lEﬂIlEHSHIP
THAT GETS

RESULTS

A practical guide to
vision, conviction,
momentum and culture .

Y
.9

Shirley Pearson

ACTION @CQA&E



LEADERSHIP THAT GETS RESULTS

Table of GContents

IMPERHCHON .o s s O
Chapter1

Vision: Seeing What Others Can't Yet See____ . 02 -06
Chapter 2

Clarity: Getting Out of the Fog ... 07 -09
Chapter 3

Conviction: Believing It Before Anyone

EISE DOBS ..o ivamensmms s 1012
Chapter 4

Igniting Momentum in Others...... e 13-15
Chapter 5

Culture: The Environment That Sustains It ... 16 - 18
Chapter 6

Leadership Across the Stages of Growth_....... 19-21
Closing

The Thread 22




Introduction

The Job Betfore the Job

Most of what gets called leadership is actually management wearing a leader's job title.

Managing what already exists, the budgets, the targets, the org chart, the fires of the day.
Leadership starts one step earliar than thart, in the space before any of it exists at all.

A leader's first and most defining job is to see a future that isn't there yet, and to take

people toward it, Not a forecast, Not a budget line, A future nobody else in the room has
quite pictured yet, until you describe it well anough that they can and better still feel it.

This distinction matters maore than it might first appear. Most (2adership development
focuses almost entirely on management skills dressed up in leadership language: better
meetings, clearer KPIls, sharper delegation. All useful. None of it leadership in the trus
sense of the word. You can run every one of those things well and still be managing a
business nobody particularly wants to build the future of, because nobody, including you,
has ever quite pictured what that future looks like.

Vision, clarity, conviction, momentum and culture are not five separate skills to
master one at a time. They are one continuous thread, and most leaders only ever get
hold of part of it

This book follows that thread from beginning to end. It starts with what vision actually is,
as distinct from a target. It moves into clarity, because a vision nobody can articulate
simply, including the leader holding it, is not yet a vision at all, it becomes like driving in a
fog. Without conviction, the vision is a hollow gong. Without momentum, the vision dies
either a slow or very fast death. Culture, i3 the environment that either lets momentum
thrive or quietly smothers it. And finally leadership is not a one size fits all approach, so to
close a chapter that ties leadership to the stage a business is actually at, because the
leadership that builds a business is rareiy the same leadership that scales It

Mone of this is theoretical. Every example in this book is drawn from real leadership teams
and real conversations, the names changed, the substance intact. My hope is that by the
and, you're not just able to describe these ideas, but recognise exactly where you are, and
what the next step locks like.

Each chapter ends with a short set of questions worth sitting with, you know that quality
takes time and attention, why should building a life of your dreams be any different. The
value in this book is not in reading it once. It's in coming back to those questions, sitting
with it, alone first then with your leadership team, and baing willing to hear answers you
weren't expecting.
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Chapter 1

Vision: Seeing What
Others Gan't Yet see

Ask most business owners what their vision is, and you'll get a number. Double revenue in
three years. Open five more branches. Reach a hundred million in turnover. These ara not
visions. They are outcomes, and outcomes are what you get when a vision has been
pursued well.

A leader's job is to see a future that does not yet exist, and to see it clearly enough, and
far enough ahead of everyone else, that they can describe it in a way other peaple can
actually picture it. That is a fundamentally different act from setting a target. A target
tells people what to hit. A vision tells people what they're part of building,

The difference between a destination and a scoreboard

| worked with a leadership team recently who had spent an entire strategy session
agreeing on a revenue figure for the next five yvears, and left the room with no more
clarity than when they walked in. Nobody could tell you why it mattered, what the
business would actually ook like on the day they hit it, or what would be different for
their clients, their staff, or the market they served.

