
From Underperforming to 
Rockstar: A CEO’s Roadmap to 
Investing in Their Leaders



We can all name people that inspire us — a visionary CEO, a champion of 
political change, or a personal mentor that simply seems born to lead. 

If you feel that your leadership team is lacking these “born leaders,” you’re not alone. Across 
organizations of all sizes, we see the same problems: authority that doesn’t inspire, low 
productivity, and high turnover.

As you can imagine, these problems can become serious roadblocks that result in wasted 
time and resources. When productivity slows down and inspiration is low, you may be left 
wondering if your leaders and their teams have simply run out of steam. 

If you’re ready to take on these issues, a new model of leadership is a great place to start.  
In this guide, we’re going to take a look at a simple roadmap to empowering your leaders.  

You’ll learn:

The Why: A framework that re-imagines your leadership structure
The How: A strategy to build a leadership development plan
The When: A guide to turning tough conversations into opportunities

The most successful organizations don’t wait and hope that born leaders will walk in the front 
door one day. They focus on nurturing great leaders from within. And that’s good news! It 
means there’s nothing stopping you from building a high-performing leadership team.

Facing Challenges with a New 
Model of Leadership
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Why Invest in Your 
Leadership Team? 

Before we dive into the roadmap, let’s re-imagine what leadership 
looks like in your organization.

Is your structure currently shaped like a pyramid? This kind of level-based 
structure is familiar; we see it in corporations, government, and the military. Vision 
and purpose are directed from the top down. This model is so familiar to us that it 
almost seems natural. 

The truth is, this pyramid structure often lets many organizations down. It creates 
immense pressure for those at the top, and it forces everyone else to filter their 
creativity through the chain of command or suffer retribution for “going outside” it. 
The results are frustration, low productivity, and high turnover.



A New Model of Leadership

Invest in People Within 
Your Organization

Now, let’s consider a different paradigm. What if 
leadership existed as a spectrum that stretched 
across your organization? As a CEO, you’re on one end 
of that spectrum, but there’s plenty of room for other 
leaders too. 

What are the benefits of this model? It trades in the 
old-school structure of strict authority for a more 
relational approach.

In a healthy, thriving company, the vast majority of 
decisions aren’t made by the CEO. Leaders and their 
teams are empowered to contribute their talents and 
move quickly when inspiration strikes. They even co-
direct the vision of the organization’s future. 

Fostering great leadership from within is a 
smart investment. Take a minute to think about 
the money you pour into recruitment, hiring, 
onboarding, and training. When we choose to 
invest in our people from within, those costs begin 
to shrink dramatically. 

And that’s just the beginning. By finding your 
leaders within, you reinforce an essential concept: 
shared ownership. If your leadership model 
encourages every employee to have a stake 
in your higher purpose, everyone will identify 
personally with the vision and values that spur 
you on together. 

In the long term, we can’t force people to 
be productive. But when everyone in your 
organization becomes fully engaged in a shared 
purpose, everything changes. Productivity 
becomes a long-term reality, not a roller coaster 
of boom and burnout. And when things do get 
difficult, you’ll retain a loyal team. 

So why invest in your team? Because when you 
need them most, they’ll invest in your organization 
for years to come. 



How to Develop a Leadership 
Development Plan 

Now that you’re ready to build a leadership team that empowers everyone in your 
organization, it’s time to make a plan. A leadership development plan will help 
grow leaders that inspire their teams and wake up everyday believing they can 
own their company culture.

A leadership development plan can do much more than nurture your leaders. At 
an even deeper level, it’s an effective strategy for sharing and reinforcing a thriving  
work culture to further the purpose of your organization. 

From “Me” Culture to “We” Culture
Ultimately, a high-performing leadership team works to give everyone a meaningful stake in the 
higher purpose of your organization. As your leaders become invested in the norms and values 
that define your culture, they’ll become models for their teams to do the same. 

A successful leadership development plan will help you transform a culture of “me, my, and I” into 
a culture of “us, our, and we.”

This kind of culture change is a big undertaking. Let’s break down the essential roadmap of 
leadership development. 



Forge an unbreakable commitment to your 
norms and values

Boldly commit resources and time

Evaluate leadership’s alignment with your culture

What it means
Your norms and values are the foundation of your company culture. Think of them as 
guiding principles, not “nice-to-haves.” 

Why it matters
Your leadership team needs a clear picture of who you are as an organization. It’s about 
identity, not about compliance. 

How to do it
Set clear expectations and model the behavior you want to see — like positivity, inclusion, 
service, honesty, or kindness. 

What it means
A commitment to professional development is just like going to the gym. If your goal is 
transformation, consistency is everything.

Why it matters
Partial commitment can do more damage than no commitment because it sends a 
mixed message to your team.
 
How to do it
Take time for regular check-ins with your leaders. Invest in leadership summits and 
other resources. 

What it means
Every person on your leadership team is different and will be aligned with some of your 
values more than others. 

