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5 Steps to Creating a Successful Culture 

-Introduction-

In this 5 step e-book you will unlock the fundamental secrets to people 

management that may have been a mystery to you, up until now. You will learn 

how to give your staff what they want by delivering what they need; and what the 

difference between the two really is. 

This book has been written from a ‘hands on’ success strategy of a leader who
has made every mistake there is to make, and along the way has read 

countless books and attended many training sessions on the subject, to arrive at 

a place of certainty, success and consistency. It is a practical tool that can be 

used by any manager to achieve instant results. 

Remember: “Tomorrow does not have to be the same as today. Change can be 

made in a moment and begins with a decision.” The successful culture is one that 

has grown a life form of its own and is the internal mechanism of natural behavior; 

in other words, it has become your company habit. 

We know you will enjoy this 5 Step Program and the tools and insights it delivers. 

The thing to keep in mind at all times is that the results won’t come from reading 

this book; only from taking action and implementing the tools.  

If you like what we have to offer and would like more, be sure to let us know. Our 

Company specializes in human behaviour in the workplace, and we love to pay it 

forward and share what we know and empower other business leaders to develop 

and enhance their employees and managers of the future.  

"In business, words are words, explanations are explanations, promises 

are promises, but only performance is reality."  

-- Harold Geneen, Industrialist 
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-Preface-

Before we get to Section One and start to deliver some great tools and insights, 

there needs to be some evaluation and definition of the current situation at hand. 

To measure your results is an important part of the process in any goal setting 

model. To look back and see specifically how far you have come will hold you 

steady as you face new challenges. Clarity Moment number one: Managing 

people always comes with challenges. The challenges will start to become those 

that you want rather than those that you could do without as your culture 

improves. More on this in another e-book or training session! 

The additional criterion that adds depth to the cultural footprint of your business 

includes, but is not limited to: 

DISC profiling  

Decision Making Strategies 

Meetings: How to set, execute and conclude successfully 

Limiting Beliefs 

Organizational Values 

Acting with Consistency 

Training and Development Policy 

Employee Appraisals 

How to Develop Talent 

How to Employ A Perfect Match For Your Business 
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What is Culture and Why is it so Important? 

Before you can know your culture, and then analyze it to have an opinion as to if it 

is a successful one, to allow you to then make decisions and take actions to change 

or enhance it; you first need to understand what it really is. 

Over time we have asked clients for their own definitions of culture. Just a few of 

the common responses we have gathered follow: 

It’s the ‘vibe’ of the office. How you ‘feel’ when you walk into the building. 

It’s the expectation of the service you will receive (from our consumer’s point 

of view). 

It’s the perpetual habit of the employees; the amount of ‘sickies’ taken tells 

me if the culture is good or not. 

It’s the level of happiness you can see. A great culture has happy employees 

within it, and it is always easy to get a smile. 

What does culture mean to you? Take 10 minutes to take a position on this. 

LeadershipXentral's definition of culture in the workplace: It is the mindset 

of the leaders and employees of the business. It is the brand of the business 

and shows through in all levels of communication incorporating 

colleagues and consumers’ alike (verbal, written, attitude and body language). 

It is the standard by which all competitors evaluate and compete against 

you. It has a direct influence upon profit and growth. It is the window to the 

soul of the CEO and their current limitations in belief, values and intention. It is 

the heart of the organization and the foundation stone of future growth. A 

successful culture will withstand ALL challenges, downturns, obstacles and realities, 

as it stands strong as a united body of people, bringing their ‘A’ game every day. 

It attracts high caliber employees and consumers who expect the best of 

themselves and each other. It is the benchmark of excellence. 

Which came first the chicken or the egg? Is it more important to spend your time 

and resources on creating excellent product or investing the same resources in the 

development of your employees and culture? 

Think of some businesses that you admire. Why do you admire them? What do they 

say to you as a consumer? What values do they project that you find attractive? 
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-Step One-

Define Your Current Culture. 

Close your door or find a space where you will not be interrupted and take 30 – 45 

minutes to focus on this task. In order to know where to go, you must first know 

where you are, so you can be clear on the ground that lies between the two points. 

Be honest with yourself (no-one else needs to see the answers). Notice the 

questions that have the ‘hot spot’ going for you and create a charge of energy or 

emotion.  Have a sheet of paper ready. Draw a line down the centre of the page. In 

the left hand column make brief action notes as you have great ideas that should 

be implemented, and in the right hand column write questions, curiosities and 

obscure thoughts that come up. You may wish to brain storm this column with a 

fellow manager or trusted other at a later point in time. 

Note: each employee or all staff means every single employee; 
not most, some or the majority. 