& scoreboard tells vou whether you're winning. It does not tell you what game you're
playing, or why anyone should care about the outcome. Vision is the game. The
scoreboard, the revenue, the headcount, the number of branches, those come later,
and they come far more easily once people actually understand what they're creating.
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A tale of two business owners

| worked with two owners in similar industries, at similar revenue, in the same year. The
first described his goal as reaching fifty million in turnover within four years. When |
asked why fifty million specifically mattered to him, personally, beyond it sounding
impressive, he genuinely struggled to answer. It was a number he'd picked because it
sounded ambitious, not because it connected to anything he could describe with any
feeling behind it.
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The second owner, in a much smaller business at the time, described wanting to build
the kind of company where a school leaver with no connections and no capital could
join as a junior and realistically become a partner within a decade, it was the
opportunity someone had once given him. There was no revenue figure in that sentence
at all. And yet, of the two, it was the second owner whose staff could repeat the vision
back almost word for word, unprompted, months after he'd first said it. His team
weren't chasing a number. They were building toward something they could esach
personally “get their bottoms behind’ 50 to speak. The revenue, in his case, followed. It
dlways does, once peaple have connected to what they are creating and how it serves
something greater than themselves.
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Why this is the hardest part of leadership

It would be convenient if vision were simply a matter of imagination, something a
founder dreams up in a quiet moment and then announces, In practice, it is some of the
hardest thinking a leader ever does, because |t requires holding two things in your head
at once: complete honesty about where the business actually is today, and genuine
belief in somewhere significantly better, without either one softening the other,

Too much of the first, without a strong enough pull toward the future, and you end up
managing decline gracefully, Too much of the second, without a clear-eyed read of the
present, and you end up with a vision nobody trusts, because it doesn't seerm to be built
on anything real.

A leader is able to see a future that other people can't see, That is the job.
Everything else in leadership is what you do once you can see it

Vision is not fixed forever, but it should outlast a quarter

One misunderstanding worth clearing up early: vision is not meant to be permanent and
untouchable, Markets shift, industries change shape, and a vision that made sense five
years ago can genuinely need revisiting. What separates a real vision from a passing idea
is not that it never changes, but that it isn't rewritten every time a new oppartunity or a
difficult month tempts a leader toward another opportunity.

A vision that changes avery quarter or evaery year was never a vision to begin with, it was
more likely a fit of inspiration, maybe a mood. Teams can tell the difference, and they
stop investing real belief in a direction the moment they suspeact it's going to change
when the next fit of inspiration or mood hits.
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A practical starting point

If you're not sure whether what yvou're holding is a vision or a target, try this test.
Describe It to someone without using a single number, If you cannot do that, If every
version of the description collapses back into a revenue figure or a growth percentage,
you don't yet have a vislon, You have a scoreboard, and the vision still needs to be
found underneath it,

Try asking yvourself three guestions. What would be true about our clients' or team
members llves iIf we succeeded completely? What would a stranger notice about this
business that they couldn't say about most others in our industry? What would thay say
about you and your business at your memorial service? None of these three questions
can be answered with a number, and that's exactly the point.

The businesses that move people, that people genuinely want to be part of building, are
never bullt around a number. The number is what happens afterward, almost as a side
effect, once enough people believe in where they're actually heading.

Vision doesn't have to be enormous to be real

A visian was never meant to live only on a website, or framed on a boardroom wall,
recited once at a launch event and left there to gather dust, If It isn't showing up in the
ordinary decisions a tearm makes on an ordinary Tuesday, It isn't a vision yet, It's
decoration. Most leaders reading this are not trying to build the next major category-
defining company. Many are running a team of eight, or a single branch, or a businass
that will never chase a headline, and for them, the vision for this year has to earn its
place In the day to day or it isn't warth much at all

An operations manager | worked with led a team that had spent years known Internally
as the branch everyone else had to help out, Her vision for the year ahead wasn't a five-
year category-defining ambition. It was one sentence: this s the year we bacome the
team other teams call for best practice advice. Nothing about revenue. Nothing about
headcount. And yet it passed every test a grander vision would have to pass: her staff
could repeat it back, it described something not yet true, and it pulled people toward it
rather than simply describing a target to hit,

Whather the horizon is ten years or ten months, whether the leader runs a multinational

or a five-person team, the job is identical: picture something not yet true, and describe
it well enough that someone else can see it, feel it, gat behind it.

0%



QUESTIONS TO SIT WITH

* |f you removed every number from how you describe your wvision, what
would be Left?

* What is the one-santence version of what this year, specifically, neads to
become true that Isn't true yet?

