
Chapter 5

The Nature of 
Team 
Leadership
My experience working as a team leader in a large 
corporate environment is limited to consulting and 
advice so rather than pretend to be an expert from 
that direction, I prefer to leverage my extensive 
experience leading teams of people into dangerous 
places in the Nepal Himalayas. 50 Groups of 
diverse and sometimes difficult individuals who paid 
to be led to where angels fear to tread. We didn’t 
summit great peaks, but for every one of over 300 
people who’ve joined me trekking in Nepal over the 
last 25 years, it has been a  life changing challenge 
on so many levels. Leading those teams has been 
an awesome insight, this is what I leverage here.



A trek in Nepal usually takes two weeks. Most of it is spent focussed on enjoying 
magnificent scenery and adapting to a different, technology free day. But there’s a 
dark cloud that hangs over everyone’s head on their first trek, and that is repeated 
over and over “will I get altitude sickness?”

After 40 trips and never having one single experience of it, I got it. The damn thing 
is that altitude sickness can affect us differently each trip. And they don’t know 
why.

So the first lesson I’d love to share about team leadership is that you can’t help 
others if you are knee deep in emotional, physical, mental, relationship, spiritual, 
financial or social disaster yourself. In Himalayan terms, I need to go to the 
mountains a week before my clients, acclimatise and thereby deal with any of my 
own stuff before the clients needed help dealing with theirs. 

I didn’t get this for the first 30 trips and more often than not I’d be struggling as 
much as my clients to gain a grip on the whole physiological and psychological 
change thing. I didn’t turn up for them consistently. And, in one way or another 
they complained about it.

On a daily basis we can’t lead a team if, in any of the seven ares of life, we’ve sunk 
below where the team is at.
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On one trek, four entrepreneurs came to celebrate their success. 
They’d been mates since childhood and this was an annual jaunt 
to a different part of the world. This year it was to climb a 
Himalayan trekking peak. And I was their leader.

Entrepreneurs are hard to lead because they love to lead. That’s 
why they’re entrepreneurs. Sometimes entrepreneurs are only 
entrepreneurs because they hate being led. These four guys 
we’re no exception.

After three days, I was no longer the leader of my own trek. 
These four had asked me over 2000 questions and I’d 
unashamedly answered all of them. Now, After three days they 
knew all they needed to know to do the trek. So, I stopped 
adding value.

I went from Leader to Follower in three days. Sure, it was 
tempting to change something so they would become dependent 
on me again but I stopped that temptation and simple went on 
the trek for the ride.

Leading people is easy. People want to be led. But they only 
want to be led when the leader adds value. If a person can link 
what they want to what the leader wants, all will be peaceful. 

If there is no link between the value the leader adds and the 
direction the team is going in, there will be trouble.

Leaders must add value or move over for someone that does.

Section 2

Add Value or Go Home
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    “We cannot solve our problems at the same level of conversation in which 
we create and maintain them.”   (Albert Einstein - paraphrased)

When we walk in Nepal we don’t need ropes. But if we did the 
metaphor is really powerful. If somebody needs help to get up a 
certain section of a cliff, we drop them a rope. We don’t go down 
to their level to help. 

The parallels in business and mindset are fantastic. As in the 
case of emotional upset, you can’t help someone by dropping 
into grief with them. And if someone is stressed there is 
absolutely no leadership value in becoming stressed about what 
they are stressing over. Good leadership is one step above the 
problem. Always “your stress is not my stress.

Sometimes this is difficult for leaders, especially those with 
Water dominant constitutions. They love to nurture with 
compassion which is a wonderful leadership process as long as 
“when it comes to the other side of compassion, Tough love, 
there’s no hesitation. Rescue breeds resentment.

You are never a prophet in your own home. And you can’t lead 
people you are too familiar with. In business we say “if you can’t 

fire a person, don’t hire them (means family or those you are too 
familiar with.

Leaders add value by solving problems and that means rising 
above the problems in order to see nature’s balance. Many team 
problems that need leadership intervention are interpersonal. Of 
those 90% are solved by helping the individuals rise above the 
problem. The person who can see balance - rises above the 
problem. This is called human consciousness and the team 
leader must be more conscious than the team.

