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THE MANIFESTO 



What Great Leaders Get 
Right About Growth 

ii



Culture stays the course when it's designed. Leaders thrive when 

they're developed. The companies that scale sustainably don't get 

lucky. They build the system, and live by it. 

Our agency operates by these 6 principles: 

1. Training doesn't build leaders. Systems do. 

2. Hope isn't a leadership pipeline. Strategy is. 

3. You don't hire culture. You build it. Every day. 

4. Heroic effort is not a sustainable growth plan. 

5. Your business won't grow faster than your people. 

6. Information doesn't create transformation. Execution 

does. 

This is our Manifesto. This is Leaders Rising Network. 
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None of the stories in this book actually happened, yet they happen 

all the time. 

The illustrations we present are the aggregate experiences of our 

team across sectors and organizations, including companies of all 

sizes. 
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INTRODUCTION 



The Leadership Gap 
Most Companies Don't 
See 

The CEO looked exhausted. Not the kind of tiredness that comes 

from working hard, but the kind that comes from working hard on 

the wrong things. 

"We're growing," he told us. "Revenue is up. We're hiring. New 

markets. New opportunities. Everything looks great on paper." 

He paused. Rubbed his eyes. Continued. 

"But I can't shake this feeling that we're one or two key departures 

away from serious trouble. Our best people are burned out. We 

keep promoting our high performers, but our new leaders are 

drowning. Culture feels... fragile. Like we're holding it together with 

willpower and hope." 

Another pause. Then the question we hear constantly: 

"How do I grow this business without breaking our people?" 
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You Can't Outgrow Your Leadership 
Capacity 

Your business can only grow so far without developing your people. 

You can have the best strategy. The best product. The best market 

opportunity. But if you’re not developing your people at every level, 

the organization will eventually stall. 

Growth exposes every gap in your leadership pipeline: every 

weakness in your culture, every person you over-promoted or 

under-developed. 

You often don't realize you have a people problem until it's a 

crisis. 

The early warning signs are subtle. 

Key leaders mention they're "overwhelmed"  

‣ you assume they'll adjust 

Team performance plateaus  

‣ you assume it's the market conditions 

Turnover creeps up  

‣ you assume it's compensation or remote work trends 

Culture starts feeling "different"  

‣ but you can't quite name what changed 
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Then one day you wake up and realize: You've been managing 

symptoms while missing the disease. 

The disease?  

• Lack of clarity.  

• Lack of system.  

• Lack of intentional leadership development. 

And by the time you see it clearly, you're in firefighting mode. 

Reactive. Desperate. Hoping the next hire or the next initiative will 

fix it. 

The 6 pain points we hear constantly: 

• “Our culture isn’t what it used to be, and I'm not sure how 

to get it back" 

• "We've tried training…but nothing sticks" 

• "It’s harder to recruit people who want to stay" 

• "I'm still the decision bottleneck" 

• “We’re losing top talent faster than we can develop 

replacements" 

• “Some people are quietly disengaged, withholding effort, or 

working around the system instead of with it.” 
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This Book Is Your Way Out 

We wrote this book because we've seen too many good 

organizations struggle with preventable problems. 

They're not lazy. They're not unintelligent. They're not avoiding the 

issue. 

They have programs. Initiatives and events. They are all well-

intentioned, but they lack the infrastructure to translate those good 

intentions into sustained results. 

They don't have a system. This book outlines how to build a 

system that sustains your people and your organization. 

Not theory. Not aspiration. A replicable system for developing 

leaders and building a culture that compounds year after year. 

We've seen it work in startups and manufacturing companies, in 

main street small businesses, and Fortune 100 companies. In 

healthcare and financial services. In nonprofits, government, and 

multi-generational family businesses. 

The system works. The question is: will you build it? 

Who This Book Is For 

This book is for builders, not bystanders. 