* Has your vision changed because the market genuinely shifted, or because a
difficult month tempted you toward a shortcut?
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Chapter 2

Clarity: Getting Out of
the Fog

& vision that cannot be stated simply is not yet a vision anyone can act on, no matter how
real it feels inside the leader's own head. Clarity is the bridge between what a leader can
see and what a team can actually do about it, and it is the step most leaders skip, because
it feels like the vision should already be obvious once you've had the idea

It rarely is. | have sat with leadership teams who, when asked separately what the
business was actually trying to achieve, gave answers that didn't even loosely resemble
each other. The vision had only ever existed in the founder's head, described differently
in every conversation, adjusted slightly for whoever was listening. Everyone downstream
was left assembling their own version from fragments, and then quietly acting on that
version.

Leading in a fog

Picture a pilot flying from one city to another. The destination is fixed and known bafore
the flight ever begins. What changes constantly is the weather, the wind, the conditions
along the way; which is exactly why a flight plan exists in the first place, not to control
the conditions, but to know clearly enough where you're headed that you can make
constant small corrections without ever losing the destination itself.

Leadership without clarity is a flight with no filed destination. Every gust of wind
becomes a crisis, because there's no fixed point to correct back toward. Teams end up
reactive, not because they lack capability, but because they were never glven the one
thing that would let them pavigate Independently. a clear enough picture of where
they're headed that they can make their own course corractions without checking in an
every decision.
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What a lack of clarity actually costs, in practice

The cost of unclear vision rarely shows up as a single dramatic failure. It shows up as a
slow aceumulation of small ones, A leadership team | worked with recently described
spending entire meetings, week after week, discussing the same unresolved priorities
without ever quite landing on an answer, because nobody had ever agreed, in one
sentence, what the whole organisation was actually optimising for. Every department
was quletly pursuing a slightly different version of success, and =ach one had a
perfectly reasanable argument for their version.

But a business cannot move with real momentum in five reasonable directions at once,
Unclear vision doesn't usually announce itself as conflict. It shows up first as fatigue,
meetings that go nowhere, decisions that get relitigated, energy spent negotiating
direction that should have beean spent executing it.

The one-breath test

Chapter One asked whether what you're holding 15 a vision at all, or just a scoreboard
wearing a vision's clothing. This test comes after that question is settled. |t asks
something narrower and more practical: assuming it's real, can anyone else actually see
it?

Clarity has a simple, aimost unforgiving test attached to it. Can you state the vision, out
loud, in one breath, in language a new employee on their first day would understand?
Mot a paragraph. Mot a stide with six bullet points. One breath.

If it takes you several attempts, several qualifications, several 'well, what | really mean
is!, the vision is not yet clear, it's still forming. That's not a failure, most visions go
through several rough drafts before they land. But it does mean the vision isn't ready to
be handed to a team yet, because if the leader needs several attempts to say it, the
team will need several more to understand it, and by the time it reaches the front line, it
will have changed shape entiraly.

Without clarity, you don't manage up, down, or sideways. You Just absorb
whatever comes at you, and absorbing everything is not leadership, it's exhaustion
with a title,
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Clarity is also what lets you push back

There is a second, less obvious reason clarity matters, A leader who s genuinely clear
about the vision and the priorities that serve It is in a position to say no. "Yes, | could
take that on, and here's exactly what it would cost the thing we've already agreed
matters most, is that the trade-off you want?' is only a sentence available 1o somaone
who already knows, with real precision, what they're protecting.

Without that clarity, every new demand simply gets absorbed, because there's no fixed
point to weligh It against, Getting clear isn't just an act of communication downward, It's
what gives a leader the standing to manage upward and sideways too.

A practical way to test your own clarity

Ask three or four people in your business, separately and without letting them compara

notes, to describe in a sentence or two what the business is actually trying to become,
Mot what they do day to day, what the whole thing is ultimately for.

If the answers are recognisably the same idea in different words, you have clarity, even
if the exact phrasing varies, If the answers describe genuinely different businesses, the
vision has not yet made it out of the fog, no matter how many times it's been mentionad
in a meating. That gap between what a |eader believes has been communicated and
what has actually landed is almost always wider than expected, and it's worth finding
out exactly how wide before building anything further on top of it.

QUESTIONS TO SITWITH

* Can you state your vision, out loud, in one breath, without a single number
init?

