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 Shannon Waller: Is your team creating certainty for you or uncertainty? Stay tuned for our 

conversation about consistency and why actually it’s way more attractive than you probably 
ever thought before. Hi, Shannon Waller here, and welcome to Team Success. Today, I want to 
talk about the value of consistency with the people on your team. I’ve been thinking about this 
because really, really great team members are incredibly consistent in terms of how they create 
value. You can count on them. They are count-on-able, but it doesn’t mean that they’re boring, 
because that would be a fate worse than death to me. Boring is bad. I don’t like it when I’m 
bored or I’m boring. That’s not fun. But consistency really means that people show up the way 
that you expect them to, and you can count on them. You don’t have to think about them.  

Dan has a really interesting sort of backhanded compliment. I’ve heard him give it to a number 
of people. He goes, I never even think about you. Your ego could go, really? I kind of wish he 
would think about me. But truthfully, it is the highest compliment he can give because he’s 
totally counting on you, trusting that you’re going to do what it is that you said you were going 
to do, that you’re going to do your Unique Ability, that you’re going to deliver on the results 
that you promised. Or if not, you’re going to communicate about them clearly. It actually is the 
highest compliment that he can give, which is kind of a riot; doesn’t sound all that good on the 
surface, but then when you realize what it means, you’re like, oh, that’s actually a really good 
thing. And obviously, when we get to the end of this conversation, and what can you do, the 
people that you’re wondering and that you do have to think about, this is a clue just to give you 
a heads up on this one. So let’s just really make sure we’re clear on the definition.  

So what are we talking about? Consistency means the team member shows up in a way that 
others can count on. As I said, that’s really when they’re count-on-able. And again, doesn’t 
mean they’re robotic or boring or even perfect, but it just means that you know that they’re 
count-on-able. They’re reliable in terms of what matters most. So one of the key concepts in 
Strategic Coach is the referability habits. And if you’re not familiar, the four of them are number 
one, show up on time. Number two, do what you say. Number three, finish what you start. And 
number four, say please and thank you. So again, number one, show up on time. When people 
show up on time, it means that you can start the meeting, you can start the conversation. 
Hopefully they’re a couple minutes early. You’re not waiting, waiting, waiting, waiting for them. 
Again, one of the reasons why this is so important is because you want certainty versus 
uncertainty.  

Do what you say. That’s number two. When you do what you say, first of all, you feel good 
about yourself, and you want to be working with other people who also do what they say. 
There is nothing worse than not being able to count on someone’s word. And I have a lot of 
prompts in my systems to make sure that I do what I say. I can say something and then forget 
about it. I know that about myself. So I record a lot. I’ve got my brilliant support partner, 
Katrina. I track my to-dos. I ask other people to prompt me if for some reason it’s fallen off the 
radar. I am alert to the fact that it takes some effort for me to do what it is that I said I was 
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 going to do. Not because I don’t want to, or I didn’t say it with a pure heart or anything like 

that, but a lot goes in this brain; a lot comes out too. I have to make sure I track it. But there’s 
nothing worse than someone who says they’re going to do something, and then that person 
has no intention of actually doing it. That just creeps me right out. It’s like, I never want to work 
with anyone like that. If I can’t believe you, or at least believe your intentionality, we should 
never be working together.  

Finishing what you start, very important. Now, I’m a short Follow Thru and a long Quick Start 
when it comes to Kolbe. That does not mean I don’t finish what I start. And guess how I do it? 
Against the deadline. So I work, again, with my team to make sure the deadlines are really, 
really clear. And we will ask for deadlines if it’s not given. If there’s no deadline, could go on 
forever, as far as I’m concerned. So finishing what you start is an incredible way to be 
consistent and reliable and to be count-on-able. And again, it doesn’t even matter how much 
mental energy you have for following through, we all do it differently. Now, from all my Follow 
Thru friends, people who initiate with that, they pretty much can’t go to sleep at night until it’s 
checked off their list, and they have to be very careful when they take in new information 
because it may mean that they’re working late or not sleeping. So, you know, if you’ve got a 
list, you’ve got to make sure how you manage that. There’s a whole other set of complexities 
with initiating Follow Thru. But we all have a way of getting things done. There’s no excuse. No 
excuse. Certainly not your Kolbe for not finishing things.  

And the last one is saying please and thank you. And this is really about demonstrating respect 
for other people’s commitment and time and energy and effort. And then appreciation, thank 
you, when it’s done. These are what we call referability habits. And when someone does these, 
they are incredibly referable inside your company. How fabulous is that? And someone who 
does not follow these is not. Now there is one bonus referability habit, which I think is 
fascinating. And Dan came up with this after years actually, and it is be appropriate to the 
situation. It could be your dress, could be what you say, could be how you’re showing up—it’s 
reading the room, but being appropriate, again. My understanding from Kathy Kolbe is that 
appropriateness is built in, in terms of Fact Finder, but I don’t care. It can be a learned skill if 
you’re a short Fact Finder like me. So it is another aspect if you want to take it up a notch.  

