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THREE CORE DRIVERS 
TO SUCCESS

WHAT WOULD YOU DO TODAY IF YOU 
KNEW YOU COULDN’T FAIL?
In July 2013 I was on my way to speak with a school group about 
success. I had a presentation ready to go which I’d delivered 
before, and I knew was one that inspired and motivated people.

But on the drive I realised the presentation had the filtered 
version of success: the nice version, the easy to sell version.

And I also realised that these school kids deserved better.
So while driving I formulated a completely new presentation 

on creating success: the unfiltered version, the real version.
They deserved the truth, and so do you.
You have now read the 12 rounds of the Unfair Fight; you 

now have the tools and strategies to become David and to slay 
Goliath.

Now you need to know the reality of what it’s going to take 
to be successful.

There’s a price to pay. The price is tiny in comparison to the 
reward but, even so, most people aren’t prepared to pay it.

That’s the reason why such a small percentage of people 
have most of the wealth — only a small percentage of people 
are willing to pay the price of success.

In my experience less than 10% of people will ever finish a 
book they buy. But because you have read this far, I know you 
are in the minority who is ready to pay the price of success. 
So here it is.
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1. HUNGER
I heard this story from Eric Thomas, a motivational speaker:

A young man wanted to become a millionaire, so he sought 
out a guru who was rumoured to know the secret of unlimited 
wealth.

The young man says to the guru, ‘I want to become rich, I 
want to be successful, I want it all, can you help me?’

The guru smiles and says, ‘Meet me at the beach tomorrow 
at 4 a.m., and I will show you the secret to success.’

The next morning, the young man arrives at the beach at 
4 a.m., dressed for success in his best suit. Upon arriving, he 
sees the guru in his swimmers and already in the water.

The guru greats the young man and beckons him into the 
water.

‘This is an expensive suit,’ says the young man. ‘I want you 
to teach me to get rich, not to swim.’

The guru smiles and says, ‘I can only reveal the secret to 
success in the water.’

So the young man steps into the water and walks until he’s 
waist deep.

‘Come further,’ says the guru as they continue to walk deeper.
The young man becomes irritated. ‘Listen old man,’ he 

says, ‘I’m already in the water. I didn’t come here to learn to 
be a lifeguard. Tell me the secret to success right now or I’m 
getting out.’

The guru smiles and replies calmly, ‘You are already waist 
deep. What’s a few more steps?’

So the young man wades deeper into the water until the 
water is up to his neck.

‘So what’s the secret? Tell me,’ the young man demands.
The guru says, ‘Certainly’, and he grabs the young man’s 

head and forces him under the water.
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The young man is surprised and annoyed, but he figures 
the guru will pull him out soon, so he plays along.

After 30 seconds the young man starts to get really short of 
breath and he begins to flail.

After a minute the young man is really starting to panic and 
he fears the guru might be going to kill him. He summons his 
last bit of energy and punches the guru in the solar plexus, 
then forces his way back to the surface.

After a minute of spluttering and regaining his breath he 
looks at the guru, ready to punch him, but he sees the guru 
smiling at him.

‘When you want success as much as you wanted air at that 
final moment when you fought for your life, then you’ll be 
successful,’ says the guru.

The first and most important factor that will determine 
your success is how hungry you are for it, how much you 
desire it.

You need to want success as much as the young man wanted 
air — then you’ll be successful.

In the moment when the young man fought for his life there 
was only one thing on his mind: air. He wasn’t thinking about 
TV, or his next meal, or sleep, or what his friends were doing, 
he had only one thing on his mind.

To be successful you have to get so focused that the average 
person would call you fanatical. You have to get so hungry for 
success that it is the only thing on your mind. You have to get 
so hungry that you’ll do whatever it takes, that failure is not 
an option.

Most people spend their energy in so many different 
unimportant directions that they never achieve anything 
exceptional. They are too busy watching TV, catching up for 
coffee, checking Facebook — insert whatever you do here — 
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that they leave no energy for the truly important stuff: the 
stuff that’s going to make them proud of their lives, the stuff 
that’s going to mean they maximise their impact in the world.

I believe that if you aren’t hungry, then you have two 
options: either get hungry or give up — it’s that critical.

