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Shannon Waller: Do you know what your team’s bigger future is? Or maybe if you don’t, your
team could be stealable. Stay tuned to prevent that from happening. Hi, Shannon Waller here,
and welcome to Team Success. As often happens, | was very inspired to do this topic today
because of a conversation on our Weekly Planning Call, which | love hosting every Monday.
And one relatively new client talked about his win being the fact that he found a really, really,
really great Who. The only problem was the Who was actually someone who worked for a
friend of his, and it just happened to be a conversation at a charitable event, and they had this
conversation, and out of the conversation, it was clear that this person was a perfect fit for our
client’s company. So | immediately said, “Oh, that means he was stealable,” and he goes,
“Yes.” So this is what | wanted to talk about, because | thought it was such a relevant
conversation.

So first of all, we talked about it with the group, and then | want to share it with you, because |
think it’s very, very important. And this actually relates to the podcast | did, episode 310, which
is “Are you taking your A players for granted?” Because | think it’s really important to pay
attention to the bigger future of your best people, at least the ones you want to keep. The ones
you don’t want to keep, you can do whatever you want with them. But the ones you do want to
keep, do you know what their bigger futures entail? Do you know what they want? And what
became really clear in talking to my client this morning is that what was important for the
person he was talking to was just have better hours, not as intense a pace, still using his area
of expertise and intelligence. But he was getting kind of burnt out in the previous role. | thought
that is so relevant, and it came back to bigger future. And the question on the back of our
weekly planner is what we call The R-Factor Question.

So when we get to how to take action on this, | want to share that with you. But the whole
point here is that when you’ve got someone who’s really good at what they’re doing and
they’ve been with you for a while, you can kind of assume that you know what their future
holds because they’ve been with you probably for a hot minute. They’ve been with you for a
while, and the question here is: Do you know what their bigger future entails? Do you know
where they’re at? Do you know if they’re happy? Do you know if certain things are wearing on
them? Are they getting tired? It’s interesting when people are really good at what they do, they
don’t so much get burnt out, although that can happen because of long hours, etc. It’s more
like brownout. They can kind of get worn out, but it takes place over time, and why it’s not so
much burnout or not quite so dramatic, or it takes place over time, is because they get all of
these external rewards. You know, they get great teamwork, great reputations, usually great
pay. So it takes longer for them to feel the cost that someone who’s just exhausted feels, but
at the same time, it’s just as real.

So my point was, I’'m like, hmm, | want to make sure that my Team Success audience makes
sure that their best people are not stealable. So it’s a really simple thing that | want you to do.
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It’s a very simple way to take action, and it means being curious, not judgmental, and it means
not making assumptions, because you know what the word assume breaks down to: makes an
ass of you and me, per grade three, and what it means is that you are willing to ask them a
question that is about their future and to be curious and to create an environment that is
psychologically safe enough for them to answer honestly. So it also means being willing to do
it over time, being open, being curious, and being for the other person. If they really get that
you are for them, regardless, they will be very happy to open up to you.

If you come into the conversation with a huge agenda that you need it to be a certain way,
you’re never going to get the straight goods. So, how you ask the question is just as important
as what the question is. So, the question that | want to recommend, and this is what |
recommended to our client, is what we call The R-Factor Question, and R stands for
relationship. It’s a profound question because it’s a future-based question, and it means
there’s not a yes or no answer to this, so if someone doesn’t answer it, then they’re not
actually willing to have a relationship with you. And normally we use it in the context of
prospects. Do | want to do business with this person? Do they want to do business with me?
It’s brilliant for that. Strategic Coach has lots of tools if you’re not familiar, but you can also use
it. Well, first of all, you can use it personally in your personal relationship. That takes some
courage to ask that question, but then you can also ask it of your team.

I’m going to highly, highly, highly recommend that you do exactly that; that you actually say
hey on a periodic basis. Could be every year, every two years; three years is a long time. You
stop and you ask your people, the ones, again, that you want to keep, the ones you do not
want to be stolen from you. You want to make sure you’re current with your team, and you ask
them this question: If you and | are meeting three years from today, and you say the date, and
you look back over those three years, what has to have happened for you, both personally and
professionally, for you to feel really, really happy with your progress? And if you have
developed the type of relationship with your team where it’s about growth and it’s about bigger
futures, which here at Coach we are about that. We expect our team to grow. If you’re not
growing, how can the company grow? Is one of our mindsets about everything. Then you sit
back and listen, and if someone sort of stalls or it seems confused, you can put a few prompts
in there. Like, hey, anything in terms of travel or professional achievements or responsibilities
or pay or you know, where’s your head at?

Again, if you’re gentle and sit back and are relaxed about it, they’ll actually answer the
question. | want to share with you that one of my Team Leader clients did exactly that, and she
would sit down and she would actually modify it to a year. So she made a practice of sitting
down with her team on a regular basis, and she asked them, “Hey, what’s up in your life? What
are you excited about? What do you see your future?” You know, the company, holding, etc.,
wasn’t as formal as The R-Factor Question, and that’s how she found out a year in advance
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that one of her team members, her husband, was planning on moving states. And guess what?
That meant that this person would also be leaving. So, and that’s exactly what happened. But
she said, if | did not sit down and ask about my team members’ future and what was up for
them, | would have been completely caught by surprise. | would have had two weeks’ notice.
Instead, she had months and months and months’ worth of notice about this person, and then
they could plan ahead and do it together and make sure it was an easy transition and all of the
things.

