed on

WHO GREW THIS YEAR BECAUSE OF ME?: the promotion, the qualification, the person who now runs a Saturday
alone

WHOSE LIFE IS BETTER?: two or three, named: the bond approved, the exams passed, the person who stopped
flinching at the roster

THE COUNT: running total of lives touched for the

better Last year's count

THE RULE: A number you are watching is a number you are steering by. It applies to souls as well as sales.
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THE MODERN VERSION

The Legacy Ledger, Digital

Pairs with Form 12 of 13. Same tool, new engine. The paper version stays.

KEEP ON PAPER

Entirely optional. This one is private, annual, and reflective; some people will always do it
longhand, and they are not wrong.

THE DIGITAL VERSION

A single private document that grows by one entry a year, kept somewhere you will actually find
next year. The upgrade is the interview.

THE Al ASSISTANT LAYER

Say to your Al Assistant: "It’s Legacy Ledger day. Interview me, one question at a time, don’t rush me:
Who grew this year because of me? Who leads now who didn't before, and were they handed The
Deal? What did fairness cost me this year, and if the answer is nothing, push back. Whose life is better,
named? Then write it up, update my running count, and show me last year's entry beside it."

THE PRESENCE RULE: This is the one tool with no other person in the room. Pour something, take an

hour, answer honestly. The count is watching.
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GENUINELY INVESTED - THE TOOLKIT

FORM 13 OF 13

CHAPTER 14

USE THIS WHEN: The last page of the book, and the first page of yours.

HOW: Write the version you are prepared to keep, in your words, at your standard. Then read it to your TEAM, out loud,
and let them hold you to it.

MY DEAL

WHAT THE PEOPLE WHO WORK FOR ME CAN EXPECT FROM ME

WHAT | EXPECT FROM THEM

Signed Date Read to my TEAM on

THE RULE: Written, because unwritten is a wish. Specific, because vague care is decoration. Bad-Tuesday-proof,

because a deal that melts under pressure was never a deal, just a mood.
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THE MODERN VERSION

My Deal, Digital

Pairs with Form 13 of 13. Same tool, new engine. The paper version stays.

KEEP ON PAPER
Almost all of it. My Deal gets written, printed, signed and read OUT LOUD to your TEAM. A
screen-share is not a promise.

THE DIGITAL VERSION
Your Al Assistant has one job here: sharpening. Vague care is decoration, and a deal full of soft
words melts on a bad Tuesday.

THE Al ASSISTANT LAYER
Say to your Al Assistant: "Here is my draft of My Deal: [paste both sides]. Challenge every vague
phrase. Where | wrote 'support’, ask me what I'll actually do and by when. Where | wrote 'expect
professionalism', ask me what behaviour | mean. Keep pushing until every line would survive a bad
Tuesday and an employee quoting it back to me in a hard conversation. Then give me the final version
to print and sign."

THE PRESENCE RULE: Written with help, if you like. Signed alone. Read aloud, in person, to the people it

binds. That last part is the whole tool.
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Conclusion: Start Tomorrow. Pick One Person.

What you are not waiting for

Books like this one have a failure mode, and | want to name it before you close the cover,

because the failure happens in the next seventy-two hours or not at all.

It goes like this. You finish the book. You are, honestly, a little fired up. You can see the whole
system: the plans, the pathways, the check-ins, the conversations. And precisely because you can
see the whole system, you decide to do it justice. You'll launch it properly. After month-end. After
the busy season. Once you've built the templates, briefed your boss, maybe run it past HR. You
put the book on the shelf, spine barely creased with intention, and the busy Tuesday this book
has warned you about fourteen times does the rest. A year later the book is still on the shelf, and
you're still improvising.

So let me remove every prop from under that failure. You don’t need a launch. You don’t need a
budget; almost nothing in this book costs money. You don’t need permission; no part of sitting
down with your own TEAM member and asking about their future requires sign-off from anyone.
You don’t need the quiet month, which doesn’t exist and never has. And you don’t need to do
the whole system at once. The system was never installed anywhere in a day. Not even by me.
Especially not by me.

You need one person, one question, and ten minutes. Everything else in this book grew, and will

grow, from that seed.

The whole book on one page
Here is everything the last fourteen chapters taught, compressed to its skeleton. Not as a

substitute for the chapters, but as the page you photograph and keep.

