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Tips for the reader
Please check our website www.profoundleadership.com.au for additional tools (including free
downloads), online training, resources, educational blogs, forums, workshops and many more
valuable products and services that we offer to our industry.

Disclaimer
The information contained herein is provided on the understanding that it neither represents nor is
intended to be advice and that neither the publisher nor author is engaged in rendering legal or
professional advice. The intent is to offer you, the reader, a variety of information to provide you
with a wider range of choices both now and in the future, recognising that we all have widely diverse
circumstances and viewpoints. While all attempts have been made to verify information provided in
this publication, neither the author nor the publisher nor the marketing agents assume any
responsibility for errors, omissions or contrary interpretation of the subject matter under any
condition or circumstances. If expert assistance is required, competent professional advice should
be obtained.
PROfound Leadership, its directors and authors or any other persons involved in the preparation and
distribution of this publication, expressly disclaim all and any contractual, tortuous or other form of
liability to any person (purchaser of the publication or not) in respect of the publication and any
consequences arising from its use by any person in reliance upon the whole or any part of its
contents.
All our materials are copyrighted. You are welcome to share the valuable information with your
team, but you must not remove our business information. And please do not electronically share
information that is being sold by PROfound Leadership.
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1 Introduction
All of us have at least once in our life set a goal. You might be someone who has NOT yet come up
with a life vision and written up goals supporting that vision. But at the very least think of past New
Year’s Resolutions that you all too quickly abandoned because they were too hard to keep up. You
failed because you stopped doing something that gave you satisfaction of some sort – even if it was
destructive to your wellbeing, to your relationships or other areas of your life.
A goal, explained in simple terms, is a desired result, envisioned by somebody and accompanied by
an effort aimed at achieving that result. We then need to perform actions that get us to the results
we are seeking. Quite often, people unfortunately mistake actions for results. You can only smash
your goals, if you have actions that support that goal and get you all the way to the end. Running
around on the soccer field being in ball possession 100% of the time will not win you the game – you
need to actually kick the ball and score.
Every second of every single day, you do an action (sleeping, watching television, sitting in a bus,
standing in a queue, brushing your teeth etc.).
You cannot not be doing an action.
In other words, time cannot be empty. So, you better make sure that those actions support you in a
positive way, and help you kick your goals. (A word of wisdom: procrastination is NOT an action; to
procrastinate, you need to do an action, like watching television instead of weeding the backyard).
As mentioned earlier, there is a reason why so many people fail with their New Year’s Resolutions
(or other goals, but the New Year’s ones are a classic). Human beings cannot just remove an action.
By removing something, you create a vacuum and something else is being sucked in. For example:
Anybody that tried to quit smoking and did not replace the smoking with something else, will know
that you start smoking again sooner or later. Therefore:
Never remove, always replace!
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At the core of changing your current actions to Result Focused Actions is to know what you want, in
other words the goals or results you are seeking. In the earlier example of the smoker, the goal
might be to test in the normal lung function range within 12 months of quitting. (See how the goal
does not say: stop smoking? That would be an action. A goal needs to be SMART - specific,
measurable, achievable, realistic and timely.)
Once you clearly defined your aim, look at what you do every single day and replace the actions that
move you away from your goals with new, focused actions that get the results you are looking for. If
you want different results, you need to change your actions.
Here is an example to give you an idea about the concept:

STOP
-

START

Smoking first thing in the morning
when getting out of bed
Social smoking with friends (i.e.
backyard BBQ)
Smoking instead of eating
Smoking to keep the hands busy

-

Jump in the shower and brush your
teeth
Meet your friends in a different
surrounding (i.e outdoor pool)
Eat a fruit, some nuts or chew gum
Play a game on the phone

Result: Test in the normal lung function range

within 12 months of quitting

-

Finding excuses
Smoking
Same routine
Stress

-

Calculating the cost of smoking
Go for a walk
Shaking up the routine
Mindfulness

LESS

MORE
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The following quadrant might serve you as a tool to becoming clearer on what you need to do to
moving you closer to achieving your goals. In the “Results” box, state your goal in positive terms (i.e.
Creating Team Harmony). Then write down which actions you need to stop and which ones you need
to start doing, and what you need to do less and more of to get to your chosen result.