So normally we talk about this in terms of how you show up with clients, but I love, love, love 
applying it to how we work with one another in terms of teamwork. So if you know that if you 
call a meeting, people are going to show up on time and you will clock mentally the people 
who do not, because your meetings get delayed two minutes, five minutes, 10 minutes, 
especially if they don’t communicate. If someone says, hey, I’m caught up with a client or I’m 
caught up with this, I’ll be there in 15, at least, you know, and then you can take the 
appropriate steps. If they don’t communicate, you are left guessing and waiting. You are 
uncertain. When people do what they say, you don’t have to think about them, kind of like Dan. 
It’s actually a compliment. When you can count on other people to finish what they start, 
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 hallelujah, you’re not waiting for the next step, the next handoff in the process to get done. And 

when people are expressing, you know, gratitude and appreciation and respect, that greases 
the wheels. You know, politeness is a lubricant in social interactions. And that means that no 
one’s feeling taken for granted or not appreciated because that creates friction.  

So just think about those habits. Are they true for yourself? Because you have to start with you 
and then the people around you and the people around them. This is something you can take 
action on to increase the consistency, the good consistency. You don’t want bad consistency. 
You want consistency in terms of these four things. These four are so simple, but so 
transformative just by doing that. Again, consistency doesn’t mean always doing the same. It 
just means simply showing up in a really reliable way that’s really count-on-able.  

So why is this so important? There are actually a few really important reasons. One is trust. 
Again, count-on-able. I want to be able to trust. Trust is another lubricant in the system. I’m not 
managing you. That’s one of the other reasons why it’s so important. If I have to pay attention 
and go, I wonder if that’s done yet, that person, if they’re not consistent, has created an 
incredible number of open files in my head, another core team concept that we came up with 
in Coach. And open files take up a lot of mental energy. There is friction and drag when you 
don’t know if someone’s finished it. You don’t know if they completed their task. Maybe they 
did, but they didn’t think to tell you. They didn’t communicate. Well, then you don’t know. And 
there’s systems for that. Yes, there’s technology, but people give and receive information 
different ways. You need to make sure that if you’re finishing something for someone, you’re 
letting them know in a way that lands for them. If it doesn’t land, they still don’t know and they 
can’t move ahead. So I think paying attention to this is really important.  

So for yourself, you want to eliminate friction and drag, and then you want other people doing 
that for you. And someone who is unconscious to this or has another priority—the word drama 
is coming to my mind. They create enormous drama. And sometimes that is way more 
important to them than actually delivering on what they’re supposed to be doing. Consistency 
is quiet. It’s not attracting a ton of attention to themselves. They’re getting their job done. 
These are the quiet, effective rock stars in your company. They’re not the drama llamas. 
They’re not the people that require everyone to go, yay, you did your job. Really? Enough 
already. We’ve got other stuff to celebrate. Like, yes, please. That’s why you’re hired. When the 
marketplace champions you, fantastic. Let’s throw a party. But just doing what’s expected and 
doing it well? Well, I hope so. That’s what’s important. When you can count on people, it 
creates enormous trust, it reduces drama, and it takes far less of your time.  

And I think this is really important. If you are asking yourself questions like, oh, do they 
remember? Do I need to follow up? Will this even be done to my standard? That’s a problem. 
Are they going to be defensive if I ask them about it? That’s another one that’s costly. Do I 
need a backup plan? Ideally, no. Can I really trust them with this? If these are the questions 
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 you’re asking yourself, this is a clue that they are not consistent. They’re not creating certainty 

for you. And there’s a huge invisible management cost out of this. It’s interesting. This is why 
I’m so focused on Unique Ability Teamwork, where I want people doing what they’re excellent 
and unique at, because if people are doing what they’re incompetent or only competent at, it’s 
hard and time consuming and effortful for them. And it requires a ton of follow up. No, thank 
you.  

When someone is doing what they love to do and would do anyway, and they have superior 
skill, which is our definition of Unique Ability, it requires way less management. All you require 
then is leadership. Hey, we need to go in this direction. They’re like, great, I got this. And here’s 
14 new ideas to make it even better. And you’re like, whoa, amazing. I’m not having to 
micromanage someone because they have zero mental energy for that task or don’t like it or 
resistant to it. That just takes a lot of effort. So I want to minimize that. Can I make it go away 
completely? Probably not. That’s part of the reason why I think Unique Ability Teamwork is so 
important is, it creates reliability, creates count-on-ability—there’s your word. And it’s just 
easier. I’m all about how do I maximize results and minimize time and effort. Having someone 
unique or excellent in the role checks those boxes. Someone who is incompetent or 
competent, big X’s, do not like that.  

