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  Prologue


Why I Wrote This Book
Many years ago, I kept a line in my email signature: 
CEO to CFO: “What if we train our people and they leave”
CFO to CEO: “What if we do not, and they stay”
It still says a lot about leadership today.
Too many organizations invest the bare minimum in people. They fund compliance training, tick a few legal boxes, and assume professional development is the employee’s problem. A few people will grow anyway. They pay for their own degrees, chase certifications, or teach themselves new skills at night. Many others will not. Without real support, their growth stalls—and so does the organization.
This book exists because I believe much of that is broken, and it does not have to be.
What I Have Seen
Over the last 27 years I have trained and worked with people in:
	Radio

	The U.S. military

	Semiconductor manufacturing

	Shipbuilding

	Government investigations

	Retail

	Alternative fuels and more



Different industries, same pattern.
People want:
	A voice

	A chance to be heard

	A way to succeed

	Real opportunities to learn and grow



They do not expect a perfect company. They do expect leaders who treat them with respect, tell the truth, and help them move forward.
At the same time, the world around us changed.
	Our parents and grandparents often stayed at one company for decades.

	Today’s professionals move through full time roles, side work, consulting, layoffs, and pivots.

	Career paths are no longer straight ladders. They are more like winding trails.



If you lead today, you are leading in that reality, whether you like it or not.
What I Believe Is Broken
In many companies, the systems that should support people are weak or outdated:
	Recruiting that screen for skills but ignores character and potential

	Onboarding that buries people in slides but never really welcomes them

	Performance management that appears once a year and disappears

	Career and succession plans that live in binders, not in daily behavior

	Managers promoted for technical skill, then left alone to “figure out” leadership



The result is predictable:
	Good people are hired and then underdeveloped

	Engagement drops

	Quiet quitting grows

	Your best people leave first



Some organizations still make money this way—for a while. But they pay for it in turnover, lost knowledge, and weak culture.
The gap is not only in systems. It is in leadership.
Why This Book Focuses on You
You may not control corporate strategy or company policy. You do control how you lead your team.
You decide whether you:
	Know your people or treat them as interchangeable parts

	Communicate clearly or let silence and rumors fill the gaps

	Create opportunities or say, “my hands are tied” and stop looking

	Protect morale or wear people down

	Build motivation or drain it



That is why this book is built around two simple ideas:
	KYP – Know Your People. You cannot develop people you do not understand.

	C O M M – Communication, Opportunity, Morale, Motivation. These four elements form the circle of a successful team. When they are strong, performance follows.



You will not find abstract theory for senior executives who never leave the boardroom. You will find practical tools for the real leaders of the organization: the people who run teams, projects, and daily work.
How to Use This Book
You can read this book straight through, or one chapter at a time based on what your team needs now.
You will see a pattern:
	Short concepts in plain language

	Concrete examples from real work

	Checklists and worksheets you can use tomorrow

	Call to Action steps at the end of each chapter



You will also see the same themes repeated on purpose:
	Know your people

	Communicate clearly

	Create and keep real opportunities

	Protect morale through your daily behavior

	Direct motivation toward the right goals



If you ever think, “This is so simple,” you are right. A lot of leadership work is simple. It is just not easy. The hard part is doing the simple things consistently, especially when you are busy or under pressure.
Who This Book Is For
This book is for you if:
	You are a new or mid‑level manager who wants a clear playbook, not buzzwords

	You are an experienced leader who wants to reset your habits and grow your team

	You work in HR or training and want to give your managers something they can actually use



Most of all, this book is for leaders who are willing to own their impact.
You cannot fix everything in your company. You can build a high performing team in your part of it. You can create a place where people:
	Know what is expected

	Feel heard and respected

	See a path to grow

	Bring their best effort more days than not



That is what this book is about.
If you take one tool at a time and apply it with intent, you will change the experience of work for yourself and for the people who depend on your leadership.
That is why I wrote this book. The rest is up to you.
Strategic Insight
Research from multiple sources, including Gallup and LinkedIn, shows that people are far more likely to stay and perform at a higher level when they believe someone at work cares about their development. Your leadership habits around development matter more than any slogan on the wall.