Never 
or 

False 

Annually 
or 
True 

Monthly Weekly Daily 

Each employee has a formal review with a manager to 
discuss their specific role, achievements, stretches and 
wage. (Never or Annually etc) 

Each employee has a detailed job description that is 
reviewed for relevance. (Never or Annually etc) 

Each employee is proven to have the skills required to 
execute the job they are employed to do. (True or 
False): 

Each employee is clear on how the company measures 
their performance e.g. sales people have targets; 

administrators have defined task outcomes expected. 
(True or False) 

All staff come together for a company information 
session where we clarify the company goals and 

challenges. (Never or Annually etc) 

Each group, team, department or section of the 
business meets to discuss current and future projects, 
challenges and directives. (Never or Annually etc) 

We hold informal in-house social gatherings for all staff 
e.g. BBQ brunch or morning/afternoon tea etc. (Never
or Annually etc)

We keep all of our staff informed of all changes to 
products, suppliers, staff, procedures or policy as and 
when it occurs. (True or False) 

The business has a consistent record of behavior with 
regard to managing employee conflict or inappropriate 
communication in the workplace. (True or False) 

All staff would say that they are treated equally and 
fairly at all times, even if they don’t agree with the 

action. (True or False) 
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Note: each employee or all staff means every single employee; 
not most, some or the majority. 

Never 
or 

False 

Annually 
or 
True 

Monthly Weekly Daily 

The company has a written policy on culture and all 
employees have a copy of this policy and are held 
accountable to it. (True or false) 

The CEO and/or executive managers of the company 
are consistent in their behavior no matter what 
pressures are placed upon them. (True or False) 

The behavior of the CEO and/or executive managers 
would be profiled as professional, approachable, 
solution based and fair by all staff. (True or False) 

All staff are given every opportunity and tool to allow 
them to succeed in their role. (True or false) 

Special personal events are celebrated by the company 
consistently (Birthdays, weddings etc). (True or False) 

All staff are encouraged to voice their concerns, 
objections, feed-back, praises and ideas to 
management and they are always met with a ‘thank 
you’ attitude by management. (True or False) 

When management try a new idea and it fails, they 
communicate the failing openly to all staff and focus on 
what was learnt from the experience always. (True or 
False) 

Quality staff come on board but don’t stay too long. 

(True or False) 

If each employee was to be surveyed TODAY and asked 
to rate the culture of the business as it is right now, 
what phrases or words do you believe would be MOST 

common? 

If there was one more question that could be asked 
right now that would expose the real cultural position of 
this business today – what would that question be? 

Q: 

What is the answer to that question: 

If you are taking 100% responsibility for your results (and your non results) rather 

than looking for a magic pill that will miraculously evolve this culture you care so 

much about, your action and brain storm columns will have a number of notes in 

each. If this is not the case DO NOT read any further into this e-book until you have 

gone back through the questionnaire and engaged your thinking and ownership of 

the situation. 
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You can now start to move through the progressive stages of this e-book and 

achieve great results. If you want to achieve AMAZING results, it will take courage. 

Here is the challenge for those of you who possess courage and know that this task, 

when completed, will be the foundation upon which ongoing success will be built. 

The 360° Culture Challenge. 

WARNING: This challenge is NOT for the leader who is a control freak and is 

attached to the need to be right. Don’t ask questions unless you really DO want the 

answers, as ignorance can be bliss, but it will not evoke change. It’s time for a 

reality check. Do you really want to create a successful culture or an environment 

where what you say goes? 

Pass this survey (blank) to your managers and employees and get them to fill it in. 

Preface the task with WHY you are doing this and what your long term goals are. 

Illicit their help and start to get their ‘buy-in’ to the new cultural policy you are 

about to create. You care about what they think and you want to know how in-

touch with reality you are. Don’t gather names; allow staff to fill in the forms 

anonymously if they wish. No reprisal, no negative action from the feed-back. This 

feed-back is the very best tool of measurement you can have. After all, the staff 

owns the culture that you create. Clarity Moment number two: YOU create the 

culture that your staff experience. You may have inherited the culture or started it 

from scratch; either way you have influence over its change and must therefore 

take responsibility for it. 

Gather the responses and create a table of feed-back. This is your ultimate 

measuring device. Ideally, in 12 weeks, 9 months and 12 months you will pass the 

same survey around and compare results, and see positive change through the 

analysis. 

"Character - the willingness to accept responsibility for one's own life - is 

the source from which self-respect springs."  -- Joan Didion 
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-STEP TWO- 

 

Vision and Mission. 

Imagine setting off on a road trip to Sydney, but there are no road signs along the 

way. You do not have a map and GPS is not yet invented. You may reach Sydney, 

however the route will not necessarily be the most efficient and direct. The same 

can be said for the culture of any company that lacks vision. A CEO or manager can 

always create the ideal culture in their head; they may even be able to describe it 

to others if asked. In SME’s, rarely is it committed to paper and held within a 

company document that can be used as a road map for all employees.  

A leader’s vision is the main artery to the heart of the organisation. Without it, 

there is no focus or purpose. A leader’s vision is the goal under which a company 

unites. Each section of the business should have their own goals, but all sections 

combine to achieve the highest purpose; the leader’s vision. 

Your vision – Your vision should be a statement that is 

printed in your company employee manual; form the tag line 

in your in-house correspondence and be the common goal 

that all employees unite within. Under your vision will be all 

policies that move your business towards this vision. When 

in doubt, go back to your vision (big picture goals). No more 

than a paragraph in length, your vision is how your ideal 

target client experiences your brand.  