You might be: 
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• a CEO who knows your people are your greatest asset and 

your greatest liability if not developed well 

• a VP of People tasked with building leadership capacity 

• a business owner who's hit the ceiling and realized you're 

the bottleneck 

• a senior leader who wants to multiply your impact by 

developing others. 

You care deeply about your people. You want a bigger future for 

your organization. You're willing to build systems, not just run 

programs. In the AI World, you understand that your culture and 

your people are your competitive advantages. 

And you're ready to do the work, not just read about it. 

What You'll Walk Away With 

By the end of this book, you will understand what's really broken. 

And, you'll have: 

1. A common language to talk about leadership development 

2. Frameworks to assess where your leaders are and what they 

need 

3. A pathway to move people from being overwhelmed to 

multiplication 

4. Tools that spread throughout your organization 

5. A plan for your first 100 days and beyond. 

Most importantly: you will know exactly what to do next. 
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Not someday. Not when conditions are perfect. Not after the next 

big initiative. Now. 

One More Thing Before We Start 

This won't be easy. Building systems never is. You might need to 

unlearn a few things. 

You'll face resistance. Competing priorities. Budget constraints. 

Skeptics. The tyranny of the urgent. 

Every organization that's built this system tells us the same thing. "I 

wish we'd started sooner." 

Not because it was easy. Because it was worth it. 

Let's see what's really holding your organization back. Let's help 

your leaders rise so they can lift everyone else. 

Because that's what great leaders do. They architect bigger futures 

and build thriving cultures. 

That's exactly what you're about to do. 

Let's rise. 
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PART 1 

THE FOUNDATION
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You Can't Fix What You 
Can't See 

The culture wasn’t broken. 

It just… drifted. 

Deadlines were still being met. Strategy still looked sharp. 

The metrics didn’t scream crisis. But underneath it all, 

something was off. 

Collaboration felt harder. Decisions took longer. The 

leaders who used to light up the room now avoided eye 

contact. 

No one could quite name it. 

But everyone could feel it. 

That’s how it starts. Not with a blow-up, but with a slow leak. 

Most leadership teams stay in this fog for months (and sometimes 

years) because the symptoms feel fixable. More training. Better 

tech. A reorg. A pep talk. Another offsite. 

But none of it works. 
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The COO of a 300-person manufacturing company sat across from 

us, visibly frustrated. "We've tried everything," she said. 

"Communication workshops. Team-building retreats. New ERP 

system. Nothing sticks." 

She paused. 

"People don't talk to each other. Information doesn't flow. Teams 

work against each other instead of together." 

Why? 

Because you can’t fix what you can’t see. 

And most leaders can’t see the real problem: the system underneath 

the surface that’s quietly multiplying stress and the silos. 

This chapter will give you a new lens. 

The Clarity Crisis 

That manufacturing company didn't have a communication 

problem. They had a clarity problem. Their leaders couldn't see 

how their own behaviors — avoiding conflict, hoarding 

information, protecting territory — were creating the very patterns 

they complained about. 

They were solving for symptoms while missing the root cause. How 

do you address the root cause? 
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This is one of the hardest truths for leaders to face:   

Most organizational problems wear disguises. What you feel on the 

surface is rarely what’s true underneath.   

• Communication issues are often trust issues.   

• Execution issues are often priority issues.   

• Culture issues are often clarity issues.   

Until you are willing to slow down and see yourself clearly, you 

tend to stay trapped in the same repeating loops. 

It’s the invisible force multiplying every other problem you 

have. 

What's the real cost of the blind spots in your organization? Here 

are a few common examples: 

• Turnover you can't explain: people don't leave jobs, they 

leave leaders who can't see their impact 

• Bottlenecks that shouldn't exist: decisions pile up because 

leaders don't realize they're micromanaging 

• Cultural atrophy that happens slowly, then suddenly: 

nobody notices the drift until it's a crisis 

• Lost innovation from teams who've learned not to speak 

up, because leaders don't realize they're defensive 

Clarity is essential to your leadership infrastructure. It’s a set of 

lenses that help you see reality with more precision, starting with 
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yourself. Most leaders have been trained to focus on organizational 

structure, KPIs, strategy, and market conditions. Those are 

tangible. You can count them and measure them. 

