
get people on our side?” This is especially 
true because most of us, you and me, really 
don’t like change in any form. We prefer the 
predictability of doing things as we’ve always 
done them – although we do pray that by 
some miracle we will get a different result.

The question of getting people on board is 
not as difficult to answer as you might think, 
and this is where Engagement, Explanation, 
and Expectation Clarity play such an 
important role. Not only do they ensure that 
there is great communication between you 
and the people on your team, but they also 
clarify exactly what you need, as well as giving 
them evidence of how respected they are in 
your business. It’s the first step in your ability 
to become a ‘super-coach’ and an effective 
leader that everyone loves.

Viktor Frankl was a European Jew who was 
caught up in the concentration camps of 
Hitler’s Germany. But he was one of the few 
who actually survived, and, when qualifying 
as a psychologist after the war, he spent his 
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Let me start this month’s column with 
a quick story. I was at one of SA’s leading 

grocers, looking for celery salt that seemed to 
be in short supply for a long time. This time, 
however, I decided to speak to the manager, 
and her response to me was, “Oh, they never 
send us enough supplies. The warehouse is 
supposed to send us what we ask for, but 
they never do.” This is a classic example of 
not taking responsibility, and redirecting the 
blame elsewhere, and even though she was 
the manager, she tried to distance herself 
from the problem. There are lots of reasons 
why employees do this, but it really doesn’t 
help our customers.

What do you believe are the most important 
things you need to do to avoid such behaviour 
in your team? 

Last month I introduced the 10 Es of 
managing and motivating people, and 
discussed how important it is to enlist and 
recruit the right people. In this month’s 
contribution I’d like to focus on the next 
three Es: Engagement, Explanation, and 
Expectation Clarity. Of all the 10 Es, these 
three are probably non-negotiable, because 
they are vital to your success as a leader.

Chan Kim and Renee Mauborgne, authors 
of Blue Ocean Strategy made the important 
point that implementing any new strategy 
or initiative in your organisation completely 
depends on the support of all people who 
work there. But the question is, “How can we 

whole life wondering why he survived when 
others didn’t. He realised that it wasn’t just 
a stroke of luck, but that his own attitude 
played a major role. Unlike Sigmund Freud, 
who had suggested that man was driven 
primarily by seeking pleasure, Frankl argued 
that it was man’s search for meaning that was 
the primary driver.

What is “man’s search for meaning”? It’s 
really about achieving one’s highest potential, 
about being the best you can be at what you 
have chosen to do, about making a difference 
not only in your life, but in the lives of others 
too. I’m not denying that when people are 
hungry, cold and just barely surviving, that 
they are going to be purely driven by a higher 
purpose – that’s obviously just insane, 
However, once our basic physical needs 
are taken care of, and we have managed to 
survive and shelter ourselves from this wild 
world, then nurturing others, being nurtured 
by others, producing good work, and making 
a difference in the world are vitally important.

The ultimate respect
Engagement, Explanation and Expectation clarity

Aki Kalliatakis
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In this series of Supermarket & 
Retailer’s articles, we share stories 
of what some organisations and 
managers have done to motivate 
and inspire their teams. We give you 
practical ideas of what you can do to 
create the most amazing, customer-
driven company in the world.

Everything can be taken from a man,  
but one thing: the last of the human freedoms  
– to choose one’s attitude in any given set of 

circumstances, to choose one’s own way.
Viktor E. Frankl
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available. It doesn’t matter what the cause was. What’s important is 
that the leader that she reports to did not engage with her and explain 
why these things happened, and how she could deal with it. 

I heard a wonderful story from Starbucks, which does tons of 
training for all employees every month. One of the mantras they use 
is to say, “Your apron is your shield.” They give people the tools that 
they need to deal with these situations, and they show their constant 
support as leaders.

Finally, people know exactly what is Expected of them, and 
understand the new rules of the game. The manager takes the trouble 
to explain why, what and how he or she specifically wants from each 
person – what they must say and do to be effective. Each person 
precisely understands the standards by which they will be judged, 
and know how they can be successful. (The penalties for failure are 
also clear.) Part of this is to state who is responsible for what. This is 
also where “buying into the vision” plays such an important role. 
There are just too many boring and uninspiring vision and mission 
statements that people will never feel part of, nor want to put in any 
energy to pursue.

So, instead of sitting in your office pouring over spreadsheets 
and reports, go out and talk to people on your team – it will make 
a massive difference.

(By the way, as an aside, the next time celery salt became available 
at the supermarket, you know exactly what I did – I bought three 
bottles and hoarded them. This contributed to another shortage since 
customers didn’t know when they would next see that product again.)
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Let’s look at how these three Es can help.

Engagement is when the leader encourages individuals to share their 
opinions, and to get actively involved in sharing ideas and suggestions 
for improvements, innovations, and adding value. They can be quite 
formal, but they can also be quite informal – what the Americans 
like to call ‘fireside chats’. (People also get recognised, rewarded and 
celebrated for these.) It’s all about listening to employees’ opinions 
and thoughts. You may not agree with what you have heard, but you 
have shown the person that you value them. Sam Walton said, “Listen 
to everyone in your company, especially the ones who actually talk to 
customers. They really know what’s going on out there.” 

Explanation is also part of this important series of conversations. 
Help people understand why most decisions are made in the 
way they are. Take the trouble to do this, because unless people 
understand the ‘Why’, they cannot do what you ask of them. They 
should have no doubts about how things work around here, and feel 
respected by the fact that the manager shares this information. 

If we look at the example above with the celery salt, I could probably 
assume that the person I spoke to had good reasons for not taking 
responsibility for my problem. She may have feared that she would be 
reprimanded for causing the customer unhappiness, or perhaps she 
felt that no matter what she did, the issue would never be resolved, 
and she was just wasting her time. Or maybe she felt that this 
customer – me – was just being a petty troublemaker that wanted to 
treat her poorly and cause heartache. Perhaps she didn’t want to set 
a precedent where customers kept asking for products that weren’t 
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