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Leadership Matters 

“An invitation to move from Technocrat to Leader” 

 

INTRODUCTION 

 
Make no mistake of it, by now you are an expert at something. You've done at least one 
university degree (or equivalent) and then moved into various organisations to use your skills in 
that area of expertise. Over the years, you have spent time and money refining and developing 
your technical expertise and talent in that area and this has resulted in successful performance 
reviews and promotions. Year after year, you continue to move up the corporate food chain and 
if you're lucky the pay follows (although perhaps not always proportionately).  
By default, and with the passage of time and promotion, when you meet people you introduce 
yourself as 'I'm [insert name] and I'm a [insert technical expert/profession here]'. 
 
What else has happened along the way? 
 
The other thing that has happened over time is that you are now in charge of leading several 
people - people that are likely going through the same career journey you have. Let's have a 
think about how you introduced yourself before. Your introduction was completely focused on 
your technical skills, which are now only part of the story. You are no longer solely focused on 
the technical detail. You are leading people and projects, and delivering results. So your 
introduction doesn’t fully capture who you are as a professional. 
 
Where are you now? 
 
Over this same period, life has happened. You have celebrated milestones, achievements and 
setbacks, pleasure and pain and it has provided you with plenty of opportunities to consider what 
is important to you and how you like to spend your time. 
 
With that in mind, consider how you'd like to introduce yourself and explain what you do with 
your days - whether it be to your kids, or simply to your friends at a weekend barbecue. Was it 
the same as your first introduction? 
 
What happened? 
 
Your greetings may be different, and at first you may think that's OK. 
 
But as 'life happens', what is important to us changes and can become more complicated. You 
realise that it's time to rationalise and simplify your life so you can enjoy the parts of it that really 
matter. This means making things as easy as possible, including aligning what you love, what 
you find meaningful and what you do for the best part of your week.  
 
You may be starting to think, ‘what do I value’ and 'how does this reconcile with my day-to-day 
work'? 
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This does not have to be the beginning of a huge career change or anything scary like that. All it 
does is open up a really exciting opportunity for you. Most importantly a new way of thinking 
about yourself and what you have to offer and contribute – how you are going to ‘show up’. 
 

WHAT IS THAT FEELING? 
 
So why the agitation that you're feeling? Let me outline 3 possible reasons: 
 
1. Let's face it. Month end comes around....well, every month. And your Business As Usual 

(BAU) work does not go away, nor do the impending deadlines. On top of that is your 
company's desire to transform and change along with the rest of the industry in order to meet 
your customers’ needs. The volume and complexity of work simply continues to increase. 

2. What that means is there is a simple time problem. Unless you have had a proportionate 
increase in headcount or productivity there simply isn't enough time to do what you need to 
do to get the job done AND be an amazing leader. This is the 'do more with less' dilemma. 

3. Finally, along with your organisation's transformation program, there's the ongoing fact that 
as a support or enabling function you're trying to move away from the perception of 'back-
office' and aspire to be respected by the business as a true business partner that adds 
commercial value. 

 
It is clear that this causes significant challenges for you as a leader. Let's go one level deeper 
and explore 2 more reasons that you may be feeling that 'agitation' that you can't quite identify 
nor shake: 
 
4. You've realised that you're in a really senior leadership role, yet haven't invested in your ability 
to lead people. What this means is that you actually don't know how you want to lead your 
teams, let alone have the time to find out. 
5. As a result of #4, you may be questioning your ability to move up within your organisation, or 
move to a different organisation.  
 

WHY DOES LEADERSHIP MATTER? 
 
Because the numbers tell us so. A Deloitte study1 found that stock market analysts will add a 
leadership premium to the value of a public company of up 15.7% where there is particularly 
effective leadership. Conversely it showed an almost 20% discount for those that had ineffective 
leadership.  
 