If the team is a “Value Add” team then the leader must be 
operating at the Innovate level.

Section 3

Solve Problems by Rising Above them
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On 50% of the trips I’ve led in Nepal there have been people I 
couldn’t lead. There are three basic reasons: My competence as 
a leader in Himalayan Trekking was not the highest in the group 
(iI.e there was someone in the team that had more value as a 
leader than me - typically a Sherpa in my support team who had 
lived in the mountains all his life and climbed Mt Everest to the 
summit 10 times - “Panuru” Sherpa), the other two reasons 
belonged to the individuals I couldn’t lead. Either they decided 
that it was all too much to continue or, their habit in challenge 
was to become independent (and therefore, dangerous).

If someone decides that it’s all too much, they may be 
overwhelmed on a physical, mental, relationship, social, financial, 
spiritual or career level, but most often they won’t be able to 
work that out. Simply they’ll start attacking the leader and 
making their problems seem justified or they’ll try to recruit 
others into their pace to justify it.

Because we only have two weeks to achieve a simple trekking 
peak goal, one day lost because of one individual’s reluctance to 
keep pace is fine but more than that means the whole group is 
going to be hamstrung by an individual’s resistance to change. 

(excluding the physical justification which is altitude sickness or 
injury - which is also often associated with mental issues of fear).

So, in these situations I offer to “coach them up” evolving the 
individual who has put the brakes on and is impacting the team 
or “coach them out” - meaning give them a different team of 
guides and porter, that suits their lesser capacities. 

People respond differently to challenge and its really common to 
find those whose personal doubts and uncertainties turn to 
aggression and personal emotional attack on others. It’s the 
blame game and this is really toxic in a healthy team.

In a healthy and conscious team, any attempt to attack the 
leader at a personal or emotional level would be a warning sign 
to others in the team and they’d push back on any such game. 
This is healthy. But in an unhealthy team where there’s an under 
investment in teamwork skill, then a doubting individual will 
recruit others who have inklings of the same and there will be 
fragmentation of the team. So, the blame game needs to be 
handled quickly, in hours not weeks. A virus of doubt spreads 
faster than measles. It’s a matter of leadership self preservation.

Section 4

Know Who You Can’t Lead
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One thing I learnt really quickly in the Mountains is that you are 
not 100 in control of everything that happens. Nature has her 
own mind, and when she makes a choice, you have no power 
over it. In other words, not everything that happens can be 
explained by human intervention.

And another thing I learnt really quickly is that as a team leader, 
my judgements of people really matter.

I learnt that what I judge in someone, in any of the seven areas of 
life, I breed it, attract it or do it in a team (including my 
relationships)

“What I judge I breed, attract or become”

On my last trip a lady who had faked her preparation arrived at 
the Lukla airport at 2600meters into the Himalayas. She was 
140kg - hugely overweight and really a danger to herself and 
others. Immediately after seeing her get off the plane I knew I 
had work to do on my judgements or I simply wouldn’t Turn up 
for her as a leader. My judgements bought me down to her level. 
So, I welcomed her and others in the group and then escaped 

back to some privacy in a lodge and started the eight column 
judgement discard process.

It took me an hour to work it through but I did it, I immediately 
dumped my judgements and felt love for her. (balanced mind)

With that, she felt welcome, was not on the defensive and took 
my suggestion that she do a separate trek more suitable for her 
capacities. (I did a trial and error short walk with her around the 
area to give her an idea of the GAP between current reality and 
the trek demands).

If I had just pretended not to judge her she would have known it. 
We are really quite transparent. I’m extremely intuitive and can 
almost know people and their judgements better than they know 
themselves. I think we all have the capacity to do this but some 
just don’t trust it. 

This capacity is a vital team leadership skill. When people are 
unthankful, struggling to turn up, we need to know it even before 
they do, because an hour spent off centre is usually going to set 
a business team back a week and in Nepal it’s life and death.