» Genuine interest is a practice, not a personality. Know each person's goal, do your part, tell
the truth. (Chapter 1)

» Trust is built from small kept promises, counted by people who are watching. Track yours.
(Chapter 2)

+ Their growth is the job. Not the reward for finishing the job. (Chapter 3)
« Everyone gets a written career plan. Everyone. The quiet middle first. (Chapter 4)

« Every goal gets a pathway: walked backwards, with dates, names and your effort in it.
(Chapter 5)

+ The pathway gets wired into the KPIs, so the dream and the day job pull together. (Chapter
6)

« The whole machine runs on the check-in: ten minutes weekly, a real hour quarterly. Never
cancel twice. Truth attends every meeting. (Chapter 7)
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« Hard conversations happen early, specifically, and end with a plan, not a mood. (Chapter 8)

«  Wins get recognised fast and specifically; promotions arrive as a complete package,
including the next goal. (Chapter 9)

- Failures get diagnosed before they get prescribed for, bridged where possible, ended with
dignity where not. (Chapter 10)

« Equip, don't rescue. Your investment is measured by what they handle without you.
(Chapter 11)

« You can't learn empathy. Listen anyway, properly, and act on what you hear. Nobody will
know the difference, and it stops mattering. (Chapter 12)

« Fair is a decision. Same rules for the star and the struggler, especially when it costs you.
(Chapter 13)

« Count lives, not just numbers. Your real output is people who grew, and the leaders they
became. (Chapter 14)

The first month, if you want a map

Fourteen Start Tomorrows are waiting at the ends of their chapters, and doing them weekly, in
order, is a complete installation plan. But if you want the compressed version, the first month
looks like this.

Week one: pick one person from the quiet middle. Ask the three-year question. Say nothing
while they answer. Write it down. Start your promise ledger the same day, because the career

conversation just put your first entry in it.

Week two: turn the answer into a signed one-page plan, and walk the pathway backwards
together. Pay for the first step yourself, that week: the calendar invitation, the phone call, the

name spoken in a room they aren’t in yet.

Week three: fix their scoreboard. Three to five KPIs, one of them pulled straight off the pathway,
your matching obligation written next to it. Book the weekly check-ins, all of them, recurring, and
the first quarterly sit-down.

Week four: have the conversation you've been avoiding, with whoever you've been avoiding it.
Four boxes, one rehearsed first sentence, no Friday afternoons. You won't want to. That's
precisely the muscle this system needs you to build, so build it while the month is still young.

Then repeat, person by person, until "everyone" means everyone. Somewhere in month two or
three you'll notice the system starting to run you, in the best way: the diary defends the check-
ins, the ledger nags the promises, the scoreboards surface the conversations before you go

looking. That's what machinery is for. You built conviction into a calendar, and calendars, unlike

conviction, don’t have bad weeks.
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The manager in someone's story

| said at the start of this book that you were about to become the manager in someone's story,
and that the only question was which kind. Every one of us got here because we were, at some
point, the person in the quiet middle, and somebody either saw us or did not. You remember
exactly who did. You remember, with a different feeling, who did not. That memory you carry, of
the one who saw you? Someone is going to carry a memory like that of you. That isn’t a

metaphor. It's a scheduling decision, and you now own the schedule.

So: tomorrow. Not after month-end. One person. You already know who, you’ve known since

Chapter 1. Ten minutes, one question, held silence, a pen.
"Where do you want to be in three years?"

Ask it like you mean it. Mean it. Then do your part, tell the truth, and keep The Deal, one boring,
scheduled, kept-promise week at a time, until the day someone tells you what it was worth. That
day is further away than you would like and closer than you would guess, and it’s worth more

than every number you'll ever hit on the way there.

Go. The person is on shift right now.

One person. One question. Tomorrow. The rest is chapters, and you’ve already

read them.
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The Toolkit

You have met every one of these forms already, each at the end of the chapter that
teaches it. Here they are again, all thirteen in one place, for one reason: the photocopier.
When you want the whole working set for yourself or your HODs, print these pages and
go. And new in this second edition: each form is followed by its modern version, the same

tool rebuilt for the technology in your pocket.

Every tool in this book exists on paper for a reason: paper is visible. When you write in front of
somebody, they can see themselves being taken seriously. So, the paper versions stay. The
modern versions that follow each form are the second layer: the same thirteen tools, rebuilt with
the technology already in your pocket. Microsoft 365, Google Workspace, and an Al Assistant
such as Claude, ChatGPT or Gemini. The prompts in these guides are the ones | use, word for
word, and they work in any of them.