What to say – Your vision is something that withstands the test of time. No matter 

what economic circumstances prevail, your vision stays strong and true. It never 

alters. It gives employees a road map of the route you expect them to travel.   

Example – helentreloar.com company vision is: “We are the Premium

Leadership Development Service Provider in Australia. We know that People 

Create Profit when they are lead by Exceptional Leaders. We Create 

Exceptional Leaders through the provision of Education; Training; 

Mentoring; Coaching and Support.” 

A vision is a never ending highway to your dream. 

Page 9 

LeadershipXentral.com



Page 

10 

Your mission statement – Your mission statement should 

be no more than two paragraphs long, and it should be 

specific in its deliverables. It is the experience that your ideal 

client will have when they come into contact with your 

literature, staff and company products and services. It 

further contributes to the boundaries of behaviour set for 

your staff and value-adds to the creation of your business 

culture. It brings the pieces of your puzzle together and binds 

your team as one entity. 

What to say – Your mission statement is a letter of credit, a commitment of 

intent; your edge, your footprint, your point of difference. Your customers will know 

you as this and your staff will expect to be held accountable to it. 

Example – helentreloar.com company mission statement is: “We are experts in

the creation of exceptional leaders. We skillfully combine our proven ability to 

educate, train, coach, mentor and support our clients as they face and 

overcome leadership challenges.  

We will achieve our goals by being resourceful, aware, at cause, solution based in 

our thinking, flexible in our behavior, knowledgeable in our tasks and having a 

willingness to learn what works and a willingness to learn from what does not work. 

We are persistent, willing to fail and action based in our routines. We will employ 

people who share our goals and have the skills that we will support and enhance to 

achieve them.” 

Your mission statement is your ‘HOW’. 

Be clear and deliver certainty – Your mission statement is the core of your 

business for training and goal setting. It sets the tone of your new employee 

induction program and it is threaded through your appraisal scheme. It is the 

heart-beat of your organisation. Be very clear on its deliverables and sell it with 

certainty to attract the most honest and sincere attention from employees and 

clients alike. Say what you mean and mean what you say. People are attracted 

to certainty and certainty with integrity and challenge attracts only the best 

employees. You will start to attract a higher calibre of employee and customer just  
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by being committed to a vision and mission that is transparent and measurable. 

The employees who are currently with you may be challenged to lift their 

performance to fit the new model of culture being created. Some will do this 

willingly and others will need to be supported through this change and then make 

the decision to embrace it or move on.  

It comes down to science! Quantum physics shows us that, just like throwing a 

pebble into a calm lake, one act of change by a leader will affect all other parts of 

your organization. 

Your leadership has never been more important than now. 

"The most common cause of executive failure is the inability or 

unwillingness to change with the demands of a new position. The 

executive who keeps on doing what he has done successfully before is 

almost bound to fail." -- Peter Drucker, Management Expert 

Action Exercise. 

Before creating the final draft of your Vision and Mission Statements, spend quality 

time (up to 60 minutes) brainstorming the subject and write all words, phrases and 

statements that come to mind as you focus first on your vision and then your 

mission. Don’t worry about the order and language and size; just get the key words 

down on paper. 

What is it that you want this business to be the best at? Think future not past. 

Think big and without limits, a small mind frame will create an even smaller game. 

What is it that you want this business to be known for? What do you want your 

clients to be saying about your business to others? 

Only when you have created your own comprehensive list should you brain storm 

with others and get a group discussion going. The act of the group discussion at 

management level will start to create even more ‘buy-in’ from staff, a significant 

ingredient to your successful culture creation. Employees need to feel involved. 
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Within 3 days of reading this section, you must create a first draft of your company

vision and culture and have it printed ready to be handed out to all staff. Why first

draft? If you are 100% satisfied with your work, make it your official document and 

have it ready to hand out to employees and customers alike. We encourage you to  

be bold and courageous at this point and show your employees it’s better to act and 

review, than plan the perfect strategy that never launches. Beware the perfectionist 

syndrome which cripples leaders and renders them paralyzed and doomed to stay 

fixed in the problem for a long time to come whilst they hatch the ‘perfect plan’ 

[insert evil laugh here]. 

Clarity Moment number three: What you deplore in others is a reflection of the 

part of self you least admire. If you expect your staff to be bold and courageous 

and ‘have a go’, you must lead from the front and increase the muscle around this 

behavior in your own performance. Giving up the need to be right can be the most 

liberating experience for any leader; or the most painful. 

"The moment you commit and quit holding back, all sorts of unforeseen 

incidents, meetings and material assistance, will rise up to help you. The 

simple act of commitment is a powerful magnet for help."  

-- Napoleon Hill, Pioneer of Personal Achievement Philosophy 

Optional Action Exercise. 

You have made a fabulous start to creating an enviable culture in your business, 

that is, as long as you have acted on the information. Otherwise, well done, you 

have successfully gathered information! As you may have gathered already, we 

offer a great result for everyone but exceptional results for those who are fully 

committed. We will continue to make distinctions as to how you can go from great 

to exceptional throughout this e-book; the choice of action is yours. The results will 

be yours. 

com
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Create a Values and Policies Manual. 