Leaders cannot be leaders without their people, so it makes sense that success - however 
you define it - is highly dependent on the relationship between the two. Take a look at the 
‘Leadership Ladder’ model on the following page: 
 

                                                 
1 ‘The leadership premium How companies win the confidence of investors’, Deloitte (2012) 
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This relationship shows that your effectiveness as a leader (your leadership style or 'brand') and 
the effectiveness of your team has a direct correlation to productivity. Said another way, if you 
invest in yourself and your team you have the potential for huge productivity gains.  
 
Let's walk through the illustration above starting with teams - we cannot forget that our primary 
role as a leader is to serve our teams. 
 

TYPES OF TEAMS 
 
1. DANGEROUS: these teams at their core are dysfunctional and are dangerous through many 

lenses. Due to the way they are formed, are led and continue to operate, they expose a 
leader and their organisation to significant risk - financial, reputational, productivity and the 
list goes on. They are dangerous to the leader and the organisation. Imagine a team that is 
completely out of sync with their leader and their organization. Without having a go-pro 
attached to their laptop, you don't know what they are advising their stakeholders. What 
could this do to you and your organisation? 
 

2. ABSENT: these teams just aren't there. They're not there for their leaders, and you can 
never quite pinpoint where they are or what they're doing. These teams exist when the 
leader is not truly leading them and it's very likely they don't feel like they have a leader at all. 
Whilst no one wants micro-management, the leader is accountable to and for their teams 
and there is a minimum level of oversight that comes with that.  
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3. AVERAGE: these teams are OK. They do the work that is expected of them, generally on 
time and with a reasonable amount of follow-up or chasing. They get the job done, but they 
don't set the world on fire. This is probably where most teams sit as it affords them a level of 
predictability and certainty that is comforting for them. 
 

4. HIGH PERFORMING: this is where some fun starts to happen. This team has a way of 
working that is efficient, productive and they genuinely enjoy working together. There is a 
healthy level of empathy, respect, challenge and trust that combines to achieve great things. 
For all you sports people, have a think about a great team you were a part of (when you 
were infinitely more fit and agile!). Wasn't it a wonderful feeling that you could throw or kick a 
ball knowing that your teammate would catch it? And if they didn't, you knew that they had 
done everything they could to do so? That is how being in a high performing team feels. (If 
you are more musically inclined, insert your role as a flautist and having the confidence to 
know that the oboe solo would come in perfectly when required.)   
 

5. DEVOTED: few people are fortunate enough to be a part of this type of team. This is a team 
that is loyal and truly devoted to its leader. It doesn't mean they are like lapdogs. Quite the 
opposite - they are actually hugely proactive, because they think like their leader, share the 
same values as their leader and because they know their leader will protect them, they in 
turn protect and promote both the team and their leader. In addition to this, they are 
synergistic, creative and together they achieve more than the sum of their parts. 

 

TYPES OF LEADERS 
 
We've looked at the teams and no doubt you have started to identify perhaps where your current 
team may sit on that axis.  
 
Now let's look at your state of leadership. Note, this is not your preferred state, but honest to 
goodness, where you are today. (Allow yourself to be vulnerable here - no one will know!)  
 
1. CHAOTIC: quite simply, this type of leader is fighting fires. Their calendar is typically back-

to-back with meetings and they walk around rushed and with an intense look on their faces, 
because they don't have the time or energy to think to make themselves look presentable 
before their next meeting. It's likely that they don't think, they just do.  
 

2. INVISIBLE: This leader doesn't cause any problems. In fact, so much so, that at certain 
times - for example, at performance review time - their managers can't actually think about 
what they have done - during the year. This may be because the leader lacks in confidence 
and presence. What is interesting about this type of leader is that in some organisations, 
leaders may intentionally adopt this style of leadership because it is considered 'safe'. 
 

3. AVERAGE: Similar to the average team, this leader does OK. Most leaders are considered 
'average' and they get the job done to an extent. In technical areas, it is often highly 
accepted that a leader will be average, because their values and performance measures 
have always been based on their technical expertise. Without any intervention or intention, 
most leaders get 'stuck' here and stay there for a very long time. Which is OK if you work in 
an organisation that aspires to be average or you are happy with status quo. 
 