Why it matters
To help your leaders grow, it’s essential to identify the areas in which your organization is 
out of sync with your values. 

How to do it
Evaluate your leadership’s alignment with your ideal culture using a survey that indexes 
opportunities for change.
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A Roadmap to Leadership 
Development

https://www.firedupculture.com/leadership-summits/
https://www.firedupculture.com/culture-survey/
https://www.firedupculture.com/culture-survey/


Make space for individual growth

Reward the practice of your norms and values

Nurture new leaders from within

What it means 
Your goal is to nurture each leader’s individual strengths, celebrate their wins, and work 
together on their challenges. 

Why it matters
By recognizing your leaders as individuals, you’ll be able to have conversations that are 
formative, not hierarchical. 

How to do it
Using what you’ve learned from your culture evaluation, meet regularly with leaders to 
set personal goals and connect them with executive coaching.

What it means
Use time and resources to publicly honor positive contributions and behaviors that are in 
line with your values. 

Why it matters
When people are recognized for their contributions, they’re willing to dig in and stay 
committed during difficult times. 

How to do it
Take 20 minutes a week to get together and encourage each team member to recognize 
another team member who helped them in a meaningful way. 

What it means
When you incentivize people to grow into leadership, you’re ensuring that your culture 
will stay strong in the years ahead. 

Why it matters
No outside hire will understand your culture as well as someone who’s already inside. 
Nurturing talent from within sends a positive message to your whole organization. 

How to do it
Encourage your leadership team to model your values consistently and to mentor future 
leaders on their teams. 

With a smart leadership development plan, you can build a high-performing leadership team. These 
rockstar leaders will inspire their teams to invest in a single shared purpose. And that investment leads 
to high productivity and retention. 
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https://www.firedupculture.com/executive-coaching/
https://www.firedupculture.com/the-key-to-helping-employees-go-above-and-beyond/
https://www.firedupculture.com/the-key-to-helping-employees-go-above-and-beyond/


When to Make Space for 
Important Conversations 

Tough conversations will always be a reality in your organization. No development 
plan or culture initiative will eliminate situations where you need to have a serious 
talk with someone on your leadership team. 

Often, these conversations are centered around improvement — of individual or 
team performance, of production, of customer satisfaction.

Leveraging a Hidden Opportunity 
At first, honest conversations might just seem like awkward moments to be rushed through as 
quickly as possible. The person you’re talking to might just shut down, or understandably, have a 
strong emotional reaction that you’re not prepared for. 

Why does this happen? Chances are, your employees have had tough conversations with 
previous employers who didn’t show any empathy or offer help when the employee was 
struggling. This can be a pitfall of the pyramid structure of leadership that most people are used 
to. It makes it difficult for employees to engage in a tough conversation without feeling scolded 
or attacked. 

But by approaching these conversations a different way, you can turn them into opportunities to: 
• Break down hierarchy
• Encourage team investment 
• Collaborate on a solution



Changing the Conversational Dynamic
It’s possible to change the purpose of tough conversations with some subtle but powerful 
shifts in your language. Here are three simple guidelines to turn tough conversations into 
positive moments. 

1. Replace “you” with “we”
Instead of saying, “You need to work on X,” try saying, “We’re going to work together 
on X.” This breaks down hierarchy and allows the employee to participate freely in 
the conversation.  

2. Start and end with something upbeat
Set the tone of the conversation with something positive and end on a high note. 
This encourages the employee to keep improving by highlighting their positive 
contributions to their team.

3. Focus on the situation, not the person
You’re not here to point fingers. Instead, put the spotlight on a challenge to be 
solved. This invites authentic participation. You can leave the tension behind and 
collaborate on a solution. 

Your leadership team can use these same guidelines to tackle important conversations with 
their team members, giving more people in your organization the opportunity to feel valued, 
supported, and challenged in a positive way. 



Transforming Your Culture 
Through Leadership

A high-performing leadership team can kickstart culture change and inspire teams. 

If you shift away from the old-school pyramid model, you can build highly relational teams united by 
a higher purpose. After all, when you invest in your employees, they’ll invest in that shared purpose. 

A leadership development plan is a strategy that ultimately gives everyone the opportunity to be a 
leader. Through bold commitment, consistency, and individual relationship-building, your leaders 
can follow the same strategy to empower their teams too. 

This process may bring up difficult conversations. But you can use these key moments to break 
down hierarchies, collaborate, and empower. 

A high-performing leadership team isn’t built overnight. A leadership development plan takes time, 
focus, and expertise. If you’d like support, a third party can help you define your values, assess your 
progress, and nurture new leaders from within. 
. 

We’re ready to help you transform your leadership team. Contact us today for a 
consultation.

Call us toll-free at 1 (855) 9-FIREUP or fill out our contact form to start the 
conversation.

https://www.firedupculture.com/contact/
https://www.firedupculture.com/contact/
https://www.firedupculture.com/contact/