Section 5

Deal with Your Judgements
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I was sitting in a lodge filled with smoke from the wood cooking 
stove. Back in the early days, there were no chimneys in these 
shacks. I’d had no sleep due to the flatulence that was an 
essential byproduct of the purely carbohydrate diets of potato, 
rice and the soupy liquid the locals lived on back then.

As I went to walk out the door into the freezing snow and icy 
path a monk asked me, through an interpreter, to carry some mail 
for him to the next village. Little did I realise that he saved my life 
by preventing me from walking in the early morning when the 
tracks were still pure black ice. 

Two hours later, and steaming with frustration at the incredibly 
long time he took to write the letter, and with no appreciation of 
the gift he’d given me by delaying my departure, I did what I’d 
done the whole of my life. I put my head down and charged, like 
a bull at a gate, powered by determination.

Twenty minutes later I was flat on my back, 100 meters down the 
side of a steep cliff with a badly sprained ankle, painful knee and 
super bruised ego. 

Emotion in the mountains is wonderful, It connects us to the 
beauty, the joy, the wonderful experiences of being in a majestic 
place. But acting on emotion, while walking icy trails or when 
leading a group, is a matter of serious disempowerment.

Emotion is half story. The lower the group’s consciousness, the 
more emotion they have. But the leader needs to be less 
emotionally driven than the team. The team’s emotions will be 
more than the leader. That’s why the leader is the leader.

A leader with more emotions than the team is more unstable than 
the team. This doesn’t mean the leader feels less emotional, it 
simple means they act with less emotion. 

This process of feeling the emotion in order to be fully invested in 
the experience of life, but not acting on emotion in order to be 
authentic and Turned Up in life is the whole simple focus of 
Innerwealth. It’s nature’s secret.... witness the storm and yet see 
the beauty of it. 

Feel the emotions, but never act on them.

Section 6

Don’t Do Anything Based on Emotion
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When the group I’m leading wakes up in the morning we sit and 
brief the day. The most important thing about this brief is to 
create a vision of where we’ll be at the end of the day.

That sets the outcome, result. There are many ways to explain 
this outcome to people. If the mindset of the individual is a “GOT 
TO” consciousness, then we paint the picture of the result as a 
nirvana, a paradice of great food, warm bed and satisfaction. If 
they are a “Choose to” mindset, then it’s better to present a more 
realistic picture of the result of the day, good news and bad, 
blended into an inspirational step. So, once the vision is set, I 
then encourage the team to forget the outcome and focus on 
small steps. 

With clear vision, and the path to it set, all we need to do is stay 
present, turn up in every moment. This means focus on small 
steps, with a vision of the future. 

It’s a duality that some people find hard, but it’s possible. The 
inner self is drawn to the moment, the next step. The outer self is 
drawn to the pleasure of the result. They can work 
simultaneously.

The person who is always trying to create something new is in 
some way discounting the present. They present an ungrateful 
attitude and are agitated, stressed and always wanting to move 
on.

The person who is always wanting to be present and thankful for 
the moment may lack direction if they do not have a vision 
behind their actions.

Big Picture mindset is critical for team leadership, however, that 
does not imply that team leaders are wise to simply focus on the 
future alone. Team leaders must be thankful for what is, as it is in 
order to have an inspirational aura around their life. Being 
thankful is an important part of that aura.

Section 7

Big Picture - Small Steps
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One day I was leading a group up one of the longest and 
steepest hills on the long walk from Jiri to Mt Everest Base Camp 
when an extraordinary thing happened that taught me so much 
about leadership.

One of the group of 14 people was struggling. We were only half 
way up a 1500 meter ascent, and we had to go down 1500 
meters on the other side before nightfall. The track was 
switchback and each step stole air from our lungs at 3,500 
meters. It’s a real test of step by step presence. 

I was motivating this lady to get her up the hill. We were only half 
way up and I was running out of good things to say, and she was 
running out of patience listening. Her pain and my incentives 
were coming to a cross roads and wherever that was, she was 
going to get stuck. That wasn’t an option.

Suddenly from behind the whole group (porters usually walk 
behind the group) the oldest porter, an uneducated man who 
could not read or write, came up beside us, he walked slowly 
beside us with his heavy 30kg load balanced on his shoulders 

and then, breaking tradition and protocol, without a word of 
English, reached down and took hold of my client’s hand.