So someone who shows up inconsistently, you will have to let go. You know, this is part of 
Multiplication By Subtraction, which is my book on how to gracefully let go of wrong-fit team 
members, is because they are too costly for you and they’re too costly for your team. If 
someone does it great one day and terrible the next, or does it—I cannot tell you how many 
people we’ve let go because they were inconsistent. It does not work. I need to be able to 
count on people. I want to be putting my time, attention, energy, creativity towards new things, 
new breakthroughs, not on babysitting the stuff we’ve already figured out and you simply need 
to execute with your lovely capabilities and talents. If you cannot do that consistently, there’s 
got to be somewhere better for you to work than here. Bottom line. So I am very, very clear on 
how this works.  

And we tend to make excuses for people. We let them hang around too long. This is a part of 
the conversation I’ve been having with a number of leaders lately, is we think they’re going to 
improve on their own. They get defensive when we bring it up to them. So sometimes we delay 
those conversations. But when we do, it doesn’t always go well. You get the picture. You know 
what that feels like. Because we want it to work. And sometimes they do it brilliantly. And 
you’re like, oh, my gosh, if they could just do that more. And if they cannot do it, you actually 
have to look at their actions, not just what you think they could be doing. And so, so, so 
important not to get, you know, sucker punched by this. This is important. You don’t want to 
get distracted. You don’t want to get waylaid. You don’t want to get seduced by their 
occasionally brilliant things, but mostly not hitting the mark.  
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So, again, I just want you to take action. I want you to get clear and then be able to take action 
and coach people either, hey, your inconsistency in this could cost you and could actually cost 
you your job. If you can do it consistently and with consistency, then this will be the right role 
for you. And if it’s not, we might need to talk about alternatives. This is not a right fit if you 
cannot do this. So that is the conversation that you might need to be having. So you really 
want to appreciate this in terms of how it affects your teamwork. Again, there’s an impact on 
you as the manager or leader, but I really also want you to appreciate the cost to your team. 
Because trust me, they’ve already been covering, they’ve already been making excuses, 
they’ve been trying to make it better, and they’re not telling you about it because they think you 
probably already know. You don’t. People assume that we know way more than we do as 
leaders (just saying), or they think you think it’s okay. It’s not. And so again, it’s very, very 
costly in terms of your team.  

One of the things I’ve had the most fun coaching lately—I always have fun coaching it, but I’m 
very passionate—is our tool called Unique Method. The metaphor, analogy, whatever, I have 
for this is that it’s a Unique Ability relay. It’s a relay race, and ideally it’s a Unique Ability relay. 
But when you’ve got someone who’s incompetent, competent, they drop the baton or they 
move really, really slowly. Ideally, you want everything being done, every single step in the 
process being done by someone who’s excellent and by someone who’s unique at it and they 
don’t drop the baton. That’s how to run a successful relay race. You have the right person in 
the right place in the race and they don’t drop the baton. And consistency means that 
sometimes it happens the way it’s supposed to and sometimes it doesn’t. And sometimes you 
have the right people, you just need to rearrange them. Wrong person might be in the wrong 
place, wrong seat. So not that you have to toss out your whole team; you just have to look at 
the process. But consistency is a great measure for this.  

So what can you do about it? Hopefully this has twigged some thinking in your mind. There’s 
some practical strategies that you can take. One of the things is to start looking at consistency 
as a measurable form of value, not just a nice personality trait. People show up and they tell 
you who they are by their behavior, not just by what they say. So pay attention to what people 
are actually doing, not just how they’re talking about it. You can do a little bit of a consistency 
audit. Where do they create confidence? Where do you already trust this person completely? 
Maybe they’re always on time. Maybe they always follow through. Maybe they communicate 
early when something changes. Maybe they’re always great with clients. Maybe they bring a 
positive attitude or consistently make things better. That’s what you can count on them for. So 
that’s what you want to reward and appreciate and make a fuss over. That is awesome.  
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 And it’s interesting, we often overlook the people, kind of like I said, the quiet rock stars. We 

overlook them because they don’t create the drama. Squeaky wheel does get the grease, but 
the ones who are consistently providing incredible high-level results, let’s pay attention and to 
celebrate those. And then look at your team and see who is creating some question marks for 
you. And by the way, this could be in your own behavior, too, in which case you need to stop 
doing that particular thing because you can’t do it well consistently. It’s a clue. And you don’t 
need to be super judgy about it. You’re just like, oh. My mental energy just doesn’t go there. I 
procrastinate, I avoid, I find anything else to do other than this particular activity. So I need to 
find a Who—Who Not How everybody—you need to find a Who, who will actually embrace it 
and love it, not put it off and be inconsistent.  