* |f you asked three people in your business separately, would their answers

sound like the same idea, or three different businesses?

* What decision did your team make recently without checking with you,
because it was clear that they were moving in the direction you'd have
wanted?
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Chapter 3

Conviction: Believing It
Betore Anyone Eise Does

A clearly stated vision, delivered without conviction, moveas nobody. Peaple do not follow
a sentence. They follow the belief behind the sentence, and they are extraordinarily good
at detecting the difference betwean a leader who has true conviction and one who is
simply reciting something that sounded right in a strategy session.

Conviction is the leader having done the harder, quister work of genuinely believing the
vision is both possible and worth the cost of pursuing it, before ever asking anyone else to
believe the same thing.

What conviction actually looks like from the outside

| ance watched a founder present a new direction to his leadership team with every
correct word in the correct order, and watched the room stay completely unmoved.
Mothing was wrong with the content. What was missing was audible in the pauses, the
slight hesitation before the harder claims, the way he moved quickly past the parts that
would have required him to sound truly certain. His team could hear what he hadn't yet
convinced himself of, long before he said it aloud

Contrast that with a leader who, describing a much smaller and more modest change, left
an entire room leaning forward. The difference wasn't the size of the idea. It was that
every person in the room could tell, without being told, that the leader had already
wrestled with the doubts themselves and come out the other side genuinely certain.
Conviction |s contagious In a way that correct information alone never (s,



Why conviction has to come before the announcement, not during it

A common mistake is trying to build conviction in the room, in front of the very people
who need to feel it. A leader announces a direction while still visibly working out
whether they believe it, hoping the energy of the moment will carry them, and the team,
over the doubt. It rarely does,

The work of bullding conviction has to happen earlier, and mostly alone or with a
trusted few, well before the vision Is ever presented widely, That means sitting with the
hardest objections a smart, sceptical parson could raise, and genuinaly working through
them, rather than rehearsing answers designed to sound reassuring without actually
resalving the doubt undearneath.

Conviction is powerful, and power is not the same as good

History offers plenty of leaders who moved enormous numbers of people through sheer
conviction, and as we know not all of them were moving people somewhere worth going.
Conviction is a force, not a virtue. 1t has been used to build hospitals, movements, and
businesses that changed how entire industries work, and it has also been used to march
people toward gznuine catastrophe, The strength of a leader's belief says nothing about
whether that belief is right.

Conviction earns you followers, It says nothing about whether you're leading them
somewhere worth going. That judgment has to come from somewhere else: from
arhics, from evidence, from a willingness to be wrong.

This is why conwviction cannot be the only thing a leader brings to the table. It has to sit
alongside a clear-eyed read of the present, real openness to being challenged, and a
genuine, ongoing willingnass to test the vision against reality rather than defending it at
all costs. Conviction without any of that bacomas stubbornness dressed up as strength,
and teams will eventually see the difference.



Building conviction rather than performing it

If conviction cannot be faked convincingly for long, the only real option is to build it
properly. That means doing the uncomfortable work before addressing a team: stress-
testing the vision against your own best objections, sitting with the version of the plan
where things go wrang, and only stepping in front of people once you've actually
resolved those doubts for yourself, not simply learned to talk over them.

A leader who has done that work sounds different, even using the exact same words as
one who hasn't. People are listening for it, whether they realise it or not.

A practical exercise

Before you next present a significant direction to your team, write down the three
strongest objections a genuinely intelligent, well-meaning critic could raise against it.
Not the objections you can easily dismiss. The ones that actually worry you a little. Then
write your real answer to each, not the polished version for the room, the version that
would satisfy you privately, at two in the morning, with nobody watching.

If you can't yet answer all three, you don't have full conviction yet, you have a good idea

still being tested. That's a perfectly reasonable place to be. It simply means the room
isn't ready for it yet, and neither, possibly are you.

QUESTIONS TOSITWITH

= What is the strongest objection to your current direction that you haven't
fully answered for yourself yet?

* Where in your last big announcement did you rush past a point because
sounding certain felt easier than being certain?

* Who around you are willing to challenge your conviction, rather than simply
agreeing with you?