Most industries do not teach or train leaders and employees in the 

dynamics of leadership and clarity for building culture. 

That makes clarity a power skill. It's the foundation of every hard 

result you want. 

The Three Lenses of Clarity 

Clarity aligns three lenses, allowing us to see every step ahead more 

clearly. If one lens is distorted, everything is distorted. 

Clarity is a leader's best asset. With it, you have the ability to see 

what's really happening and respond accordingly. 

Let’s take a closer look at each clarity lens. 
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ORG: Clarity of People, Goals, Systems, and Culture 

This is the system behind your work. Organizational clarity 

connects individual growth and team performance to strategic 

outcomes. 

A strong organizational system requires clarity on vision, values, 

and strategic direction. But it goes beyond posting the vision and 

values on the wall. 

Does your organization understand how structures enable or 

constrain performance? Can you identify patterns across teams and 

departments? 

You need to build systems that sustain culture, which requires a 

level of cohesion often overlooked in traditional business systems. 

TEAM: Shared Trust, Communication, and Collaboration 

This is the multiplier. When teams develop clarity together, 

capability compounds. 

Team clarity means understanding how different personalities and 

work styles interact. 

• Build psychological safety for honest conversations 

• Create shared language and frameworks 

• Maximize communication channels for efficiency and 

efficacy 
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Navigating conflict isn’t “if” but “when.” Navigating conflict 

productively builds a new level of strength in your team, making 

you a leader people want to follow. 

The intersection of these three is where clarity happens. This is 

where momentum and culture shift come alive, and your 

organization stops managing problems and starts building 

solutions. 

SELF: Personal Growth + Healthy Leadership Identity 

Self-clarity is the foundation of the lenses. Leaders who don't know 

themselves can't lead others well. 

Self-clarity encompasses understanding your communication style 

and how others perceive it. 

• Do you recognize your patterns under stress? 

• Do you know your strengths and your kryptonite? 

At the core of self-clarity is recognizing that our way isn’t the only 

way or the right way. We need to regulate ourselves to bring our 

best to our work, our families, and our communities every day. 

When all three dimensions align, behaviors begin to match values. 

Leadership becomes integrated. 

Integrated leaders create integrated cultures. 
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Clarity Is The #1 Leadership Multiplier 

Most leaders try to scale strategy before they grow self-clarity. 

It never works. 

You cannot outrun your patterns. Wherever you go, you lead from 

who you are. 

Organizations rise or fall to the level of a leader’s self-clarity long 

before they rise or fall to the level of their strategy. 

Clarity is the foundation beneath every other leadership capability. 

• Strategic thinking and alignment require clarity around 

context and constraints 

• Effective communication requires clarity about how 

others process information 

• Building trust requires clarity related to how you show up 

relationally 

• Driving execution requires clarity of what's actually 

blocking progress 

• Developing others requires clearly seeing where they are 

and what they need 

Without clarity, you're flying blind. You might work incredibly hard 

and wonder why you're not getting results. 

With clarity, everything can change faster. 
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The manufacturing company mentioned earlier focused on vision 

and values and experienced a temporary surge. Everyone returned 

from the kickoff event excited, but most of the excitement centered 

on the new corporate swag. 

At the next week’s leadership meeting, the COO launched into a 

tirade at the marketing director for overspending on the corporate 

swag. The marketing director shot right back, “Did you want to 

make a splash with this campaign or not?” 

And for the next 6 months, they were right back where they started. 

With limited self-clarity, every person in the company operated as a 

team of 1. With limited opportunity to build Team Clarity, the 

company could never develop Organizational Clarity. 

Thankfully, that’s not what happened. 