She said nothing, he said nothing but suddenly her shoulders 
opened and her eyes went from deep examination of her feet to 
an awareness of the beautiful surroundings. She, went from 
motivation to inspiration with just the touch of this old man’s 
hand and his willingness to lead by example.

Occasionally she would look over to him, and he would smile 
back but for the next four hours she grew in confidence, 
overtaking others in the group and then reaching the top before 
everyone.

Inspiration requires a whole different approach to motivation. 
Where motivation uses a carrot and promise of greater things to 
lure us into activity, inspiration touches a deeper chord, probably 
a place of self confidence where we naturally enjoy what we do, 
no matter how hard, we turn up, in love with life itself. 

It’s an amazing difference. One motivating us to get things over 
and done with to benefit from the reward, the other celebrating 
the opportunity to be, doing, whatever it is, right now.

Section 8

Inspire People Don’t Motivate
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She arrived in Kathmandu and got blisters walking around the 
shops. A strong woman who’d overcome allot of family 
chauvinism to build her own business success. 

Other people in the group took a step away from her. She was 
really strong and not very interested in small talk.

As the trip went on, her attitude swung from aggression toward 
other team members toward me.

There’s always pushing and shoving amongst a team. If it’s 
healthy, it’ll be toward the objective of the team, but sometimes it 
can get personal toward the leader. It’s just part of the process.

Leadership functions at the boarder of support and challenge. If 
a leader expects 100% support they are going to be a “Yes 
please” leader and not really lead. They’ll follow. 

The “Wild and Dangerous” are the most extreme in support and 
challenge of leaders, they also get very personal. 

Resilience is not enough. Understanding is the key to dealing 
with this acceptance and rejection and if the leader tried to get 

more of one than the other their leadership will become 
ineffective.

This also moves us toward an understanding of the role of ego 
attachment in team leadership. If a leader takes credit for the 
team’s performance they’ll also have to take blame.

The way I handled the aggressive client in Nepal was simple. I 
just found those in the team who were balancing her aggression 
with affection (infatuation) of me, and fed them a few snippets of 
information that allowed them to back down, take me down from 
the pedestal. As they did, the aggressive client eased up on her  
stand.

Section 9

Expect Abuse
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On treks in Nepal I hire managers. I focus on leading. The ideal 
would be to do both, but in the Himalayas, there’s allot of 
variables in Management that would overwhelm me and 
smouther the process of leadership.

When we arrive at a lodge for the night, my team take over. They 
manage the rooms, the food, the heaters, the bottle refills, the 
showers and everything else. I simply focus on preparation for 
the next day and attend to any medical problems that might 
affect the next day.

Management means making people comfortable in the present 
moment, keeping people happy and making sure that in the 
moment, there’s more pleasure than pain.

Leadership is about the future, adding value to the future, helping 
people link where they are now and what they are doing now, to 
their future.

Leadership is about value adding. 

Some people love managing, some love leading. Some can do 
both. But the key is to differentiate them.

When we work on our top four priorities we build our self worth. 
When we work on low priorities we sabotage our self worth. 

What is a priority?

They are the four things, that if you do them every day, your 
objectives and vision will be met.

For me they are: Read, Write, Travel, Speak.

Section 10

Separate Leadership and Management
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My first trek was in 1986. I was new and my incompetence was 
demonstrated by getting lost in the mountains, alone for two 
whole days and nights. I learnt from that and the second time my 
incompetence was slipping down an icy slope and wrecking my 
ankle. The third time I went back, I took a friend and she had a 
panic attack, mainly because of my incompetence at taking 
people with me on trails that I’d become comfortable with but 
forgotten my own first time jitters.

After ten trips my competence was challenged less and less and 
trips started to go smoothly. This is a warning sign for anyone 
who is a leader of teams. When things go smoothly, it’s pre-
emptive of an incompetence attack. I would have been wiser to 
challenge myself and stretch to my incompetence.