One rule governs all thirteen, and | will repeat it until you are tired of it. Use the visible tool in the
room. Use the technology before and after the room. Typing on your phone while somebody
talks to you does not look like note-taking. It looks like you left. The magic pattern is simpler than
any app: walk out of the conversation, and talk to your phone. Thirty seconds of voice note, and
the machinery takes over.

And one caution, because these tools hold information about people. Career goals, struggles,
turnaround plans: that is personal information, and POPIA applies to it. Keep it in your company's
own systems, not your personal accounts, and share each document only with the person it is
about. The trust you are building with these tools can be undone by where you store them.
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GENUINELY INVESTED - THE TOOLKIT

FORM 1 OF 13

The One-Page Career Plan e

USE THIS WHEN: Sitting down with a TEAM member to turn their career conversation into a written, signed plan.

HOW: Fill it in together, in their words. Two copies, both signed. Theirs goes home; yours comes to every quarterly
check-in.

TEAM member Manager Date

THE ARRIVAL PICTURE: what is true when you get there (role, skills, income band, life) and the arrival date the
goal itself demands. Three years is a default lens, not a deadline.

THE DEAL: what | bring (TEAM member) THE DEAL: what I bring (manager)

THE RULE: If it is not written, it is a wish. In their words, not yours.
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THE MODERN VERSION

The One-Page Career Plan, Digital

Pairs with Form 1 of 13. Same tool, new engine. The paper version stays.

KEEP ON PAPER

The career conversation itself, and the signed copy that goes home with them. Ceremony needs
paper.

THE DIGITAL VERSION

Create one document per person, shared with that person only. Microsoft: a Word file in
OneDrive, or a page in a shared OneNote section. Google: a Doc in a shared folder. Both of you
can edit it; version history becomes the story of the plan. Set a calendar reminder for the
quarterly review the day you create it.

THE Al ASSISTANT LAYER
Say to your Al Assistant: "Here are my rough notes from a career conversation with [name]. Draft
their one-page career plan in THEIR words, not mine: the goal, the why, the arrival picture, and the
first milestone with a date. Then list separately everything | committed to, so | can put my side in my
calendar."

THE PRESENCE RULE: Fill the paper form in together, in the room. Digitise it afterwards. The signed

paper copy is theirs.
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GENUINELY INVESTED - THE TOOLKIT

FORM 2 OF 13

The Pathway Map CHAPTER 5

USE THIS WHEN: Turning a signed career goal into a visible route with steps, dates and names.

HOW: Walk backwards from the goal ("what must be true just before this?"), then write the steps forwards. Staple
behind the career plan. Redraw whenever reality moves.

TEAM member Manager Date

Ingredient (skill /
When Step exposure / training / Who helps Done by
track record)

Next quarter

Six months

One year

Beyond one
year

ARRIVAL
(goal's own
date)

THE FIRST MILESTONE: in bold on the plan; everything above is direction, this is the commitment

THE RULE: Every step feeds an ingredient and carries a name. A step without a name is a hope.
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THE MODERN VERSION
The Pathway Map, Digital

Pairs with Form 2 of 13. Same tool, new engine. The paper version stays.

KEEP ON PAPER
Walking backwards from the goal together, scribbling and redrawing. That mess is the thinking.
THE DIGITAL VERSION

Turn each step into a task with a date and an owner. Microsoft: a Planner board per person
(columns: Next quarter, Six months, One year, Beyond) or a shared To Do list. Google: a Tasks list

or a simple Sheets timeline. The win is automatic: steps now nag you both, and nothing silently
slips a quarter.

THE Al ASSISTANT LAYER

Say to your Al Assistant: "Here is [name]'s signed career goal and where they're today: [paste]. Walk
backwards from the goal and draft the pathway steps, each with a rough date and the ingredient it
builds (skill, exposure, training, or track record). We'll edit it together, so mark anything you’re
guessing."

THE PRESENCE RULE: Draw the map on paper with them first. The app is where the map lives between

conversations, not where it gets made.
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GENUINELY INVESTED - THE TOOLKIT
FORM 3 OF 13

The KPI Alignment Grid CHAPTER 6

USE THIS WHEN: Checking, once a quarter, that each person's scoreboard serves both the role and their career goal.
HOW: List every KPI (three to five, no more). Write what each one feeds. Then apply the two checks below and fix the
scoreboard before leaving the room.