We didn't start by fixing their communication problem. We started 

by growing clarity in their leadership team. We helped each leader 

understand their own tendencies: 

• how they showed up under pressure 

• what triggered defensiveness 

• and how their communication style affected others. 

Within 30 days, something shifted. Leaders started noticing 

patterns. The COO and marketing director gained a better 

understanding of their own perspectives and how each approached 

situations. 
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“I realize I talk over people when I'm stressed.” 

"I didn't know my team was afraid to bring me problems.” 

"I thought I was being efficient, but I was actually creating 

silos." 

Within 60 days, the team dynamics transformed. Not because we 

taught them communication techniques, but we framed their 

dynamics so they could finally see what was actually happening. 

They developed shared language and began having real 

conversations rather than carefully managed ones. 

Within 90 days, the ripple effects were undeniable. Cross-

functional collaboration improved. Decision-making sped up. 

Employee engagement scores climbed. Turnover dropped. 

The CFO called us with an update: "I don't know how to say this, 

but... I think we just had our best quarter in three years. And 

everyone's working less, not more." 

That's the power of clarity. 

The 4 Levels of Clarity 

Every leader, every team, every organization exists somewhere on a 

spectrum of clarity. 
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Clarity does not begin with systems. 

It begins with yourself. 

When leaders can’t see their own blind spots, teams absorb the 

distortion. When teams normalize that distortion, it becomes 

culture. And when culture reinforces it, the system locks it in. 

Unclear and unexamined patterns scale. 

Clarity builds in layers: 

1. First, you see yourself clearly. 

2. Then, you understand how your behavior shapes team 

dynamics. 

3. Then, you design systems that reinforce what’s healthy 

instead of multiplying what’s hidden. 

Most organizations try to jump straight to systems. 

But you cannot architect clarity at the organizational level if it 

doesn’t exist at the self and team levels first. 
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Most organizations never achieve Organizational Clarity because 

reaching it requires humility, starting with the leaders. 

You have to stop looking for a villain and start examining the 

architecture. 

Systems produce exactly what they are designed to produce, 

whether we meant to design them that way or not. 

Sometimes an entire system gets built around one leader’s blind 

spot: 

• If a leader avoids conflict, the organization creates extra 

meetings to soften hard conversations. 

• If a leader is unpredictable, teams build layers of approval 

to reduce surprise. 

• If a leader hoards decisions, the system compensates with 

bottlenecks and escalation paths. 

Over time, what began as a personal pattern becomes 

organizational design. Instead of designing a system that promotes 

health, the organization designs one that manages dysfunction. 

And once it’s embedded in process and structure, it no longer looks 

like a blind spot. 

It looks like “the way we do things here.”  

If self-clarity is missing, teams absorb the distortion. 

If team clarity is missing, systems reinforce it. 

And then leaders wonder why nothing changes. 
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The tension showed up in every meeting. 
Engineering said they couldn’t ship because priorities kept 
changing. 
Product said priorities had to change because timelines kept 
slipping. 
Everyone was working hard. Everyone was frustrated. 
When they slowed down long enough to look at the pattern, it 
became obvious: no one was clear on who actually made the final 
call. Priorities shifted without explanation. Teams were rewarded 
for protecting their own work, not finishing together. 
So they reset the structure. Clear decision ownership. Fewer active 
projects. Shared goals. 
Within a few months, releases steadied. The pressure didn’t vanish, 
but it stopped turning into conflict. 
They corrected the distortion they had normalized. 

From Reaction to Clarity 

A regional leadership team kept losing strong mid-level leaders. 

Exit interviews pointed everywhere and nowhere at once: workload, 

unclear priorities, burnout, lack of growth. Each explanation felt 

reasonable. None of them stuck. 

The first instinct was to fix the people problem: better hiring, 

higher expectations, and more training. But instead of reacting, the 

team paused and mapped the experience leaders were actually 

having. Not the org chart. Not the strategy deck. The lived reality. 