Here are some well known reasons (excuses) for not creating such a document. 

Our business is too small for such documents. 

I am busy enough without writing documents that won’t bring in sales. 

I’m not a writer. 

I don’t have the labour to get this done. 

I don’t see the value in this – it will be shoved in a drawer anyway. 

Do we need to go on? Can you see that this section is also a defining moment for 

you? All the time we are focusing upon your business we are also focusing upon 

you and who you need to BE and what you need to DO to create change for your 

organization. 

“The definition of insanity is to keep doing the same thing whilst expecting 

a different result.” – A. Einstein 

Steve Jobs, co-founder of Apple Computers has been quoted to have said that at all 

times in the early days of Apple; he was thinking and making decisions for the 

business as if it was a multimillion dollar business. He influenced mass market 

buyers of the time to want what he had, which was futuristic and beyond the 

products of the market of the day. He makes for a great read if you like 

biographies. The point we are making is this: At what point will you make your 

cultural document a priority? What will be the tipping point for you?  

If you have 3 staff (including yourself) and can look to the future and see bigger 

things, how important will a successful and high performance culture be to attract 

the quality people that will assist you to realize these goals? Hold yourself 

accountable to the standards of culture you want to see in the future, now, and 

then as you grow your business, the culture is already a great habit.  Having a 

position on culture now, makes it easier to add people to the company who have 

synergy with your goals. Remember, your certainty will attract higher caliber 

employees. 

The major benefits from having this document in place are that once done (and 

done once) it can be handed to all new staff as they join the company. When an  
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employee wants to know what they should do re: a friend’s father passing away 

and attending a funeral, you can direct them to the policy document. The document 

can evolve in time with an annual review to ensure it is still current. It becomes a 

decision document that allows you to be away from the business knowing your staff 

still achieve a consistent outcome. 

This document creates transparency and clarity for all who work within the 

business. It is a proven and efficient way of creating consistency for managers and 

employees alike. 

What should be in your values and policies document? Here are our suggestions – 

you should add anything that you would hold staff accountable to. 

Vision, Mission & Points of Culture 

O H & S policy 

Policy on discrimination & harassment, bullying, equal opportunity 

Acceptable standards of behavior 

Grievance resolution 

Disciplinary action 

Drug and alcohol consumption 

Dress Code 

Parental leave (maternity, paternity, adoption) 

Confidentiality / privacy of information 

Restraint of trade 

Accountability and decision making 

Conflicts of interest 

Outside employment 

Using company resources 

Record keeping 

Gifts and benefits 

Company expense and reimbursement 

Using company vehicles 

Using personally owned vehicles for use of business 

Rostered Days Off 

Working outside of normal hours 

Birthdays 

Family leave 

Leave without pay 

Annual leave 

Employment references 
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Bereavement leave 

Working conditions – extreme temperature 

Travelling for business 

Personal leave (sick, carers) 

Use of company owned mobile phones 

Use of personal mobile phones in the workplace 

Company products available for sale to employees 

Redundancy 

Sponsorship / donations 

Intellectual Property 

An example of a values and policies document follows: 
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EXAMPLE Gifts and Benefits

Policy [Insert your company name here] appreciates that employees will be offered and may wish to 

accept personal gifts or benefits from suppliers, contractors or customers.  

Scope This policy applies to all [insert your company name here] employees. 

Can an employee accept money or gifts? Employees should not accept personal gifts or benefits 

without first seeking clearance from their manager.  Employees who receive gifts for using [insert your 

company name here] information (for example speaking in public, training, selling or servicing) must 

give them to [insert your company name here]. Similarly any money received for using [insert your 

company name here] information or services must be handed over to [insert your company name 

here]. 

Can an employee hand out money or gifts? At no time is any employee allowed to pass money to 

any past, current or potential customer, supplier or colleague in the theme of a gift, bribery, 

appreciation or other theme without the express and direct personal and written approval of the 

General Manager. The company takes bribery to be an act of gross misconduct and limits gifts to any 

past, current or potential customer, supplier or colleague to be of goods and services alone, never 

cash / currency. All gifts to be provided by a representative of the company must have prior consent 

from the General Manager or delegate thereof.  

What does an employee do with a received gift? All employees must present all gifts received 

to the General Manager, who will store the gift/s (unless it is a consumable, in which case it is to be 

issued to all staff as a group). Gifts belong to the company not to the individual. [Insert your company 

name here] business is appreciated at times in gifts from suppliers, and no employee other than the 

owner/s of the business is to benefit personally from the business relationship. All gifts will be re-

gifted to employees as incentives and rewards or acknowledgements for a job well done, by the GM or 

delegates thereof. Gifts that are intangible, for example invitations to sporting events or the theatre 

etc, must be directed to the GM for approval of who will use the tickets or if they are to be rejected. 

The elicitation of gifts is strictly prohibited. No employee is to request or suggest the supply of gifts to 

any supplier, contractor and customer or outside source. Such behavior is considered to be gross 

misconduct. 