STOP

START

Result:

LESS

MORE

Replacing an old action with a new action is not always easy, like for example swapping smoking a
cigarette with going on a bike ride. But having said that – it is only difficult if you don’t know what
you are doing - it is very easy if you KNOW what you are doing. Let me further elaborate on this
statement.
Every action you take gives you a feeling or a secondary gain of which you might not be aware of.
For example, from smoking a cigarette, you get a feeling of ‘smoking a cigarette’, which might in fact
be feelings of belonging, rebelliousness, smoker community, relaxation, comfort, etc. But from going
on a bike ride, you might get feelings of satisfaction, accomplishment, achievement, power, pride,
etc.
© PROfound Leadership
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This is a mismatch of feelings, or comparing apples with oranges, and the reason why so many
people fail to achieve their goals or follow through with their New Year’s Resolutions.
People don’t necessarily want to perform a certain action, they want to get the feeling from it.
Like smoking to feel rebellious; moving to the richest suburb to feel superior; spending their
weekends on the bike to feel proud; etc. But more insights on this in chapter 3…

2 Secondary Gain (Hidden Values)
Have you ever been doing something that you knew was not helpful for your career and life, but you
still kept doing it? It could manifest as self-sabotage even, for example you keep getting angry and
yell at people, even though you know that it creates a rift and is the opposite of what you want. If
you have these patterns that don’t work for you, then we need to talk about the payoff for this
negative thought or action, whichever it may be for you. Because on some level your self-sabotage
strategy has a benefit.
We only do what works for us. In other words, if we didn’t get anything out of it, we wouldn’t do it
any more. Now, you’re probably telling yourself that you are an exception to the rule, but you’re
not; there are no exceptions. Think about a habit you would like to change; you might express a total
commitment to changing your behaviour, yet within a short while you are back to your old patterns.
This is, because on some level, staying with the old choice was working for you. If you want
something and find yourself falling short at the last moment or justify why you can’t do it, then you
are in the grasp of hidden values.
Often, our hidden values are based on one of the 3 universal fears: Fear of not being loved, fear of
not being enough, or fear of not belonging. Or perhaps all three of them. I would like to mention
that hidden values are not necessarily something bad, but we need to recognise them, release bad
strategies, and use the hidden values in our favour. But more on that later.
Human beings will always get their needs met. Preferably, they get them met positively - but if they
can’t do that, they get them met negatively. We are value-fulfilling machines, and always jump at
the chance to do more of what we love, without logic. One very important point to make: if we can
find a better, more positive and resourceful way to fulfil our hidden value, we will go for it.
A hidden value is nothing else but the fear of going outside of our comfort zone. We fear the
unknown, and the ability to control every step that lies ahead of us. We want to have certainty
before we act. Or so we think. Can you imagine a life where you knew every little detail in advance?
Even though we think we want to know everything there is to know about our day, and life, and
health etc., human beings even more want to be challenged so we can find out what we are capable
of.
The most common hidden values that we’ve identified by working with people over the years are:
HIDDEN VALUE
1) Attention
2) Authority
3) Belonging
4) Control (Power)
5) Rebelliousness (Fun, Playfulness)
6) Superiority (Learning)
7) Validation