TEAM member Manager Quarter

What it feeds (role result / behaviour / Keep / fix / kill
named pathway step)

THE RULE: Check one: a KPI feeding nothing gets one honest chance, then dies. Check two: the current pathway

milestone appears above, or the dream is not part of the day job this quarter.
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THE MODERN VERSION
The KPI Alignment Grid, Digital

Pairs with Form 3 of 13. Same tool, new engine. The paper version stays.

KEEP ON PAPER
The quarterly conversation where you build the set WITH the person.

THE DIGITAL VERSION

A shared scoreboard they can see any day, not just quarter-end. Microsoft: an Excel sheet in
OneDrive, one tab per person, with simple green and amber formatting. Google: the same in
Sheets. If the person cannot recite their KPIs, the sheet is too clever; three to five rows, no more.

THE Al ASSISTANT LAYER
Say to your Al Assistant: "Here are [name]'s KPIs for this quarter: [paste]. Run the two checks from
Genuinely Invested: does each KPI feed a role result, a behaviour, or a named pathway step? Flag
anything feeding nothing, and confirm at least one KPI comes straight off their pathway map. Then
draft my matching obligation for each growth KPI."

THE PRESENCE RULE: The scoreboard lives on a screen. The conversation about it happens face to face,
with the screen closed.
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GENUINELY INVESTED - THE TOOLKIT

FORM 4 OF 13

The Check-In Record CHAPTER 7

USE THIS WHEN: Running the heartbeat: the weekly ten-minute check-in and the quarterly sit-down.

HOW: Weekly: three questions, walking is fine, notes optional. Quarterly: forty-five minutes, face to face, phones away;
work down the four parts and copy the commitments to both of you.

TEAM member Manager Date Weekly / Quarterly

WEEKLY: three questions Notes

What's going well?

What's in your way?

Where are you on your number?

QUARTERLY: four parts Notes

1. Scoreboard: every KPI, real numbers.

stillin line with yourgoals> .
2. Goal: career plan on the table. What

moved? What do you need froome? ...
3. Behaviour: one thing building your

reputation, one underminingit.
4. Exchange: one honest piece of

feedback each way.

COMMITMENTS: TEAM member (dated) COMMITMENTS: manager (dated)

THE RULE: Never cancel twice. Truth attends every meeting.
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THE MODERN VERSION
The Check-In Record, Digital

Pairs with Form 4 of 13. Same tool, new engine. The paper version stays.

KEEP ON PAPER
Nothing, honestly, except your full attention. This is the tool technology helps most.
THE DIGITAL VERSION

First, the diary: set the weekly check-in and quarterly sit-down as recurring events TODAY
(Outlook or Google Calendar). Recurring is the point: never cancel twice becomes visible, because

the gap shows. Second, the notes: one running note per person (OneNote or Google Keep), two
lines per week, including the human lines.

THE Al ASSISTANT LAYER

Say to your Al Assistant: "Voice note, straight after the check-in: Log my check-in with [name]. Going
well: [x]. In the way: [y]. Number: [z]. | committed to [a] by [date]; add it to my to-do list with a

reminder. And note the human line: their daughter's exams finish in June; remind me to ask in three
weeks."

Say to your Al Assistant: "Then quarterly: Compile my last twelve weekly check-in notes for [name]

into a one-page brief for our quarterly sit-down, organised by the four parts: scoreboard, goal,
behaviour, exchange."

THE PRESENCE RULE: Phone away during the check-in. The voice note happens in the corridor

afterwards. Thirty seconds, and nothing is forgotten.
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GENUINELY INVESTED - THE TOOLKIT

FORM 5 OF 13

The Hard Conversation Prep Sheet CHAPTER 8

USE THIS WHEN: Preparing, the night before, for a conversation you have been avoiding.

HOW: Ten minutes, four boxes, then say the first sentence out loud once. If you cannot fill the facts box, you are not
ready. Book it for tomorrow. Never Friday afternoon.

Who When booked Where (private)

THE FACTS: the specific behaviour, plus one or two recent examples (behaviour, example, impact; no adjectives)

MY PIECE: is any part of this problem mine? (unclear standard, missing training, feedback never given). Own it
out loud.