Responsibility Each employee is individually and specifically accountable for their own expenses, as 

detailed in ‘Company Expenses & Reimbursement’. 
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-STEP THREE- 

 

Communication. 

Communication is the life force of your organization. How the CEO speaks to others, 

how colleagues talk to each other, how employees speak to your customers and 

how your marketing speaks to consumers and competitors, says everything about 

the values and intentions of your business. Do you sleep soundly each night in the 

knowledge that you can trust that every employee is having the conversations that 

you would be proud to eves drop?  

Article: The Cost of Poor Communications  
From: The Sales and Marketing Management, Performance Newsletter 

While managers are off worrying about sales trends and marketing plans, they 

often overlook a primary drain on productivity: poor communication. A new 

study by Information Mapping, Inc. (IMI) shows ineffective communication, 

everything from poorly written e-mails to outdated documents, costs a 

company in time, money and reputation.  

"Managers feel they have bigger, more important issues to worry about — like 

poor sales performance, low customer satisfaction ratings, skyrocketing 

operating costs, failed audits, high turnover, or costly compliance or 

manufacturing errors. They don't see that their organization's ineffective 

communications are costing them money and are often the root cause of each 

of these problems," says Deborah Kenny, vice president and general manager 

of Learning Solutions at Information Mapping, a consulting firm that helps 

companies organize and visualize information better.  

The impact of the communications gap: 

. 85 percent of those surveyed said it is possible their business has lost money 

  due to an ineffective presentation, proposal, memo or e-mail. 

. 55 percent says their employees are not easily able to find information they 

   need. 

. 45 percent says information they use in their business is not accurate, 

  complete or up to date.  

. 44 percent say the information they use lacks appropriate detail.  

. 44 percent say an average of 30 minutes to an hour is wasted each day 

 reading ineffectively written business communications. 
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Action Exercise. 

Go through this questionnaire and grade the communication performance of the 

business as it stands today. This will also form another tool of measurement.  

1 
never 

2 
sometimes 

3 
regularly 

4 
always 

Internal emails between staff are clear, to the point, well laid 
out and factual (without emotion) 

Staff in-house meetings are goal oriented, positive and 
without blame or excuse  

When staff have an issue they present it to their manager 
and do not moan and complain to colleagues 

Staff engage in professional and service based verbal 
communication with customers (active and prospective) 

Anyone who comes into contact with our business will 
experience the same quality of verbal communication 

Any changes to product, service or policy is emailed or 

communicated in writing to all staff immediately 

Out of date product, service or policy documents is removed 
from circulation to prevent confusion at employee level 
immediately 

All complaints from consumers are attended to in the same 
manner, in-line with the directive of the service manager 

Gratitude for effort and contribution is communicated to staff 
freely, sincerely and openly 

Customer complaints are acknowledged with gratitude 

Consumer information (price lists, product fact sheets, 
payment terms etc) are up to date 

The quality of our printed marketing is a true representation 

of our brand and standards in business 

Staff gather in small groups and engage in ‘back stabbing’ 
about colleagues and/or managers 

Managers find it difficult to stamp out ‘back stabbing’ in the 
workplace 

Staff solve problems by focusing upon the issue not the 
person 

Feed-back re: product, policy or management decisions from 
all staff is invited by management 

Service and sales staff are trained in our style and methods 
of communication 

You now have an idea of where improvement can be made and should go through 

and prioritise the actions and get to work. 
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Three Rules to Effective Communication with Employees. 

Communication – Employees. 

RULE No. 1: Employees want to feel included. They want their opinion to 

matter. They want their ideas to be considered and listened to. They want to be ‘in 

the know’ and informed. By far, the most powerful feed-back experienced by this 

author through 20 years of leadership has been ‘thanks for keeping us in the loop’ 

or ‘I would like to offer up a suggestion that will improve morale, please keep us in 

the loop more’. Either way – the loop of communication is the first place to focus 

your attention. Here are some excellent vehicles for keeping your staff informed 

and giving them the sense of inclusion without blowing the resources budget or 

time taken: 

In-house newsletter (monthly or quarterly) 

Memo from the CEO or GM (monthly or quarterly) 

Monthly reports from department managers 

Regular staff meetings and information sessions – with purpose and goals 

Daily group or department goal / focus sessions (15 minutes tops) 

Annual staff surveys, asking for their input and feed-back 

Employee suggestion box – ongoing but checked weekly 

Annual conference 

Monthly team meetings – including some training 

Daily email from the manager – what’s new for today 

Occasional brunch in the tea room – ALL staff 

Occasional ‘out of the box’ activities – a morning quiz with a lame prize or a 

dress in pink day 

Show gratitude constantly and openly – acknowledge staff and encourage the 

type of behavior you are highlighting from others 

Reward effort and achievement – doesn’t have to be huge $’s a $30 voucher 

or a hand written thank you card is a huge gift to many 

A cake and a 5 minute gathering on a Birthday – have someone own this 

project to ensure you never miss anyone 

Email an inspiring quote to staff daily or weekly 

Give cinema tickets to an employee who has been praised by a customer 

Each of these acts communicates a message to your employees. It tells them you 

care, you want them to like working for you and you are looking to value-add to 

their experience in the workplace. The law of reciprocity now prevails.  
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RULE No. 2: Employees want certainty. Notice the energy of a team or business 

shift when change comes at a rapid pace and employees are not kept informed as it 

occurs. Wherever there are unhappy employees one can find uncertain employees.  