4. EFFECTIVE: These leaders stand out. They achieve results. They generally walk around 
with authority and ease because they know that their teams are under control and they are 
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generally happy with the way things are going. They have a reasonable amount of time to 
'lead and do' because they are reaping the productivity benefits from their high performing 
team. It's self-perpetuating, because the more productive your team is, the more you can 
evolve and develop as a leader. This allows you to be a better leader for your team, and so 
on.  
 

5. MAGNETIC: Wow. These leaders are the ones who people say 'gosh, I'd love to work for 
them' or 'gosh I'd love to be them'. There is something about their presence and the way their 
teams (and others) talk about them that makes you want to just be around them. They are 
kicking goals, because they tend to attract the best or highest potential and are really able to 
put their exceptional leadership skills to good use.  

 

LEADERSHIP = INCREASED PRODUCTIVITY 
 
The reason why 'Leadership Matters' is because it makes a measurable difference. However, 
because of the problems we've described above, we often don't have the time to do anything 
about it or test the hypothesis 'if I did something about my leadership, what would happen?'. 
However, let me add 3 words to the question so it becomes 'if I had time and did something 
about my leadership, what would happen? How would that change your outlook on 'Leadership 
Matters?'  
 
Time is the third element to the model.  Not only is time required in the initial stages to make 
changes to your leadership style that 'stick', but productivity is a particularly relevant measure in 
organisations in the current environment. When we look at all of the components of the model 
together, you can see that there are productivity gains when leaders start to become more 
effective. 
 
Let's take a helicopter view of the productivity scale. The scale starts at -5x productivity and 
improves to +5x productivity. This is relative to the average team led by an average leader which 
sits at around the 1x productivity mark. It's easy to find out where your relative productivity lies 
by determining how you classify both your team and your own individual leadership style. The 
inherent relationship between how you lead and how your team performs means that it is likely 
that it will be an easy for you identify where you sit on the matrix and therefore the productivity 
scale.  
 
However, like all models, there are exceptions and you may find - due to certain circumstances - 
that your leadership style and team performance do not exactly intersect nicely. That is 
completely fine and you should use the information as a guide to determine the possible range in 
productivity. It is likely that this range is reflective of the reality you and your team live in - for 
example, depending on the activity you are sometimes just above average, but at other times 
you are well below.  
 
As is clear from the model, the power is when you start to climb into effective leader, high 
performing team territory. To do this requires a conscious decision to deviate from the average, 
and the transformation that occurs here is quite inspiring and self-perpetuating. Imagine a world 
where people want to be on your team and you have the time and mental headspace to give to 
them, remove roadblocks, create new opportunities, explore market disruption and innovation. 
 
Imagine being able to focus on this with all the clarity and energy to achieve your team goals? 
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HOW CAN THIS HAPPEN? 
 

 
'Vision without execution is hallucination.' Simon Sinek, Sydney, 2017 

 
 
Be curious.  
 
Yes, it's really that simple. Being curious will pay dividends.  
 
Let's look at another diagram to illustrate this. I call this the 'Curiosity Compass' because at its 
simplest, it explains the relationship between 'Curiosity in Others' 'Y' axis, and 'Curiosity in Self' 
'X' axis. 
 

 
 
 
Everyone's natural leadership style can be found in one of these quadrants. Let's walk through 
each of the quadrants to understand what it all means: 
 

• CREATOR: This represents the true definition of leader. A creator is someone that is 
constantly challenging the status quo (but also knows when to honour it). They demonstrate 
their curiosity by ensuring they prioritise growth and development of their skills so they stay on 
top of things as circumstances change. They also spend a lot of time with their teams, deeply 
understanding how to motivate and challenge them. As a result get the best out of their teams. 
 

• MEMBER: We often see new leaders in this quadrant. They are promoted, or have joined a 
new organisation, and it is quite natural for a lot of leaders to assume the tagline 'I'm a member 
of that leadership team' and go with the flow. They are generally quiet and let things tick along 
as they have always done. Sometimes a leader who normally might be considered a 'creator' 
slips here because they have just hit a major milestone and have fallen into a longer than 
expected 'downtime'. The challenge here is for the ‘member’ to navigate back to their natural 
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'creator' state. 
 