THE RULE: End with a plan, not a mood: what changes, by when, with what help, checked how. Then be visibly

normal on Monday.
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THE MODERN VERSION

The Hard Conversation Prep Sheet, Digital

Pairs with Form 5 of 13. Same tool, new engine. The paper version stays.

KEEP ON PAPER
The night-before discipline of the four boxes, and saying the first sentence out loud. Also: the
meeting itself is a no-device zone, both sides.

THE DIGITAL VERSION
A private document only you can see (Word or Docs), never shared, never in a folder others can
open. The real upgrade here is not storage. It is rehearsal.

THE Al ASSISTANT LAYER
Say to your Al Assistant: "I’'m preparing a hard conversation. The facts: [behaviour, examples]. The
ask: [what changes, by when]. First, audit my facts box: strike anything that’s an adjective rather than
a behaviour. Then role-play it with me: you play [name], respond the way a defensive but decent
person would, and let me practise my first sentence until it lands warm and straight. Don’t go easy on

"

me.

THE PRESENCE RULE: Your Al Assistant is your rehearsal room, not your messenger. The conversation

itself is two humans, one private room, zero screens.
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GENUINELY INVESTED - THE TOOLKIT

FORM 6 OF 13

The Turnaround Plan TR

USE THIS WHEN: Building a bridge back to standard after the honest conversation and the right diagnosis (can't do /
won't do / something at home).

HOW: Fill in together. Both sides carry obligations. Review weekly inside the check-in, formally monthly. This is a bridge,
not a paper trail.

TEAM member Manager Start date Review date

THE GAP: performance now versus the standard, in numbers and named behaviours (no surprises: the
scoreboard was visible)

THE TARGET: what "back on track" measurably looks like, and the date (realistic: a six-month slide does not
reverse in a fortnight)

THE SUPPORT: manager's commitments, itemised and dated (retraining, pairing, adjusted load, weekly coaching
slot)

Checkpoint Date Progress noted

Weekly (check-in)

Monthly (formal)

Final review

THE RULE: More support, not more surveillance. The tone of the checkpoints decides whether the bridge gets

crossed.
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THE MODERN VERSION

The Turnaround Plan, Digital

Pairs with Form 6 of 13. Same tool, new engine. The paper version stays.

KEEP ON PAPER

The honest conversation, and both signatures on the plan. A turnaround must feel like a bridge
being built together, not a case file being opened.

THE DIGITAL VERSION

A shared document between the two of you (Word or Docs) so progress is never a secret, plus
the checkpoints as recurring calendar entries: weekly inside the check-in, monthly formal. The
quiet benefit: an honest, dated record of a genuine attempt, which is also what fairness looks like
if the bridge is not crossed.

THE Al ASSISTANT LAYER

Say to your Al Assistant: "Help me draft a turnaround plan for [name]. The gap: [numbers and hamed
behaviours]. My diagnosis after the honest conversation: [can't do / won't do / something at home].
Draft the measurable target and date, my support commitments itemised and dated, and the
checkpoint schedule. Challenge me if my support side looks thinner than my demands side."

THE PRESENCE RULE: The plan is written together in the room. The technology keeps the checkpoints
honest so drift cannot pretend it was nobody's fault.
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GENUINELY INVESTED - THE TOOLKIT

FORM 7 OF 13

The Promotion Checklist IR

USE THIS WHEN: Someone earned the next role. Everything below is in their hands on day one, not "in the first quarter".

HOW: Tick each item as it is done, with an owner and a date. A promotion is a handover between two careers, not a pay
change.

TEAM member New role Effective date

Item Owner / date
[0  The promotion letter: new title and terms, on paper
[l The new job description: what they now own, and what they no longer do
] The new KPlIs: three to five, results + behaviour + growth, live from day

ONE
] The NEW career plan: next one-page plan written the week of the

promotion
] The announcement: made by the manager, to everyone, naming the

pathway thatearnedit
[0  The first check-in: booked before day one (new role, same heartbeat)
] The pay-it-forward: a climber assigned for them to mentor ("you now

build the nextyou")

THE NEXT-GOAL CONVERSATION: booked within a month of the win (guard against the post-win dip)

THE RULE: The investment did not end because they arrived. That is the whole point of the new career plan.
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THE MODERN VERSION

The Promotion Checklist, Digital

Pairs with Form 7 of 13. Same tool, new engine. The paper version stays.