Chapter 4

lgniting Momentum In
Others

Vision and conviction, held entirely by ona person, however clearly sean and deeply
belleved, is not yet |leadership. Leadership begins the moment certainty spreads into
other people, bacomes their vision too, and momeantum starts to build through many
hands rather than one,

Momentum is often mistaken for busyness, and the two are not the same thing. A team
can be working flat out, every calendar full, every person exhausted by six in the evening,
and still have no forward momentum at all, because the effort is being spent maintaining
what already exists rather than building toward what doesn't yet.

“We've never been busier, so why doesn't it feel like progress?”

This is one of the most common sentences | hear from leaders, and it usually signals
exactly this confusion. In the earliest days of a business, almost any effort produces
visible movement, because so little has been built, that every action shows up as
progress, That feeling is intoxicating, and it's easy to spend years chasing it without
noticing that the business has changed shape,

As a business grows, busyness and momentum quietly split apart, & team can hit every
deadline this week and still be no closer to where the business is actually meant to be
heading, because deadlines measure activity, not direction. The real question, is rarely
‘how do we work harder'. It's ‘what have we actually built, this month, that moves us
toward the vision, rather than simply keeping today running'.



Enrollment, not instruction

Instructing people is fast and produces compliance. Enrolling people is slower but
creates leverage, because the difference between the two is ownership, An instructed
team executes a plan that belongs to someone else, An enrolled team pursues a future
they feel genuinely part of building.

Momentum compounds, it doesn't just add up

One of the most underrated truths about momentam is that small improvements,
stacked together, do not simply add up, they compound. A ten percent improvernent in
how well leads convert, a ten percent increase in the average size of a sale, and a ten
percent improvement in how often a customer returns do not combine into thirty
percent more revenue. Compounded against each other, they produce well over sixty
percent growth. Warren Buffett once called compound interast one of the wonders of
the world, and most people only ever apply that thinking to money sitting in an account,
Momentum in a business compounds in exactly the same way, and it is the engineg most
leaders overlook, precisely because none of the individual improvements feel dramatic
enough on their own to be worth celebrating.

Momentum Is not built from one enormous decision. It's built from several small
ones, stacked so that each one makes the next easier, not harder, like dominoes
lined up so that tipping the first one moves all the rest

This matters practically because leaders chasing momentum often look for the one big,
dramatic move that will change everything, and overlook the much more reliable path
of stacking several smaller wins in a row, each one building belief and capability for the
next. Momentum is rarely a single push. |t's a sequence, and the leader's job is to keep
the sequence going even when no single step in it looks impressive enough to justify the
effort.



Keeping the flame alight

The hardest part of momentum is not igniting It. It's sustaining it once the initial energy
has worn off, when the daily grind reasserts itself, and the vision starts to feel like
something that was said once in a meeting rather than something still actively true,

This Is where many leaders quietly assume the job is done after the first announcement,
and momentum slowly drains out of a team without anyone noticing until It's gone.
Keeping momentum alive s ongoing work: returning to the vision regularly, celebrating
the small wins that prove it's real, and noticing early when a team has drifted from
moving forward into simply staying busy. A leadership team that reviews, out loud and
together, what actually moved forward this month, rather than only what got done, will
catch a stall long before it becomes a crisis.

QUESTIONS TO SIT WITH

* What did your team actually build this month, as opposed 1o simply keep
Funning?

= Where could stacking three small ten percent improvements do more than
chasing one big win?

= How long has it been since you deliberately returned to the vision with your
team, rather than assuming it was still alive on its own?



Chapter 5

Culture: The Environment
That Sustains It

Momentum needs somewhere to live. & team can be genuinely enrolled in a wvision,
genuinely convinced, and still watch that energy die within months if the environment
around them quietly punishes the behaviours the vision depends on. That environment is
culture, and it is far less abstract than the word usually sUEEESTS.

Culture is not the values printed on the wall in the reception area. It is what gets
rewarded, what gets tolerated, and what actually happens when nobody senior is in the
room. A business can have beautiful values on paper and a completely different culture in
practice, and it is always the practiced version, not the printed one, that determines
whether momentum survives.