• INDIVIDUAL: In a 'technocratic' function, it is quite common for leaders' natural states to sit 
here. This is because of the focus on their technical expertise. They often fall into the trap of 
thinking that they need to have all the answers, and if they don't it's their failing. This means 
they spend a lot of time on themselves solving problems and less on developing the skills of 
their teams to solve these problems. By doing this they are also sacrificing their opportunity to 
lead. It is also common for a leader who is unsure of their own position within a leadership 
team to revert to being an 'individual'. 
 

• ADVOCATE: Imagine the team that is kicking goals. The leader and team have a great 
relationship and their leader is singing their praises. Yet internally, the leader feels a bit  
uneasy because they haven't performed at their best. This leader needs a challenge but 
perhaps doesn't know how to get it. As the 'ra-ra' of the advocacy wears off, there is a risk that 
the team will become stagnant. Advocacy is such a critical aspect of being a leader, but with 
each achievement the bar is always raised which means that capabilities need to rise with it. 

 
Having now defined the quadrants in the Compass the first step, which can be quite a daunting 
step if you've never given yourself the time or space to do so, is to figure out which quadrant is 
your natural leadership state. This can be challenging, and at times confronting or it can come 
really easily. Either way it is really exciting because it identifies a huge opportunity for growth 
that can be achieved - simply by 'being curious'. 
 
 
Take the leader who scheduled a social work event as a 'reward' for a great few months. It was 
drinks on a Friday. No one turned up - they all cancelled, one by one, leading up to the day. In 
the leaders mind, her staff were 'entitled and ungrateful'. Had she asked 'why' she would have 
found out that she had sent the invitation with not enough notice, and it wasn't really the type of 
event that was valued by the team, i.e. the team didn't consider this a reward. If, as a matter of 
course, the leader got to know her staff a bit better - got curious - she would have realised that 
they needed at least 2 weeks’ notice to put an after work event in the calendar and they 
preferred an 'activity' as opposed to aimlessly sitting in a pub in their highly valued free time. 
 
 
Think about this as being like those 'Choose your own adventure' books that you may have read 
when you were young. There is a base story, and you as the protagonist have the power to 
determine how you want the story to unfold and evolve with all the twists and turns. How 'in 
control' does that make you feel? 
 
Think of this another way. When you started your career, you were likely hired for your technical 
expertise. If you were to look at the market for your current job now, technical expertise is in an 
'assumed knowledge' list and encompasses less than 50% of the job description. The key 
requirements and competencies are about leadership, strategy and people. How in control would 
you feel about talking about your leadership style and how you use that to effectively lead people 
to deliver strategy?  
 
On the topic of recruitment and your career, look above and beside you. How many career 
opportunities do you see for your 'next step'? I expect that at this stage, there are less than 3 
steps to CEO and naturally the hierarchical pyramid gets quite narrow and pointy. This means 
there are far less natural promotions than there may have been in the past. Which means you 
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need to think more laterally about your next career move. This provides you with an exciting 
opportunity to reexamine and reformulate your value proposition which can and should be 
focused on leadership, people and strategy. 
 

WHERE TO FROM HERE? 
 
If this has piqued your curiosity about the heights you could reach by becoming the master of 
your own leadership destiny speak with Alena Bennett to learn more about why ‘Leadership 
Matters.’ 
 

alena@alenabennett.com.au 

0451 541 481 
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About Alena 
 

 
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

Alena Bennett has over 15 years in Corporate and Professional 
services leadership. She is a passionate and vibrant individual who 
loves to connect with people and use those connections to explore 
and cultivate their curiosity to get the best out of them.   
 
Alena believes that all people have a desire to demonstrate a 
particular leadership style but don’t allow it to shine. In many cases, 
they don’t know what that style is and also struggle with the paradox 
between their desired style, the black and white of their technical 
expertise and the constraint of time. She is a Leadership Coach, 
Facilitator, Trainer and Mentor who has a passion for moving people 
from 'technocrat' to 'leader'.  
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