KEEP ON PAPER
The promotion letter. Paper, signed, handed over. Ceremony again.
THE DIGITAL VERSION

Save the seven items as a reusable checklist template you copy for every promotion. Microsoft: a
To Do list or Planner bucket named Promotion Package. Google: a Tasks list or a Docs checklist

template. Assign dates the day the promotion is agreed, so day one arrives with everything in
hand, not in the first quarter.

THE Al ASSISTANT LAYER

Say to your Al Assistant: "[Name] is being promoted to [role], effective [date]. Draft the promotion
package for my review: the letter skeleton, the announcement that names the pathway that earned it
(cross-training, acting shifts, standard held), a fresh three-to-five KPI set per Genuinely Invested, and
diary entries: first check-in before day one, and the next-goal conversation within a month of the win."

THE PRESENCE RULE: The checklist runs on your screen. The announcement, the letter, and the new
career plan conversation all happen in person, made properly, by you.
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GENUINELY INVESTED - THE TOOLKIT

FORM 8 OF 13

The Debrief Card N

USE THIS WHEN: Banking the lesson within a day or two of a big moment: the fire OR the win.

HOW: Five to ten minutes. Their answers first, uninterrupted. Your observation comes after theirs, and only one. Debrief
good moments too, or reflection becomes punishment.

The moment (what happened, one

line) Date

TEAM member

4. WHAT DO YOU NEED FROM ME?: a missing standard, a rung too high, a tripwire set wrong

THE RULE: Sometimes the debrief debriefs you. That is the tool working, not failing.
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THE MODERN VERSION

The Debrief Card, Digital

Pairs with Form 8 of 13. Same tool, new engine. The paper version stays.

KEEP ON PAPER
The debrief itself if you are doing it over coffee; the card in your pocket still works.

THE DIGITAL VERSION
The voice-note pattern, again. Debrief the person, then dictate the four answers before the next
thing eats them.

THE Al ASSISTANT LAYER
Say to your Al Assistant: "Voice note: Debrief with [name] about [the moment]. What happened, their
account: [x]. What worked: [y]. What they would do differently: [z]. What they need from me: [a]. File
it under their name, add anything | promised to my Promises list with a date, and if their answer
exposed a missing standard or a wrong tripwire, flag it for my SOP review."

THE PRESENCE RULE: Their answers come first, uninterrupted, eye to eye. The dictation happens after

they have left, not while they are talking.
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GENUINELY INVESTED - THE TOOLKIT
FORM 9 OF 13

The Fairness Filter & Decision Log CHAPTER 19

USE THIS WHEN: Any significant people-decision: shifts, sanctions, opportunities, exceptions.
HOW: Thirty seconds before deciding: answer the three questions honestly. Then log the decision, so your next six-
month review catches the pattern nobody chose.

THE DECISION: what is being decided, for whom

Before you decide, answer honestly Yes No
Would | decide the same if the name changed? (Swap in the star, the struggler, the one ] ]
who irritates you.)

Could | explain this to the whole TEAM with a straight face, rule and reasoning included? ] ]
Am | solving this, or just ending it? (Ending dumps the cost on whoever is least able to ] []
object.)

THE CALL: the decision made, and the rule applied

Decision log (review every six months) Who Date

THE RULE: Any "No" above means stop and rethink. TEAMs forgive tough completely. They never forgive unfair.
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THE MODERN VERSION

The Fairness Filter & Decision Log, Digital

Pairs with Form 9 of 13. Same tool, new engine. The paper version stays.

KEEP ON PAPER

The thirty seconds of honesty before a decision. The three questions work in your head, in a
corridor, with no battery required.

THE DIGITAL VERSION

The log is where technology earns its place: an Excel or Sheets decision log (what, who, rule
applied, date) that takes one minute per entry and makes the six-month audit real instead of
aspirational.

THE Al ASSISTANT LAYER

Say to your Al Assistant: "Before | decide: [the decision, for whom]. Run me through the three fairness
questions from Genuinely Invested one at a time, and argue the other side of each honestly. If any
answer is no, say so plainly. Then log the decision and the rule | applied."

Say to your Al Assistant: "Every six months: Here is my decision log. Find the pattern nobody chose:
where has the flexibility, opportunity or benefit of the doubt been flowing?"