Culture is demonstrated, not declared

I've sat with leadership teams building out exactly what they wanted their culture to be,
and the exercise s always morae ravealing than expected. It is not difficult to agree on
words like accountability, honesty, or teamwork, most rooms arrive at similar lists
within minutes. What is difficult, and what actually matters, is agreaing on what thosa
words cost when they're inconvenient,

Does honesty still apply when the honest answer will upset a shareholder? Does
accountahility still apply when the person who dropped the ball is someone senior and
well liked? A culture is only as real as |15 worst-case application. Anyvone can hold their
values when the going is easy

Culture is the air a business breathes. You don't see air, but you'd notice
immediately if it disappeared. Nobody has to be told to breathe correctly; the
environment simply makes one way of behaving natural and another way
uncomfortable.



The gap between stated values and lived culture

A retall business | worked with had ‘'we celebrate our wins' listed as ane of their stated
values, and yet in practice almaost every internal conversation was about what had gone
wrong that week. Nobody had decided this deliberately. It happened, meeting after
meating, because urgent problams always feal more pressing than acknowledging what
went right, until the felt culture was entirely about catching failure, regardless of what
the poster said,

Onece this was named plainly, the fix wasn't complicated: deliberately opening team
meetings with a genuine win before moving into problems. This small change shifted
what thea environment actually rewarded attention to, and within a few months, staff
described the team as feeling noticeably different,

A practical test for whether your culture is real

Ask what would happen to a brand new employes, on their very first week, before
anyone has explicitly told them how things work here. Would they sense the culture
within days just from how people speak to each other, how mistakes get handled, how
wins get acknowledgad?

A strong culture |5 demonstrated constantly. A weak or absent culture has to be
explained precizely because it isn"t visible in behaviour, which means it isn't really there
yet, no matter how well it's worded in a document somawhere.

Why culture is leadership's job, not HR's

Culture is sometimes treated as something a policy or a training session can install. It
cannot. Culture is set by what leaders do consistently, especially under pressure, when
the convenient thing and the value-aligned thing are not the same choice. A leadership
team that behawves one way when things are calm and a different way when things get
difficult does not have a strong culture with occasional lapses. It has whatever culture
shows up under pressure, because that is the one that gets remembered and repeated.

Get culture right, and momentum has somewhere to survive the inevitable difficult
weeks. Get it wrong, and even the best vision, held with total conviction, will exhaust
itself against an environment that was never built to sustain it.



QUESTIONS TO SITWITH

* What would a brand new employee sense about your culture in their first
weak, hefore anyone explained anything?

* Which of your stated wvalues gets quietly dropped the moment it's
inconvenient, and what does that tell you?

* How does your leadership team actually behave under real pressure, and is
that the culture that supports your vision for your business?



Chapter B

Leadership Across the
stages of Growth

Here is something rarely said plainly enough: the leadership that builds a business is
frequently not the leadership that can scale it, and the strengths that got a founder
through the first difficult years can become the very things holding the business back at
the next stage. This is not a personal failing. It is a completely natural, well-documented
pattern of business growth, and understanding it is one of the most practical things a
leader can do for themselves.

What works early stops working automatically

In the earliest stages of a business, a founder's hands-an involvement In everything is
not just useful, it's often the entire reason the business survives. Personal relationships,
fast decisions made without process, an instinctive feel for the market built through
direct daily contact with it, these are genuine competitive advantages whan a business
is smaill,

The trouble s that none of these strengths scale. The founder who personally approved
every decision when there were ten of them a week becomes the bottleneck when there
are two hundred. The instinctive, handshake-based decision-making that built trust with
the first clients becomes a governance risk once there are shareholders, larger clients,
and regulatory expectations in the mix. The very same behaviour, unchanged, quietly
turns from asset to liability, and it happens gradually enough that most leaders don't
notice until the strain Is already serious.

What Is a strength of a business at one stage of its development becomes a
waaknass at the next. This Is not a fajlure of leadership. It's the pnatural evolution
gyery growing business goes through, and the leaders who navigate it well are the
Ones Who see it Coming.



A business that outgrew its own leadership style

| worked with a business that had grown, over a decade, from a single founder and a
handful of staff into a genuinely large, multi-entity operation. The founder's instinct for
personally knowing every client, personally approving every significant deal, had built the
company. By the time | met the leadership team, that same instinct was creating chaos:
decisions bottlenscking at the top, department heads uncertain what they were actually
allowed to decide on their own, and a culture where every important choice eventually
had to be run past someone who could no longer possibly hold the full picture of a
business this size in their head. Nobody in that story had done anything wrong. The
leadership style hadn't changed; the business simply had, and the mismatch between the
two was the entire source of the strain everyone was feeling but struggling to name.