But often, | find that we’re too busy, like episode 310. We take them for granted, and we
assume that what was true in the past is also going to be true today and in the future, and
oftentimes that’s true. They might go, “Hey, I'm completely happy. | love what I’'m doing. | get
to do my Unique Ability. I love the projects.” Oftentimes that’s true, but sometimes you’ll hear
some hesitations like, “l need to do better on my savings. I’ve got a health concern. This is
what’s going on with my family, so we want to support our team.” In my attitude, which is not
everyone’s, | understand that, is that | want what is best for this person. | really hope that that
means that they have a future with me and with Strategic Coach. But if it’s not, | want it to be a
gracious transition. | want what is best for this person because | care about them, and this
could be my Relater, CliftonStrengths. | read the definition not that long ago, and | was like,
how did | not clue into this before? But said, you want to work hard with friends. That is so
true.

So all of the people I’'m talking to are my friends. So of course | want what’s best for them, not
just what’s best for the company. And ideally, those things line up. But | want tons of advance
notice if it’s not. And the team members who have left my employment, and the ones who said,
“Hey, this is what’s happening with me, and | want to make a transition, and this is what I'm
looking at.” Oh my gosh, one of my favorite people in the world did this, and she gave me
months and months and months and months’ worth of notice, and | am so grateful. She
actually went down to part time, and then she actually hired her replacement, who is the
wonderful Katrina that supports me now. And | am so grateful to Nicole. Some of you have
heard me talk about her because she did not leave me stranded. She treated me as a person,
not just her boss, not just her employer, and we worked it out together. It was fantastic, best
transition ever, and we are still friends. I’m very, very excited about her future. | have supported
her. I’ve had her on my podcast. She’s brilliant, so it felt fun that we kind of got to share this
journey together. She was with me for a long, long time, 10 years, but it meant that | could still
support her afterwards. She did not treat it like a transaction; she treated it as though we’re a
relationship, and that’s what you can do when you ask people The R-Factor Question.

So I’m going to repeat the question again. If you’re less familiar or if it doesn’t sound natural to
you, just practice in the mirror. It works, or practice on Zoom. That’s even better. So it’s if you
and | are meeting here three years from today, say the date. Looking back over those three
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years, what has to have happened for you, both personally and professionally, for you to feel
really happy with your progress? So just to break down the question, it’s actually supposing
that you are meeting there three years in the future. That assumes a relationship, and if that’s
not the case, the person will correct you. | guarantee it. They’re like, no. So that’s the first
thing. Again, depends on who you’re asking, but your team member will probably let you know,
or you’ll see the look in their face. And then, in terms of what’s going to make you happy with
your progress—so it’s progress, not perfection. No one’s holding you ransom for anything. It’s
not saying | need this position or | need this salary. Blah blah blah. It’s not that. It’s progress,
not perfection. And there’s only one person who’s an expert on what’s going to make them
happy, and that’s them.

So it’s actually a pretty profound question because people get really thoughtful, and
sometimes they haven’t asked themselves this question. Now, if someone doesn’t have a
bigger future, that may raise red flags in your mind. Just to let you know, they’re like, “Oh no,
I’m fine with everything the way it is.” Hmm. | want someone who’s growing, not static. So you
might need to provoke them, or you might have some different thoughts after that
conversation. But your best people are going to be ambitious. | love, love, love, love working
with ambitious people. So | know that they’re going to be growing. | want to know, how are
they going to be growing? How can | support them so they don’t see that they have to go
elsewhere to do that? You know, how can | help them expand? Again, this is how you keep
your people from being stolen. It means paying attention.

It means not just being so stressed by the market or by sales or marketing or what have you
that you stop paying attention to your team, who’s actually delivering on your brilliant front
stage that you have. So these conversations are strategic. They’re often great out of the office.
They’re great over Zoom, they’re great over coffee. If you can get together in person, | always
think that’s a little bit superior. Take a walk. Moving when you’re not actually looking at each
other can also be good. Going for a drive also comes to mind. That’s what | do with my kids.
So whatever works to have that conversation and set people up for success, you can let them
know the question in advance. Be prepared though for them to ask you as well. That’s
happened to me. I'm like, oh, hang on a second. | got to think about that, right? So then it
becomes a partnership, and that’s really what | think Unique Ability Teamwork is: is a true
partnership where really great, talented people are working together on a bigger result, each
contributing their talents, their creativity, their mental and emotional and physical energy, and
you want to make sure that that’s still in alignment, right? That’s really the most important thing
here.

But you’re not going to find that out unless you stop, and you’re curious, and you ask, and you
make it safe for them to answer. So that is my take on making sure that your people are not
stealable, because | want you to have first dibs, not somebody else. That’s the deal. All right. |
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hope this has positively provoked your thinking. Thank you, as always, 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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