Employees want to know what they need to do to be able to achieve the company 

standards within their role. They want to know how they can earn more money. 

They want to know who to go to if they have an issue (IT, personal, product etc). 

They want to know what is planned next.  

The smart leader acknowledges this rule and is always looking to provide that 

certainty to keep their employees happy and focused. Change is planned and rolled 

out at a managed pace (where possible), and no-one in the organization is left 

wondering what is happening.  

Employees are encouraged to speak up if they are in doubt and seek clarity from an 

appropriate manager. Acts of ‘back stabbing’ now have zero tolerance and are 

stamped on immediately. The policy of only speaking about problems with a 

‘solution based’ mind set and language to a person who can influence the situation 

is a mantra for managers to staff daily. ALL doubts are met with empathy (not 

sympathy) and given the clarity they seek. All feed-back is thanked – every time. 

If you have not gone through a DISC profile analysis with your staff – now would be 

a great time to engage the services of a company who can provide this evaluation. 

DISC is a non intrusive profiling tool that shows all staff how we form 4 basic types 

of personality. It encourages improved communication as employees come to 

understand that Jane in accounts is not pedantic as she is a control freak who 

thinks of herself as somewhat special, but she is a ‘C’ personality who likes order, 

facts, logic and due process served. It’s personality not personal when she is asking 

you for more information before she approves the credit note request. Her 

personality is perfectly matched to her role and she is excellent at executing it.  

RULE No. 3: Employees want acknowledgement. Validation always feels good. 

Some seek it more than others but all desire it; including you. To acknowledge 

effort is as important as acknowledging outcomes. Sales people are commonly 

rewarded, and yet the foundation positions of a business can be overlooked (the 

accounts clerk or receptionist). To see an employee step out of their comfort zone 

and take on a new task, responsibility or challenge deserves praise alone. The fact  
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that they may have failed in the task is not to be highlighted – this serves more as 

a tool for you to place them in the appropriate position. As the leader, it is up to  

you to look for ways to encourage growth and development for your staff to give 

you the opportunity to acknowledge, praise and reward. The more your employees  

grow and get feed-back to say ‘well done for having a go’, the more they will ‘have 

a go’ and the better your business will be. As your business grows you need your  

staff to grow with it. This is how to keep your intellectual property and knowledge 

in your business for a long time to come. This is where you reap even more value. 

"Success is waking up in the morning and bounding out of bed because 

there's something out there that you love to do, that you believe in, that 

you're good at - something that's bigger than you are, and you can hardly 

wait to get at it again." -- Whit Hobbs  

Action exercise. 

Make some specific decisions on communication in the workplace. Write them down 

– no more than 7 directives. Communicate and train the expectations to your

managers and then to your employees. Hold yourself and all staff accountable to

the new style. Allow for some challenges and hiccups along the way, but stay

committed to the change until it has become a habit.

An effective visual reminder to laminate (SEE NEXT PAGE) and place strategically 

around the working environment is ‘above the line thinking’. Gesture to the sign 

every time an employee is communicating with emotion, blame, denial or 

accusation, or in a manner that is anything other than constructive to solving the 

issue at hand. 
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ABOVE THE LINE THINKING 

CONTROL OF SELF 

ACCOUNTABLE 

SOLUTION BASED 

BLAME / EXCUSES 

DENIAL 

ACCUSATION & EMOTION 
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-STEP FOUR- 

 

Clarify your Expectations. 

In step two we talked about clarifying expectations in culture and values. To add to 

this it is essential that every employee has their own specific contract of 

employment and job description. The job description should be detailed and 

reviewed annually to ensure it is still relevant.  

An optional extra that brings ultimate clarity to every employee is a K.P.I document 

(key performance indicators). 

Sales people are relatively easy to KPI as you can specify: 

Call rate 

Ratio of cold, warm & hot leads 

Conversion rates 

Dollar sales growth 

Quantity of products per group sold 

New business (accounts) opened 

Profit from business generated 

Average spend per customer in territory 

Each of these KPI’s is measurable and can be used collectively to evaluate the real 

worth and success of the employee in their position. The KPI document can also be 

used therefore as the tool to set financial reward schemes. Every business needs to 

calculate their ROI (return on investment) and sales people are arguably the most 

transparent expense to measure return against and therefore reward. 

It is wise to know the employment law that you are bound by. Your employees 

have rights and there are minimum pay rates and rules around temporary positions 

and overtime etc. However if you have not yet got to the point where you have a 

law firm that assists you with this task, there are Government Employment Help 

Lines and you should use a basic employment contract should still be created. As a 

minimum, the employment contract should include details of: 

Job title 

Job description 

Date position commenced 

Date of end of 12 week probation 

Who the position reports to (what position) 

LeadershipXentral.com



Page 

24 

Commencing wage & any details of package (company car, mobile phone 

etc) 

Amount of annual leave  

Position type: permanent full time, permanent part time, casual fixed 

contract with start and completion date of the contract. 