  
  Chapter one
Developing Your People
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When it comes to running a business, the surface goal is simple. Stay in business, provide a product or service, and generate profit. That is how boards talk. That is how financial reports read.
The real engine of performance sits somewhere else. It sits in your people.
Every result, good or bad, runs through the decisions, skills, and motivation of the people who work in the organization. If you want higher performance, better morale, and stronger engagement, you start by developing your people. There is no shortcut.
Managers often focus on tasks, deadlines, and reports. Leaders focus on people, growth, and impact. This chapter will show you why neglecting development destroys morale and engagement, and how a leader changes that.
Manager vs Leader: The Development Gap
Here is a simple contrast.
A manager says:
• “My job is to get the work done.”
• “Training is HR’s job.”
• “If they want to grow, they will ask.”
A leader says:
• “My job is to get the work done through people who are growing.”
• “Development is a core leadership responsibility.”
• “If they are not growing, my team will stall, then leave.”
Research backs this up. Gallup has found, across multiple global studies, that:
• Employees who strongly agree that someone at work encourages their development are more than twice as likely to be engaged.
• Managers account for at least 70 percent of the variance in team engagement scores.
When you ignore development, you are not neutral. You are sending a clear message:
“You are here to do the job, not to grow.”
Over time people hear this and respond in predictable ways. They disengage. They do the minimum. They stop bringing ideas. The best ones leave.
The Impact of Dysfunction
Dysfunction rarely starts with a big, visible blowup. It starts small. A skipped one-on-one. A lost training budget. A development promise that never materializes.
Common signs of dysfunction include:
• Poor or inconsistent leadership behavior.
• Miscommunication and confusion about priorities.
• Favoritism or unfairness.
• Harassment or incivility.
• Lack of coaching, feedback, or career direction.
These issues erode trust. When leaders ignore them, they do not fade, they spread. The result is a workplace where people protect themselves, not the mission.
One of the costliest forms of dysfunction is the absence of employee development. When people feel stuck, they leave emotionally first, then physically. Organizations pay for this through:
• Higher turnover.
• Higher hiring and onboarding costs.
• Lost knowledge.
• Slower execution.
Multiple studies put hard numbers on this. For example, LinkedIn’s Workplace Learning Report found that 94 percent of employees would stay longer at a company if it invested in their learning and development. At the same time, U.S. employers lose billions every year in turnover costs tied to disengagement.
You do not control the economy, your CEO, or your industry. You do control how seriously you take the development of your people.
The Importance of Employee Development
Employee development is more than sending people to a class. It is the ongoing, intentional process of helping each person grow skills, confidence, and impact.
When you invest in development, you:
• Show respect. You send the message, “You matter here.”
• Increase capability. Better skills lead to better results.
• Raise engagement. People care more about work when they see a path forward.
• Build a bench. You prepare the next set of leaders and experts.
When you ignore development, you:
• Signal that people are replaceable parts.
• Create a flat line in skills and performance.
• Lower morale and fuel “quiet quitting.”
• Increase the odds your best people will leave.
Employee development is not a side benefit. It is the foundation of a healthy, high-performing team.
KYP – Know Your People
One of the most critical responsibilities of a leader is to understand their employees. KYP (Know Your People) is a strategy that encourages leaders to recognize what motivates each team member. By taking the time to understand their strengths, goals, and aspirations, leaders can tailor their approach to drive engagement and performance.
You cannot develop people you do not understand.
KYP, or Know Your People, is one of the most important habits any leader can build. It is simple, but it does require time and attention.
KYP means you:
• Know what motivates each person.
• Know their strengths and where they struggle.
• Know their goals, on the job and in their career.
• Know their preferred way to receive feedback and recognition.
In leadership training I often used a simple example. Think of “Gomer Pyle” and Sergeant Carter. If Sergeant Carter yells at Gomer Pyle to “Sweep the floor,” the floor will get swept. The question is not whether the task gets done. The question is how well it gets done. If Sargent Carter knows what motivates Gomer Pyle and gives the order in a way that connects to that motivation, Pyle is more likely to do the job with care and pride. If Sargent Carter treats him as a disposable body, Gomer Pyle will sweep the floor just enough to stay out of trouble and nothing more. The lesson is straightforward. Motivation does not come from authority. It comes from connection and understanding.
KYP is how you build that understanding:
• Use one-on-ones to ask real questions, not only status updates.
– “What part of your job gives you the most energy right now”
– “What would you like to be doing more of six months from now”
– “What skill are you interested in building next”
• Notice how each person responds to different types of work.
– Who lights up with stretch assignments
– Who prefers stability and depth
– Who likes visibility and who prefers behind the scenes
• Pay attention to life context.
– Career stage
– Family responsibilities
– Stress level
KYP is not about being a therapist. It is about being informed enough to lead each person as an individual.
Killers of Teams
Research and experience both point to four major factors that drain a team’s energy.
	Ineffective Leadership – Leaders who avoid decisions, fail to set direction, or ignore people issues create confusion. People spend more time guessing what matters than doing what matters.

	Poor Communication – Misunderstood goals, vague expectations, and incomplete feedback lead to errors and frustration. Over time, people stop asking questions and stop sharing information.

	Lack of Employee Engagement – When employees feel undervalued or disconnected from the mission, they withdraw their best effort. They show up, but the light is out.