Instead, I took fourteen people on a trek when the most I’d led 
before was 5. I was under staffed, under skilled, under prepared, 
under financed and under skilled and the results were nearly 
disastrous. On the first day we started late which was ok, but I’d 
underestimated the pace of a large group. We ended up in pitch 
black night, in a thunder storm walking along narrow paths with 

huge drops to the river. I lost five of the fourteen people in the 
dark and only good luck reunited us all at midnight.

One the second day one of the team I was leading got mountain 
sickness. He was a guy who only carried a camelbak backpack - 
only water on his back, but because of the taste, he didn’t drink 
any which is a gold guarantee for dehydration and altitude 
sickness. He had to go back, and I had to send my only english 
speaking trek guide back with him. Now I had 6 porters, 14 
clients, no Nepali/English communication and most of the lodges 
for the next three days of trekking in this remote area of Nepal 
were non English speaking. Add to this, Maoist Police extorting 
money, people struggling with sleep, poop and sore knees. My 
incompetence came with a rush.

Don’t aim for a smooth ride. Instead, ask yourself how you can 
challenge your own competence while not exposing you or your 
clients and team to uncertainty. In simple language, if you want 
to improve your rock climbing, there are rock climbing indoor 
training centres, best not to do it on a 1,000 meter rock face. In 
business, university is a good idea.

Section 11

Watch out for Your Own Incompetence - Frustra
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Crash and burn in front of your team and it’s a memory they find 
hard to forget. I was taking a group through a cave in Bhutan - 
where the process is quite a religious ceremony. You see, if you 
scrape your body through tiny rock gaps underground the 
Bhutanese people believe your sins are wiped away.

So, we’re 50meters underground, in a cave we couldn’t stand up 
in and could only crawl through, sometimes sideways. Then at 
the end of that cave and about 150 meters into the cliff face, the 
cave goes vertical and we have to clamber up and through these 
tiny gaps. 

I’m at the back, coaching everyone including a rather buxom 
Chinese lady who was having panic attacks in the pitch dark 
cave. Somehow, everybody made it through this last tiny slit, 
except me. I got stuck. My ribs got jammed, I couldn’t go 
forward and I couldn’t go back. Meanwhile the whole group went 
outside and sat down for a celebration lunch.

For twenty minutes I pushed and shoved until I gave up, semi 
fractured a rib and slid backward down the hole. 

So, I didn’t make it. Well, that’s not a big deal. Or is it? Is it a big 
deal when a leader can’t do what he or she tells others to do?

In this case it was. By the time I got back to the Resort with my 
27 clients, who, all but me, got through the cave, every 
Bhutanese person in the Resort was aware that my sins were so 
thick they couldn’t be scraped off in one go. I lost significant 
kudos as a leader there. 

My clients were also unforgiving. For them, the fact that I’d 
motivated the Chinese lady to do something tht I couldn’t 
seemed like a real failure in my promise to lead them.

Taking time out, throughout the day, keeps a leader fresh. That’s 
important. Airing your dirty laundry, getting tired, frustrated, 
depressed or angry is no state for a leader and those states are 
just as unforgivable as my cave crunch. 

Work life balance is not ok. Work work balance and Life life 
balance is the only real healthy, nature emulating balance we can 
strive for as an evolving team leader.

Section 12

Take Time Outs
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If you ask 10 people which way they prefer to go, given two 
options, the absolute reality is 50% will want one direction and 
50% will want the other. Or, one person will vehemently refuse to 
go one way, five won’t care and 4 others will want to go in the 
opposite direction. 

The essence of teams is that there is always balance. Those in 
favour and those against any proposed change may not balance 
in numbers of people but the determination of their opinion will 
be 50% split.

That’s nature.

About half way to the summit of a trekking peak people start 
questioning whether they really want to go there. It’s a 6 hour 
final assault on a trekking peak that’s been the goal for 4 months 
at least and here we are, 3 hours from the destination. 

Those who were motivated by the infatuation or glory of 
achievement will be worst hit. Those who were not attached to 
achieving peaks will find it quite easy. Reason - Doubt Kills.