Any agreed conditions or awards within the position must be noted within 

this document 

Have 2 copies of the employment contract. Both are to be signed by the CEO and 

employee and independently witnessed, with a copy handed to each. 

Annual review of the position and the relevance of its documentation should be 

habitual. Any details that change should be updated. Any pay rises, financial 

rewards and bonuses and non scheduled allowances should be confirmed in writing 

and a copy kept on the employees file. 

Every employee wants to know where they stand. They want feed-back; good and 

bad. Surprises are not for the workplace, when those surprises pack a punch. If you 

ever have found yourself giving an employee negative feed-back about their 

performance, sometime after the issue arose, you have let the employee down. 

Their trust of you will fall as they now second guess you in the environment. They 

are always unconsciously asking… “Can I trust you?” In order for you to be able to 

measure an employee’s performance and give them feed-back on the spot, you 

must first have very clear lines of expectation that both you and the employee fully 

understand. 

For every employee (and yourself) there should be weekly, monthly and 90 day 

goals. Meet with the employee every week to review the weekly goals and ask the 

employee to bring their goals with them to each meeting. This check list forms the 

agenda for your meetings; which should always be purposeful and factual. Allow 

the employee to measure their own results, this breeds accountability and 

ownership and creates deeper team culture. Ask them who they need to be to do 

what needs to be done. For example, do they need to be creative, assertive, logical 

or attentive to detail to get the task done well? Start to encourage ‘out of the box’ 

thinking by using questions that stretch their thinking. This also grows a sense of 

contribution and inclusion.  

You are the conduit through which all departments and teams flow. Build 

accountability and knowledge of other teams into all goals. Have a program of  
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education where each team learns what the other teams do. Often we have found 

that teams within a business make decisions that adversely affect others and 

therefore the outcome for the business, as they have no regard for or knowledge of 

how their decisions affect other parts of the business. This is not their fault. Clarity 

Moment number four: The results of your staff are your results. You hire, train, 

mentor and fire your staff (directly or indirectly). You are responsible for their 

results and their non results. That’s what makes you their leader.  

Everything in the workplace should be replicable, enjoyable and functional. 

Anything that is tedious and time consuming tends to get left. Making learning fun 

and simple is an effective strategy for growth. A few simple strategies for 

encouraging expanded awareness of the business for employees: 

Weekly staff meetings with 15 minutes each meeting dedicated to 

“what I do” where an employee showcases their role.  

Include a matrix development table of development or manufacturing 

for each employee, specifying visually what happens at each stage, 

why and how. 

Charge each employee with the responsibility to report back each 

week (within their weekly meeting) at least 3 points of awareness 

about what they do and how it could or does affect the business in a 

wider sense.  

When you change your mind (which you can and in fact should do, in order to 

create even better outcomes) you need to communicate this to the relevant 

employees - fast. The fact that you have them off on one course of action that is no 

longer relevant is not an issue at all. It becomes an issue when employees are not 

‘kept in the loop’ and are later made to feel that they wasted their time. You will 

encourage flexible behavior by exhibiting flexible behaviour. Your staff cannot be 

that which you are not.  

“The person with the greatest behavioral flexibility controls the situation.” 

- Helen Treloar

Even more than this, an evolving project may not change expectations; 
however the expectations will become more refined and defined.  If you have 
been paying attention to this short but sweet management tool book, you will be 
ahead of me 
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already. COMMUNICATION is the key here. Don’t wait for the employee to find out 

and feel disconnected, jump right in and let them know what’s going on and further 

clarify your expectations. Always gain their commitment to the expectations and be  

sure they understand them by asking them to tell you what they are in their own 

words. The employee now has nowhere to go but forward and aligned with your 

vision. They know it and agreed to it. 

A quality question to end the communication: “What could prevent you from 

achieving this goal?” This allows the employee (and you) to brain storm any final 

points that may have been missed so far. It also removes in advance all excuses for 

non performance. 
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-STEP FIVE- 

 

Bringing It All Together. 

Let’s take a moment to reflect. 

STEP ONE Clarify Your Current Cultural Position 

STEP TWO Vision & Mission 

STEP THREE Communication 

STEP FOUR Clarify Your Expectations 

You have some practical and basic tools to build the structure of a culture. If you 

act on all that you have learned you will already be the catalyst for effective change 

in your workplace.  

Bringing it all together is strategic and simple. 

INCLUSION. 

You could do this all alone – and you will have learned nothing from this book! 

You will instead, include all of your staff and by this act alone you have made the 

greatest statement for culture possible. I trust you all, I respect you all, I want all 

of you to be a part of this cultural development and I will listen to all feed-back. 

By opening your communication and decision making to your team you have 

already gone further than most companies. The ultimate decisions are yours and 

yours alone. However you may be surprised by how many times your team makes 

the same or even better decisions as you, and you have nothing to lose in finding 

out.  