	Limited Growth Opportunities – When there is no visible path forward, people stop caring about long-term results. They do enough to keep the job and start looking elsewhere for advancement.



Gallup’s long-running studies show that highly engaged teams outperform low engagement teams in productivity, profitability, and retention. At the same time, many surveys report that lack of growth opportunity is one of the top reasons people quit.
The four killers often reinforce each other. Poor leadership leads to poor communication. Poor communication hides engagement problems. Lack of growth locks it all in place.
The good news is that the same actions that improve development also weaken these killers.
Strategies for Stronger Teams
If you want to move from managing tasks to leading people, start with a simple but focused strategy:
	Train and Mentor Your Leaders – Do not assume people know how to lead because they know the work. Many high performers are promoted into leadership with no preparation. Give them:
      • Basic leadership training.
      • A mentor or coach.
      • Clear expectations about developing others, not only hitting numbers.

	Encourage Open Communication – Create an environment where people feel safe to:
      • Ask questions.
      • Admit mistakes.
      • Share ideas and concerns.



You set the tone. If you listen, others will speak. If you punish honest input, they stop.
	Prioritize Employee Development – Treat development as part of the job, not a perk.
      • Ask each person about their development goals.
      • Agree on one skill or area to grow this quarter.
      • Provide at least one concrete opportunity aligned with that goal, for example a project, training, or mentoring relationship.

	Foster a Culture of Trust and Accountability – Trust means people believe you will do what you say. Accountability means results matter. You need both.
      • Follow through on development commitments.
      • Be clear about performance expectations.
      • Address behavior issues early, not after months of resentment.



When employees feel known, supported, and challenged, they respond with higher effort and better performance.
The Role of Communication in Development
Development lives or dies on communication.
It is not enough to think supportive thoughts. Your people need to hear from you.
Every communication interaction includes:
• Sender
• Message
• Medium
• Receiver
• Feedback
In development conversations, the two most important parts are the message and the feedback loop.
• The message must be clear.
– “Here is what I see you doing well.”
– “Here is where I think you can grow.”
– “Here is how I want to help.”
• The feedback must be real.
– You ask what they think.
– You listen without getting defensive.
– You adjust where it makes sense.
Without this loop, even good intentions lose impact.
Email and digital tools are useful for logistics. They are poor tools for development. As a Navy Admiral once told me, “Email is a wonderful way to communicate, but a lousy way to lead.” Development requires tone, nuance, and human presence.
Manager to Leader: What Changes in Practice
When you start to treat development as essential, some practical shifts happen.
Managers tend to:
• Schedule one-on-ones only when there is a problem.
• Focus conversations only on tasks and deadlines.
• Avoid talking about career goals, because they feel unsure what to promise.
Leaders:
• Schedule regular one-on-ones with every direct report.
• Use those meetings to talk about work, development, and support.
• Help people see possible paths, even if promotions are not immediate.
Managers often see people as fixed. “He is not good with customers.” “She is not a leader.”
Leaders see people as in progress. “He needs coaching on handling difficult customers.” “She is early in her leadership journey and needs more chances to lead meetings.”
The more you think like a leader, the more you look for potential, not only gaps.
Call to Action
You do not need a complex system to start developing your people. You need a decision and a few simple actions.
Here are four concrete steps to take in the next 30 days.
Schedule recurring One-on-Ones
      • Put a 30-minute one-on-one on the calendar with each direct report every two weeks.
      • Treat them as protected time. Avoid canceling unless there is a true emergency.
Have one KYP Conversation with Each Person
      In one of those one-on-ones, say something like:
      “I want to understand you better so I can support you more effectively. Let me ask a few bigger picture questions.”
Then ask:
 • “What part of your job gives you the most energy right now”
 • “Where do you want to be one or two years from now in your career”
 • “What skills or experiences would help you get there”
Take notes. This is the start of KYP.
Create a Simple Development Plan for Each Person
      Based on your KYP conversation, agree on:
      • One strength to leverage more.
      • One skill or behavior to improve.
      • One concrete action in the next quarter, such as a project, training, or mentoring connection.
Write it down in simple language and share it.
Audit your team for the Four Killers
      Take 20 minutes and rate your team on a scale of 1 to 5 for each area:
      • Leadership effectiveness.
      • Communication quality.
      • Engagement level.
      • Growth opportunities.
Ask yourself:
 • “What is one action I will take this month to reduce the biggest risk area”
You do not need permission to start this. You need intent.
You move from manager to leader when you stop seeing development as optional and start treating it as central to your job. When you do, morale and engagement stop being abstract concepts and start improving in front of you.
Strategic Insight
A large-scale Gallup study found that employees who receive meaningful feedback and development conversations at least weekly are more engaged and perform better than ones who receive them once a year. Frequency and follow-through matter more than perfection.
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