What they saw was uncomfortable: promotions without support, 

and conflicting priorities reinforced by incentives. Feedback loops 
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only flowed upward when something broke. No villain, just a 

system doing exactly what it had been built to do. 

So they redesigned the architecture with clear decision rights and 

shared language for leadership expectations. Regular forums where 

leaders reflected on pressure, tradeoffs, and patterns, not just 

performance. Over time, leaders didn’t just solve problems faster. 

They started seeing them earlier. 

Nothing dramatic changed overnight. But the culture did. 

Clarity stopped living only at the top and began spreading through 

the system: one conversation, one decision, one redesigned rhythm 

at a time. 

That’s what Clarity looks like. 

Learn more about this tool at  
LeadersRisingNetwork.com/rising-book 

Chapter Takeaway 

“You can't fix what you can't see.” 

Most leadership problems aren't solved by working harder. They're 

solved by seeing more clearly. 

Seeing clearly is the most courageous act a leader can choose. 

It requires humility, honesty, and the willingness to face the parts 

of your leadership that no one has named out loud. 

Clarity is not punishment. It is liberation. 
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Clarity is: 

• Measurable (you can assess it) 

• Trainable (you can develop it) 

• Scalable (you can spread it across your organization) 

• The root of all sustainable change 

The question isn't whether clarity matters. The question is: 

What level of clarity has your organization achieved? 

Wherever you are, the next level is possible. But you can't get there 

without first seeing where you stand today. 

However you approach the solution, your clarity may still hold you 

back. 

Knowing you need clarity is one thing. 

Actually building a system that grows clarity across your entire 

organization? That's where most companies get stuck. 

Let's fix that. 
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Reflection Questions 

Before moving to Chapter 2, take 5 minutes to reflect on these 

questions. Consider each level of clarity described in this chapter 

(Self, Team, Organization): 

1. Where is your leadership team strong, and where is clarity 

thin or inconsistent? 

2. Which level of clarity, if strengthened, would most improve 

how your organization functions right now? 

3. What’s one blind spot you suspect exists in your 

organization that rarely gets named? 

Before you move on, take a breath. Clarity comes when you 

start aiming for it. 

Don't rush past these questions. The answers matter more than you 

think. 
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A  
NECCESSARY 

PAUSE 
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Before you continue, we want to clarify one thing.  

There’s a direct link between culture and leadership.  

Leaders define culture. Let’s briefly unpack that. 
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Culture Is Revealed, 
Not Declared 

Most organizations talk about culture as if it’s something you 

define. 

You name your values. 

You write the statements. 

You put them on the wall. 

And then you hope they take root. 

But culture doesn’t live in what you say. 

It lives in what actually happens. 

Culture is revealed when behavior collides with values. 

Not in the offsite. 

Not in the onboarding slides. 

Not in the employee handbook or the leadership retreat. 

Culture lives in the collision. 

When someone acts in a way that violates your stated values (and 

everyone watches what happens next), that moment is your 

culture. 
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We say we value integrity… but look who just got promoted. 

We say we prioritize well-being… but notice who keeps getting 

rewarded for burnout. 

We say we believe in development… unless we’re too busy. 

Those moments matter because they teach people what really 

counts. 

Culture isn’t what you say. 

It’s what you allow. 

Especially when it’s uncomfortable. 

Especially when there’s something to lose. 

If your values come with caveats, they aren’t values — they’re 

marketing. 

When Behavior Collides With Values 

This is where many leaders get stuck. 

They assume culture needs to be perfected. 

Polished. 

Rolled out cleanly. 

But culture doesn’t need to be perfect. 

It needs to be practiced. 

Daily. 

          Messy. 

                    Intentional practice. 
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When values aren’t practiced, they don’t disappear; they get 

replaced. 

By convenience. By habit. By whatever gets rewarded or tolerated in 

the moment. 

The healthiest cultures we’ve seen weren’t impressive because they 

were flawless. They were strong because leaders consistently 

practiced what they said they believed, especially under pressure. 