Recognising your own inflection point

There are some fairly reliable signs that a business has reached one of these points.
Decisions that used to take minutes now seem to take weeks, not because anyone |s
being slow deliberately, but because the old, informal way of deciding no longer fits the
number of people and amount of risk involved, Systems that were perfectly adequate
for a smaller operation start producing errors and woarkarounds. The founder finds
themselves exhausted by demands that used to feel manageable, not because they've
become less capable, but because the business has genuinely outgrown the leadership
style that buitt it.

This Is often, unhelpfully, the exact moment a leader is tempted to work harder using
the same instincts that always worked befare, It rarely helps. The stage has changed,
and the leadership required has to change with it, not simply be applied with more
effort.

What changes, practically, at each stage

In the founding stage, leadership is presence: being personally involved, personally
known, personally trusted by early clients and staff. In the growth stage, leadership
starts to require delegation, real delegation, whare authority Is actually handed over
along with the responsibility, not just the task, In a maturing, larger organisation,
leadership increasingly becomes about governance: building structures, accountahility

systems, and a culture strong enough to hold the business together without the founder
personally presant in every room.

Mone of these stages are better or worsa than the others. They are simply different jobs,

requiring different instincts, and a leader wheo insists on doing the founding-stage |ob
once the business has moved past it will find themselves, and their business, stuck at

exactly the point where growth should have accelerated.
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A practical check for where you actually are

A useful, uncomfortable question to ask yourself: which decisions still genuinely require
me personally, and which ones only still come to me out of habit, because that's simply
how it's always been done here? The gap between those two lists is usually where the next
stage of leadership needs to begin, whether or not it feels comfortable yet. The leaders
who navigate growth well are not the ones who avoid this transition. They're the ones who
see it coming, name it without defensiveness, and choose to grow into the next version of
leadership deliberately, rather than being forced into it by crisis.

QUESTIONS TOSITWITH

= Which decisions still genuinely require you personally, and which only reach
you out of habit?

* What worked brilliantly two years ago that now quietly slows your busingess
down?

* |f you were advising another leader in your exact position, what would you
tell them to change first?

21



Closing

The Thread

Vision, clarity, conviction, momentum and culture were never meant to be read as five
separate skills to be studied and practised individually. They are ona continuous act of
leadership.

A vision without clarity stays locked inside one person's head. Clarity without conviction
is just a well-worded sentence nobody quite believes. Conviction without momentum
stays personal, however genuine it is. Momentum without culture burns brightly for a
geason and then quietly dies out. And none of it, at any stage, works the samea way twicea,

because the leadership a business needs keeps changing as the business itself grows.

No leader holds all five of these perfectly, all of the time, Most leaders are strong in one
or two of these areas and quietly avoiding the ones that feel harder or more exposing. A
founder with real conviction and no clarity will build a team that admires them and still
can't quite say what they're meant to be doing. A leader with ganuine clarity and no
culture to sustain it will watch good plans die a slow death in an environment that was
naver built to support them.

Leadership starts before strategy, before targets, before the scoreboard. It starts
with seeing something that isn't there yet, and caring enough to build it.

If you've recognised your own business somewhere in these pages, in the fog of an
unclear vislon, in a team that's busy but not moving, in a culture that looks good an paper
but tells a different story under pressure, that recognition is itself the useful part, It's
usually the first step toward dolng something differently.

Go back through the reflection questions at the end of each chapter, ideally with your
leadership team present, not Just yoursalf, The answers you get in a room together will
very rarely match the ones you'd have written alone, and that gap is usually exactly where
the next piece of real work lives,

If it would help to talk that through with someone who has sat inside exactly these
conversations with other leadership teams, that's precisely the work we do at
ActionCOACH iNala, A conversation costs you nothing but the time it takes, and it might
be exactly the clarity this chapter was talking about,

Shirley Pearson
ActionCOACH iNala | La Lucia, Durban Morth 22