CORE NEED
(Significance)
(Certainty)
(Connection)
(Certainty)
(Variety)
(Growth)
(Significance)
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There is no need to be afraid of your Secondary Gains. For example, a new-born baby owns all the
above, and yet is an adorable, pure, innocent human being! It is only the hidden values that are
fulfilled in a disempowering way that get us in trouble.
When we think about our values, we might think that they are fun activities like rock-climbing or
bungy-jumping, but the real, underlying value might be rebelliousness, superiority and danger. On a
side note: never judge somebody’s action. Rather, look closely at what this person is seeking in order
to fulfil their secondary gain or hidden value. You might be able to assist them in finding more
empowering ways to fulfill this hidden value…
If you would like to get to the root of your secondary gains, or hidden values, and successfully
change your actions, you need to be brutally honest with yourself, just like you would be the most
narcissistic human being. Everybody has self-doubts and fears. Everybody wonders if they have what
it takes. No exceptions. But why passively accept the excuses you have told yourself if all they do is
keep you from becoming the successful leader you ought and deserve to be? Only once you truly
know why you are doing certain actions (and what feelings you get from them), you can come up
with more empowering replacement actions that will give you the same feelings.
Rules to get to the root of your secondary gains are:
1) No shame
2) No guilt
3) No fear
4) No judgement
A great strategy to release disempowering secondary gains (or hidden values) is to:
Write down a list of 100 things to support the opposite of what you think you could lose
For example:
 If you like to be in control and don’t go on a holiday because you fear that you won’t have full
control, write a list of 100 things that you would HAVE control over during your holiday; or
 If you would like to get rid of the pain in your body to regain superiority and control, write down
100 answers to the following question: How would getting rid of my pain today make me even
more superior and give me a greater sense of control?
We only defend the things we pretend we are not! The second we admit our secondary gain, we do
not need to perform that action again, because it is liberating. When we release and own our hidden
values and they are out in the open, we stop projecting them onto other people.
Don’t get rid of your hidden value, but use them for yourself. Don’t ask anybody else to give it to you
- give yourself attention, learn for yourself to gain superiority, have fun to gain rebelliousness,
belong to yourself, give yourself control, validate yourself, etc. The most empowering human being
is the person that fulfils their own values -the power within. Stop the mediocrity, and fully
appreciate yourself. For example: I personally am thankful for my superiority (it is a GOOD thing),
because I can give value and teachings to the people around me. It is intellect, not attitude!
“May your choices reflect your hopes, not your fears.”
~ Nelson Mandela
It is in our power to flip the rules, to move from disempowering fulfilment to empowering fulfilment of
our hidden values. So, figure out what benefit you have from the things that are ultimately holding you
back and find other, more productive, ways to get the same advantages. Once you do that it is like adding
the last missing secret ingredient to complete your own signature dish for success.
© PROfound Leadership
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3 Empowering Values
Let’s look at an example of replacing an old action with a new, improved action, basing it on the
principle that you need to replace a feeling with the same feeling. Firstly, what would NOT work, is
replacing smoking a cigarette with riding a bicycle. Because smoking a cigarette provides a feeling of
rebelliousness, whereas riding a bicycle provides a feeling of pride. The reason why this would not
work is that we replaced a feeling with a different feeling, and therefore create a value/feeling
conflict! We need to replace an old action with a new action that provides the same, but more
positive and stronger feeling.
So, what WOULD work, is replacing smoking a cigarette with riding a Harley. This would be a new
action that provides more empowering rebelliousness than what you get from smoking a cigarette.
We can also demonstrate this principle in a ‘scale of fulfilment’ diagram, with the example of
smoking and the hidden value being rebellious.
The diagram shows the disempowering path on the left, starting off with lighting a cigarette, which
might not feel rebellious enough after a while, then moving onto using Marihuana which is illegal,
and possibly eventually on to ICE which is not only illegal, but also detrimental to your health.

Secondary gain (Hidden Value)
i.e. rebelliousness

On the right, you see the empowering path of achieving the same feeling of rebelliousness, but this
time choosing better, more positive actions. Every action is directly replaced with a more
empowering action providing the same feeling.

Old Action ->
Use ICE (illegal)

New Action ->
Be an activist

Direct replacement
of hidden value

Old Action ->
Use Marihuana
(illegal)

Old Action ->
Lighting a cigarette
(legal)

Disempowered (negative)

New Action ->
Skydiving

New Action ->
riding a Harley

Empowered (positive)