So, where do you find yourself checking? Where do you find yourself questioning? Where do 
you find yourself wondering? Again, those open files are taking up a ton of mental energy in 
your brain, and they’re costly, or they’re taking up mental energy in other people’s brain. Not 
good. So, where do people miss deadlines, or over-promise, or avoid hard conversations? 
Where do they get defensive? Where do they start things but not finish them? Where do they 
communicate but only when asked? You have to prompt them and bug them. I don’t like the 
word nagging, but it feels like that at least for you. And where did they do or who, who does 
great work one week and sloppy the next? That means they’re not fully there for whatever 
reason. So if you have to keep paying attention to whether or not something will happen, 
there’s an inconsistency cost.  

And then in terms of coaching and moving people ahead, you can ask yourself, what would 
make this person easier to trust? Here’s what you can do to actually increase that. So I need 
you to tell me by Thursday if a deadline’s at risk. I need you to close the loop without being 
asked. Close this open file for me. I need you to finish what you start before taking on 
something new. I need you to show up to meetings prepared and on time. Communicate 
sooner rather than later. I need your client follow through to be at the same standard every 
single time. Don’t be erratic with that.  

So this is giving people a clear path. Some people don’t know they’ve not been around people 
who are really consistent. Maybe they’ve had a really inconsistent family or really wackadoo, a 
person that they worked for before. Maybe they worked in an environment that was incredibly 
inconsistent. So some people don’t know that this is important and valuable. So you educating 
them on what this looks like is step number one. Now, if you pointed it out and been really 
clear, and in two to four weeks, if they do not pay attention, then you need to take action. This 
is probably a multiplication by subtraction situation. So just want to make sure that you 
understand what you’re doing and do not leave it up to chance. Do not think that one 
conversation is going to transform everything, because it probably won’t. And you want to 
define what you guys mean by show up on time, do what you say, finish what you start, say 
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 please and thank you, be appropriate, sitting down as a team and talking about what those 

standards are. Brilliant move. This could be profound.  

Ooh, this should be a new team exercise. I think I might create that for my workshops. There 
you go. So don’t just evaluate performance; evaluate predictability. And again, positive 
predictability, not bad. If it’s predictably bad behavior, you know what to do. Just take action 
on that. So just some closing thoughts. The real value of consistency is that it really frees up 
everyone else to do what they’re best at, to do their job. That’s what we’re here for. We’re at 
work, get stuff done. Right? It frees the leader, could be you, from unnecessary management. 
It frees up teammates from cleanup and compensation. Oh my gosh, the cost of this. I mean, 
I’ve been coaching team members for 36 years. I hear about this all the time. It frees clients 
from uneven experiences. This should give you chills. If your clients get one experience one 
day and a different experience the next, not good. Why do people get five-star ratings? 
Because they deliver a unique client experience time after time after time and despite 
circumstances. In fact, adverse circumstances, sometimes when they go over and above, 
you’d give them six stars if you could, because they show up. They’re that committed to 
creating a unique and positive client experience. This is important. And it frees your company 
to move faster with more trust and with less friction. That sounds like a good thing.  

So consistency is a multiplier. This is exactly what we want. So who on your team, last 
question, gives you confidence the moment you think of them and who makes you start 
mentally checking up? And it will be binary. Some people are like, oh, there are my “don’t have 
to think about” column. And the other ones are like, oh, shoot. Sometimes occasional 
brilliance, but not consistently. That’s either a clue that they’re in the wrong seat and you need 
to move them around and match their profiles and their Unique Ability with the role, or coach 
them on the importance of consistency and what matters, why it matters. And if they can’t do 
that, then there’s somewhere else that they need to be. And it’s not with your company.  

So we’ve done a deep, deep, deep dive today into the importance of consistency, and I think 
it’s one of those subtle but incredibly vitally important things that we overlook because it’s 
quieter. And again, squeaky wheels get the grease, and occasional brilliance gets us excited, 
but it’s that consistency, the people we don’t have to think about, as per Dan, that actually are 
the ones that are keeping things moving quickly, that are the multipliers in your company. So 
celebrate and reward them, coach them, you know what, off of the other people or make a 
decision because when you can add consistent rock stars to your company, look out. The 
future gets really big, really, really fast. All right, that’s the end of this conversation. Thank you 
so, so much for listening. If you have any questions or comments, please let me know at 
questions@strategiccoach.com. And as always, here’s to your team success. 
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