Doubt is that half way place between can and can’t. It’s the half 
way point between want it and don’t. Doubt is not ambivalence, 
because ambivalence is a couldn’t care less place, one way or 
the other, it doesn’t matter.

Doubt is when a leader wants it, but doubts their capacity to 
achieve it. This is a hell hole, and yet, doubt serves a function. 

If we charge on, regardless of doubt we’re likely to run face to 
face into what was causing our doubt. So, intuition and doubt are 
similar. 

Certainty on the other hand is no clarity. Certainty is only meant 
to define what you want. Not how, when, where, why, who or 
what you will get. Certainty is a knowing beyond doubt.

However, certainty and doubt are not enemies. Doubts can warn 
us of impending dangers along the road to those things we are 
certain we want, As a leader we need to remain flexible about 
how and when things happen but certain they know what they 
want to happen.

Section 13

Be Clear and Certain About the Vision
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Nature sabotages anything that doesn’t follow its purpose. WE 
do to. We have seven areas of life and if we can’t link each of 
them to each other, we sabotage them.

So, whatever we are doing right now must have some link to our 
vision, otherwise we sabotage it.

It’s never about what we’re doing. It’s always about whether we 
can link it.

When my team is trekking in Nepal they often go into uncertainty 
and doubt. So then I just sit with them and ask, “How does 
achieving this outcome, benefit your relationship, your financial 
strength, your career, your health, your mind, your spiritual self?” 

If the person can answer that, they’re absolutely at their best. 

If it gets really desperate I might say “How does making the next 
step benefit your relationship, your financial strength, your career, 
your health, your mind, your spiritual self?”

What we can link to our visions in all seven areas of life we’ll do 
with enthusiasm. What we can’t link we’ll sabotage.

If you are leader of a business and somebody asks you, “How 
does running your own business benefit your relationship?” and 
you reply “it doesn’t” then either your relationship or your 
business is going to struggle.

If you are running around the park and someone asks “How does 
running around the park benefit your career, and you can’t 
answer it, either your running will deteriorate into a form of forced 
joyless exercise or you’ll be looking for a new job soon.

Linking whatever you are doing to whatever you want is the 
single most important element of self leadership and leadership 
of others.

All seven areas of life need to be linked to all visions. No self 
sabotage for team leaders please.

Section 14

Link the Moment to The Outcome
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Chapter 6

Making Every 
Moment 
Count
The older and wiser we get the more we value time 
but it doesn’t have to take age or experience to tell 
us that the cost of not Turning Up as nature 
intended will have far reaching consequences in all 
seven areas of our life, including the teams we 
belong to. This chapter talks about living as nature 
intended and making every moment count.



Time is so precious. What we waste we can never get back. With what we wisely 
we can create amazing value. Everything matters. Even down to that bad thought 
that flicked through your mind or the day you didn’t turn up for life because you 
were disheartened about the future. 

Making every moment count means living as nature intended. Every grain of sand 
on a beach is important. Every drop of water in the ocean adds value. Every 
moment of time we are either aware or unaware and the difference it makes is 
extraordinary.

A lazy morning, a clumsily eaten meal, stomping our heals and shaking vitality 
from our body, an ungrateful and ageing thought and a thousand other 
opportunities to drop the bundle will all, each and every one, have a disappointing 
consequence.

WE each have a GAP. A space between where we are and where we want to be. 
The longer it takes to bridge that GAP the more likely we are to settle for a lower 
benchmark, a disappointing consequence in our lives. But it doesn’t need regret to 
teach us that the pain of regret outweighs the pain of discipline.

Making every moment count is one of the keys to more evolved living and 
teamwork.

Section 1

MAKING EVERY MOMENT COUNT

1. Make a Plan

2. No Excuses

3. Live the Result (stay Hungry)

4. The Journey is Important

5. Include 7 Areas

6. Early Detection of Lowered Self Value

7. Value time

8. Turn Up Early

9. Balanced, Centred, Calm

10. GPCL - Stay Content

11. Emotional Showers

12. Grounding Yourself

13. Nature View

14. Get over it fast

15. VIP - Learn to Adapt

About You - Your Teams And The Value of Time
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