By replacing an action with another, you change your identity. For example, when you replace
smoking with riding a Harley, you no longer are a smoker, but are now a Harley rider. With this
change in identity, you do not need to do the new action at the same frequency, for example
smoking ten cigarettes per day. You can just occasionally ride a Harley, or possibly never again. You
simply shift into the new identity and say “I am a Harley rider” (and believe it with every cell in your
body).
© PROfound Leadership
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If the new action gives you a more empowering feeling, you never go back to a previous action - why
would you? But if an empowering action is taken away or a person is forced into a previous action,
they will go back to the lower level, and eventually cross back over to disempowering actions and up
the ladder there.
So, now it’s your turn. Think of a disempowering activity you regularly do, that does not at all serve
you.
Disempowering action:
First, you need to consider why you would like to change this action into a more positive one, and
what your ultimate result, or goal, is. Remember that the goal needs to be SMART (specific,
measurable, achievable, realistic and timely.)
Result (Goal):
Now, have a think about the feeling, or hidden value, behind this activity. As mentioned earlier, the
four basic rules to get to the root of your hidden values are: no shame; no guilt; no fear; no
judgement.
Feeling (Hidden Value):
Next, ask yourself what action would be more empowering and provide you with more of the feeling
you are seeking, than the old action has given you. Remember: If you do not swap an action with an
action and link the feeling between the actions, this strategy does not work!
Question to ask: What is a more empowering activity and provides more (hidden value)
__________________________ than (disempowering activity) _____________________________?
Scale of fulfilment:

Secondary gain (Hidden Value)
i.e. rebelliousness

Direct replacement
of hidden value

Disempowered (negative)

Empowered (positive)
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Once you identified a new, more positive and result focused action, give at least 10 answers to the
following question: How does this new chosen action give me more of that feeling?
So, for example if you have chosen ‘Creating Team Harmony’ to give you Belonging, how does this
new action give you more of your hidden value ‘Belonging’?
1.
2.
3.
4.
5.
6.
7.
8.
9.
10.

Every action, including procrastination, has a direct impact on your results. And by learning how to
effectively replace negative actions with more empowering actions, you are a step closer to follow
through and succeed in achieving your results.
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Space for notes

© PROfound Leadership

1300 936 313 | info@profoundleadership.com.au | profoundleadership.com.au | ABN: 47 883 112 985

Result Focused Action

© PROfound Leadership

1300 936 313 | info@profoundleadership.com.au | profoundleadership.com.au | ABN: 47 883 112 985

13

Result Focused Action

14

About PROfound Leadership
CONFIDENCE | ACHIEVEMENT | FULFILMENT
PROfound Leadership is a dynamic Melbourne based business that operates throughout
Australia and internationally. We help successful but unsatisfied managers to not only
accomplish tangible achievements, but to also increase their confidence and fulfilment.
Our elite and proven strategies empower self-driven and competent managers to stay in
control 100% of the time, so they can positively impact the people around them through
their actions and authentic leadership style. Even if their short fuse has often caused
regrettable situations before.
Three key factors make us unique:
1.

2.

3.

All our professional development content (including online training courses, inhouse workshops, books, videos, webinars, live Q&A sessions, and one-on-one
coaching and mentoring sessions) is developed and delivered by our director and
CEO (Chief Education Officer) Martin Probst. We are confident that our training is
the only one of its kind where the creator is not afraid to share all his knowledge.
We are famous for instant and profound results. We proudly follow our own
PROfound Leadership Methodology, the blueprint for successful and confident
leaders. This ground-breaking method is your compass to overcome the toughest
challenges in today’s busy and ever-changing environment, and has been
specifically designed to elevate you to a whole new level of success.
We know that one approach won’t suit everyone, so it’s part of our philosophy to
find ways to make our training accessible to as many people as possible. We
offer you flexibility by designing and presenting our user-friendly courses online,
as well as delivering tailored in-house workshops for your team or organisation.
However, we appreciate that applying newly acquired leadership skills and
methods can pose a challenge, which is why we also offer one-on-one coaching
services to successfully implement your strategies.

Find out about our services and products at www.profoundleadership.com.au

PS: If you are struggling with staying calm and collected during challenging situations, and
are often frustrated with your staff, head to our website www.profoundleadership.com.au
and sign up for the free training video series “The Shocking Truth About Losing Your Cool – 4
crucial questions that must be answered to calmly and confidently deal with conflict”
(valued at $144).

© PROfound Leadership

1300 936 313 | info@profoundleadership.com.au | profoundleadership.com.au | ABN: 47 883 112 985