THE PRESENCE RULE: Your Al Assistant is allowed to argue with you here. That is the point. A filter that

always agrees with you is a mirror.
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GENUINELY INVESTED - THE TOOLKIT

FORM 10 OF 13

The Promise Ledger CHAPTER 2

USE THIS WHEN: Every commitment you make to your TEAM, especially the tiny ones. The tiny ones are the tests.

HOW: Everything goes in the day you say it. Read twice a week alongside check-in prep. Closing honestly ("it's a no, and
here's why, and here's the new date") counts as kept.

Closed how (delivered, or Date

What | said (in the words | used) To whom Date said .
honest no with reason) closed

THE RULE: Nothing you say to your TEAM is casual. An honest no, with the reason, counts as kept. A quiet nothing

never does. Late-but-owned beats never.
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THE MODERN VERSION

The Promise Ledger, Digital

Pairs with Form 10 of 13. Same tool, new engine. The paper version stays.

KEEP ON PAPER

The visible write-down. When somebody asks you for something and you pull out the book and

write it in front of them, that IS the tool. Typing the same thing into your phone reads as checking
your messages.

THE DIGITAL VERSION

A single list called Promises, with a due date on every entry, reviewed twice a week alongside

check-in prep. Microsoft: a To Do list. Google: a Tasks list. The ledger closes promises; the list
makes sure closing day arrives.

THE Al ASSISTANT LAYER

Say to your Al Assistant: "Voice note, walking away: Please note | promised [name] [thing] by [date].
Add it to my Promises list, put a follow-up in my calendar two days before, and remind me that closing
it honestly counts: delivered, or a real no with the reason."

Say to your Al Assistant: "Twice weekly: Read me my open promises, oldest first. Which ones are
about to make me a liar?"

THE PRESENCE RULE: Write it down in front of them, always. The voice note is for the promises made in

corridors, car parks and kitchens, where the book was not in your hand.
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GENUINELY INVESTED - THE TOOLKIT

FORM 11 OF 13

The Listen-Then-Respond Loop CHAPTER 12

USE THIS WHEN: Every one-on-one. The whole discipline of listening, run as four visible steps.

HOW: Receive with full attention, play back until they say "yes, that's it", route the issue honestly, close the loop visibly.
Two human lines in the notes afterwards; ask about them in three weeks.

TEAM member Date

1. RECEIVE: what they raised (open questions asked, silence held; the truth is two silences behind the safe
answer)

3. ROUTE (tick one) Detail

[J YES: acted on (credit the source)

[J NO: with the real reason, and a
FEVIEW date

[J NOT YET: with a date (goes in the
Promise Ledger)

4. CLOSE: how and when the loop was closed visibly

THE RULE: Annual audit, one question to the TEAM: "When you raise something with me, what happens?" Fear the

answer "l've stopped raising things."
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THE MODERN VERSION

The Listen-Then-Respond Loop, Digital

Pairs with Form 11 of 13. Same tool, new engine. The paper version stays.

KEEP ON PAPER

Steps one and two happen between humans: full attention, silence held, playback until they say
yes, that is it. No app improves on that.

THE DIGITAL VERSION

Technology carries steps three and four, routing and closing, which is where most managers leak.

Keep an Open Loops list (To Do or Tasks): every issue raised gets routed YES, NO with reason, or
NOT YET with date, and stays on the list until closed visibly.

THE Al ASSISTANT LAYER

Say to your Al Assistant: "Voice note: [Name] raised [issue] today. I’'m routing it [YES, acted on / NO
because... / NOT YET, date]. Track it as an open loop until | close it with them face to face. And keep
their human line: [detail]; remind me to ask about it in three weeks."

Say to your Al Assistant: "Weekly: Which loops are still open, and which people have | not closed with
yet?"

THE PRESENCE RULE: The loop opens and closes face to face. The list just refuses to let you forget the
middle.
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GENUINELY INVESTED - THE TOOLKIT

FORM 12 OF 13

The Legacy Ledger "

USE THIS WHEN: Once a year, in private: your own scoreboard, with a growth line on it.
HOW: Names, not sentiment. If a box comes back empty, the machinery has drifted; you know where the check-in
agenda card is.

Year Reviewed on

WHO GREW THIS YEAR BECAUSE OF ME?: the promotion, the qualification, the person who now runs a Saturday
alone

WHOSE LIFE IS BETTER?: two or three, named: the bond approved, the exams passed, the person who stopped
flinching at the roster

THE COUNT: running total of lives touched for the

better Last year's count

THE RULE: A number you are watching is a number you are steering by. It applies to souls as well as sales.