The ultimate act of leadership is to be the behaviour you want to see in your staff. 

Whilst you cling on to any of the limiting beliefs of perfection, getting it right, 

fearing mistakes, anxiety of reprisal and sticking to what you know in the face of 

challenge, you have a team and a business that is stunted for growth and immature 

of mindset. Instead, act ‘as if’ you have already achieved your goals and are  
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enjoying the fruits of your labour. Have a mindset of ‘constant and never ending 

improvement’ (CANI) and embrace change constantly.  

Plan a lunch, BBQ, dinner or seminar and launch all that you have in your new 

cultural goals to the staff. Create the ‘buy in’ from your staff towards the new vision 

you have by speaking only of the future, the positives and the successful outcomes 

of the plan – as if it is already achieved. This is called ‘future pacing’ and our brains 

LOVE it!  

Execute a solid plan for ongoing action and improvement. A ‘flash in the pan’ 

motivational meeting can leave a business in a worse position that it started if there 

was hope that then fell flat through lack of follow up and action. Be the driver of the 

culture and its change or evolution. Be the one to hold yourself and others 

accountable to the agreed behaviours and values whilst employees are changing 

their habits. It takes time, but that’s the one thing we all have - time. 

Act on the feed-back of the 360 degree surveys and then survey again in 3, 6 and 9 

months and measure improvement. Don’t wait for the perfect time – the 

perfect time is now! 

When you have all of the feed-back you can possibly gather, ask one more 

question… “And what else?” Until you have the complete trust of your team there 

will always be gold in the ideas they have in their heads but don’t share. 

Be consistent. NEVER react to negative feed-back. NEVER take it personally. 

Instead, remain curious about what would be behind the feed-back for the 

employee in order for them to be focused on this outcome or event and feeling this 

way. Example: “I wasn’t included in the training and this breaches the promises 

you made that we would all be included” could really be “I feel irrelevant and 

undervalued”. A great leader will immediately respond with “I can see that you are 

not feeling valued, and as a person who contributes significantly to our outcomes, 

that isn’t good enough. I’m sorry. Let’s talk about how we can rectify this for now 

and ongoing into the future.” A poor leader will defend their actions and justify the 

WHY. Which one are you? It’s never about you – never make it about you – detach 

you from the situation; instead make it always about them. 

Clarity Moment number five: Get out of the way. It’s not about you – it’s always 

about them.   
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In addition to all of this, the ultimate act of great leadership is to have a personal 

development plan for your staff. This is how you SHOW them they are valued. If 

you want a group of people to stay with you, achieve their goals, challenge 

themselves to continually grow and improve and feel happy and inspired to turn up 

every day – ask yourself what you are doing for them? It is rare that money keeps 

an employee at a company. A company BBQ and a Christmas gift are meaningless if 

they feel disregarded and undervalued every day. People want and need to feel 

valued, appreciated, included and cared for as people. Know their birthdays, ask 

after their family (by name) and know their personal stretches. Acknowledge their 

growth with reward in more ways than salary; star of the week employee awards, 

flowers when least expected just to say thank you, movie tickets for them and their 

family, a little extra in the pay packet when you know they need it for a unusual 

family event… 

And so to close this introduction to culture I would end with my most valued 

statement in business “people are profit”. Any results you are currently achieving 

can be increased through excellent people management. People are your greatest 

resource, asset and tool. Quality people, with quality leadership create quality 

outcomes. 

Here’s to your ongoing success in your leadership role and business. 

If you have found the basic tools of this short e-book to be of use to you, 

be sure to recommend us to your network. 

helentreloar.com
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Need help? 

Would you like to go deeper into the psychology of excellence for leaders? 

Want more clarity and detail around the tools of excellent leadership and 

how to use them effectively? Are you new to management and leadership 

of teams and want help with how to motivate them and keep them 

performing? 

Contact Helen Treloar at helen@leadershipxentral.com for a 

complimentary telephone chat to our services. The cost of our services may 

not be in your current budget; however the real question is “what is your 
current culture costing you in profit?” 

We are one of the Premium Leadership Development Service Providers in 
Australia. We know that People Create Profit when they are lead by 

Exceptional Leaders. We Create Exceptional Leaders through the provision of 

Education, Training, Mentoring, Coaching and Support. 

We are experts in the creation of exceptional leaders. We skillfully combine 

our proven ability to educate, train, coach, mentor and support our clients as they 

face and overcome leadership challenges.  

We will achieve our goals by being resourceful, aware, at cause, solution based 

in our thinking, flexible in our behavior, knowledgeable in our tasks and 

having a willingness to learn what works and a willingness to learn from what does 

not work. We are persistent, willing to fail and action based in our routines. We 

will employ people who share our goals and have the skills that we will support and 

enhance to achieve them. 

Helen Treloar 

Founder | Managing Director 

LeadershipXentral.com
0401 792 366 
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The contents of this e-book may be reproduced as long as the source of creation 
is noted (Helen Treloar; registered business name Forward Momentum Coaching 

Pty Ltd trading as Leadership Xentral). At no time is the content to be 

reproduced without acknowledging the author. 
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