No culture drifts into excellence. 

It’s practiced into existence. 

By people. 

Every day. 

Especially leaders. 

Pressure has a way of clarifying culture. 

When the stakes are low, almost everyone agrees with the values. 

When pressure rises, habits take over. 

Patterns get louder. 

Blind spots surface. 

That’s when culture is revealed. 

The Intent / Experience Gap 

Here’s the uncomfortable truth most leaders miss: 

Leaders often judge culture by their intentions. 

Employees judge the culture by their experience. 
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That gap — between what you intend and what people actually 

experience — is where trust begins to erode. 

You may intend to empower. 

They may experience micromanagement. 

You may intend clarity. 

They may experience confusion. 

You may intend approachability. 

They may experience distance. 

And if you don’t check for that gap, your blind spot quickly 

becomes your team’s reality. 

Imagine asking your team to finish this sentence anonymously: 

“I know my leader intends to ____.  

What it feels like instead is ____.” 

This is how good leaders (leaders who care deeply, who work hard, 

who genuinely want the best for their people) still end up with 

cultures that drift. 

Not because they don’t care. 

But because they don’t see themselves clearly. 

Clarity Under Pressure 

This is why clarity matters. 
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Not as a personality trait. 

Not as a buzzword. 

But as a leadership capacity. 

One of the most important questions a leader can ask is also one of 

the simplest: 

What is it like to be on the other side of me? 

That question changes everything. 

It forces leaders to move beyond intention and into clarity. 

Not just how you lead, but how it lands. 

Not just what you say, but what people feel, absorb, and experience. 

Because what makes a leader dangerous isn’t their weakness. 

It’s their lack of clarity. 

Unclear leaders don’t mean to create fear, but people walk on 

eggshells. 

They don’t mean to create confusion, but priorities keep shifting. 

They don’t mean to create dependency, but everything bottlenecks 

around them. 

Until leaders are willing to see themselves clearly, every system 

they build will quietly reflect their blind spots. 

There was a blindspot I carried early on. 
Earlier in my leadership journey, I led with a lot of energy and 
conviction. 
I cared deeply about the work and the people. I prepared hard. I 
showed up. I wanted the team to win. 
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What I didn’t realize at the time was how much my pace was 
setting the tone. 
I changed direction quickly when I saw a better option. 
I pushed for progress when momentum felt fragile. 
I assumed clarity was obvious because it was clear to me. 
From my side, it felt like responsiveness. 
From the team’s side, it felt like whiplash. 
People stopped asking questions. 
They waited longer to act. 
They learned to stay flexible rather than be fully committed. 
No one ever called it out. 
And I wouldn’t have named it a problem. I was doing what leaders 
do: pushing forward. 
It wasn’t until someone asked me a simple question, “Do you 
realize how unpredictable this feels?” that the gap came into focus. 
That moment didn’t change my intent. 
It changed my self-awareness. 
I began to see that leadership isn’t just about where you’re going. 
It’s about what it’s like to follow you there. 
And that was the beginning of better leadership: for me, and for the 
people around me. 

Stepping Into the Gap 

The gap itself isn’t the problem. 

Ignoring it is. 
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Every team has a gap between: 

• what they say they value and what actually happens 

• what they hope culture feels like and how it’s truly 

experienced 

Excellent leaders don’t just name the gap. 

They step into it. 

They bridge the distance between belief and behavior. 

They model the value they expect from others before they expect it 

from others. 

They practice the culture they want long before they require it. 

Because culture doesn’t shift through statements. 

It shifts through someone going first. 

That’s the work. 

And it’s not theoretical. 

Culture is shaped less by what leaders say in moments of calm and 

far more by how they show up when pressure is high, the stakes 

are real, and something is on the line. 

Clarity enables leaders to notice those moments. 

Implementation is what allows culture to change. 

And that’s why seeing clearly is only the beginning. 
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