Genuinely Invested | 137



THE MODERN VERSION

The Legacy Ledger, Digital

Pairs with Form 12 of 13. Same tool, new engine. The paper version stays.

KEEP ON PAPER

Entirely optional. This one is private, annual, and reflective; some people will always do it
longhand, and they are not wrong.

THE DIGITAL VERSION

A single private document that grows by one entry a year, kept somewhere you will actually find
next year. The upgrade is the interview.

THE Al ASSISTANT LAYER

Say to your Al Assistant: "It’s Legacy Ledger day. Interview me, one question at a time, don’t rush me:
Who grew this year because of me? Who leads now who didn't before, and were they handed The
Deal? What did fairness cost me this year, and if the answer is nothing, push back. Whose life is better,
named? Then write it up, update my running count, and show me last year's entry beside it."

THE PRESENCE RULE: This is the one tool with no other person in the room. Pour something, take an

hour, answer honestly. The count is watching.
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GENUINELY INVESTED - THE TOOLKIT

FORM 13 OF 13

CHAPTER 14

USE THIS WHEN: The last page of the book, and the first page of yours.

HOW: Write the version you are prepared to keep, in your words, at your standard. Then read it to your TEAM, out loud,
and let them hold you to it.

MY DEAL

WHAT THE PEOPLE WHO WORK FOR ME CAN EXPECT FROM ME

WHAT | EXPECT FROM THEM

Signed Date Read to my TEAM on

THE RULE: Written, because unwritten is a wish. Specific, because vague care is decoration. Bad-Tuesday-proof,

because a deal that melts under pressure was never a deal, just a mood.
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THE MODERN VERSION

My Deal, Digital

Pairs with Form 13 of 13. Same tool, new engine. The paper version stays.

KEEP ON PAPER
Almost all of it. My Deal gets written, printed, signed and read OUT LOUD to your TEAM. A
screen-share is not a promise.

THE DIGITAL VERSION
Your Al Assistant has one job here: sharpening. Vague care is decoration, and a deal full of soft
words melts on a bad Tuesday.

THE Al ASSISTANT LAYER
Say to your Al Assistant: "Here is my draft of My Deal: [paste both sides]. Challenge every vague
phrase. Where | wrote 'support’, ask me what I'll actually do and by when. Where | wrote 'expect
professionalism', ask me what behaviour | mean. Keep pushing until every line would survive a bad
Tuesday and an employee quoting it back to me in a hard conversation. Then give me the final version
to print and sign."

THE PRESENCE RULE: Written with help, if you like. Signed alone. Read aloud, in person, to the people it

binds. That last part is the whole tool.
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Al Involvement Declaration

This book was written with the help of an Al writing partner, working under my direction
throughout.

The philosophy, every framework, and all sixteen personal stories are mine, drawn from more
than twenty-five years of leading TEAMs and told in my own words. The title, the structure, the
terminology, and the line edits made directly in the manuscript across multiple drafts are mine

too. The final text has been shaped, edited and approved by me, sentence by sentence.

The Al assisted with drafting and consistency along the way. | say so plainly, because honesty is
the whole point of this book.
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You can’t learn empathy.
But you can learn to listen,
and to respond in the best
interests of your TEAM.

Somewhere on your TEAM right now, somebody is quietly asking a question they will
never say to your face: does my boss care what happens to me?

This book is for the manager who wants the answer to be yes, and wants it to be true. It
treats caring not as a feeling but as a practice, run as a system: a written career plan for
everyone, a pathway with steps, dates and names, targets that tie the dream to the day
job, honest check-ins every week, and the real conversations, good and bad, had early
and had properly.

New in this Second Edition: every tool now comes twice. The print-ready paper form,
and its modern version, built on Microsoft 365, Google Workspace and an Al Assistant,

with the exact prompts to run it.

14 13 + 13 25+
chapters, each ending with print-ready paper tools, each years of true stories, told with
something to do tomorrow paired with its modern digital the scars still on

version

ALAN CAMPBELL has spent more than twenty-five years leading TEAMs across fitness, golf
and hospitality, from commission-only sales floors to the boardroom. Today he helps lead a
hotel group of almost a thousand people. He still counts the families.

Read it. Use it. Pass it on. GENUINELY INVESTED - SECOND EDITION