SO HOW CAN YOU GET HUNGRY?
It’s really not that hard. There’s a two-step process.

1. Get clear on what you want

The first step is to get clear on what’s important to you, to 
set meaningful goals. This is well covered in Round Three of 
Unfair Fight.

2. Get clear on why you want it

This is the secret to getting hungry. We only want to achieve 
our goals because they are going to do something for us 
and for the people we care about; the goal doesn’t make you 
hungry, the reason for the goal does.

When the ‘why’ is strong enough the ‘how’ will always 
reveal itself. Your ‘why’ transforms a goal into a standard, 
something that is a must, something that is non-negotiable.

Here’s an example of what I mean.
Would you like $100?
Imagine you are walking along a street and you spot a 

house. The house is on fire and surrounded by a moat, and 
in the moat are vicious sharks with laser beams strapped to 
their heads, and around the moat is a 2-metre-high razor wire 
fence, and on the fence are a gang of poisonous dart frogs.

A man beside the fence says to you, ‘There’s $100 on the 
table in that house, it’s yours if you can get in and take it.’

What would you do? You’d tell the guy he’s crazy and keep 
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walking of course. You want $100, but only if it’s convenient. 
You aren’t prepared to pay that price to get it.

Now imagine you are walking along a road and you spot the 
same house with the fire and moat, the laser beam sharks, 
the razor wire fence and the poisonous dart frogs.

The same man says to you, ‘Your child is asleep in that 
house, and she isn’t going to wake up before the house burns 
to the ground, you’ve got five minutes.’ (If you don’t have a 
child imagine any other loved one is in that house.)

Now what would you do to get in the house?
Whatever it takes.
That is the power of your ‘why’. That is the power of hunger.
When I started MedRecruit I had no experience in business 

and I’d never worked for anyone other than as a doctor in a 
hospital, or on ski fields, or doing my pamphlet run as a boy. 
All I had was hunger. But that’s all I needed because from 
hunger came everything else.

I built a business that became the fastest growing business 
services business in New Zealand, and the second fastest 
growing business overall in the country because I was hungry.

Do you think there were other businesses with more 
experienced management, better capitalisation, and more 
professional governance? Of course there were.

But I was hungrier.
The next two steps to create success only work when you 

have the first in place. You have to be so hungry that success 
is all you think about.
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2. YOU HAVE TO BE WILLING, AT ANY 
MOMENT, TO SACRIFICE WHO YOU ARE 
AND WHAT YOU HAVE, FOR WHO YOU NEED 
TO BECOME AND WHAT YOU WANT.
What got you here isn’t going to get you there.

To get from where you are to where you want to be will take 
some sacrifices.

The reality is that anything you want is available, you just 
need to give up some things.

The irony is that when you are hungry enough the sacrifice 
doesn’t feel like a sacrifice at all.

When I started MedRecruit I didn’t take a holiday for over 
three years. I consistently worked 12–14 hours a day, six or 
seven days a week.

To do that I had to give up a lot of the distractions that 
previously filled up my life, but because I was so hungry I 
didn’t miss them at all.

What do you do that eats up your time, but doesn’t take you 
closer to success?

How much time do you waste watching TV, on Facebook, 
catching up endlessly with people, etc?

When you say ‘Yes’ to something, you say ‘No’ to something 
else. If you are saying ‘Yes’ to what’s unimportant then you 
are saying ‘No’ to success. You must become conscious of this 
behaviour.

In 2011 I decided that I wanted to compete in the 2014 
Winter Olympics, with the goal of winning a gold medal in 
skier-cross. But the goal was third on my list of priorities 
after my family and my business, so I was only prepared to 
train four mornings a week in the New Zealand winter and up 
to two months in the Northern Hemisphere winter.

After some racing in Australia, where I was close to the top 
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guys but not on the podium, I realised I had a choice to make 
because I wasn’t living by my own rules.

I realised that winning Olympic gold is not something you 
do part-time; you’ve got to give it everything. Giving something 
everything means saying ‘No’ to a lot of other things. I knew 
that I wasn’t prepared to say ‘No’ to my family or my business, 
so I decided not to go after the Olympic medal half-cocked.

I learnt a valuable lesson. You can have anything you want 
in your life, but you can’t have everything at once.

So you need to decide what you want, what you really want.
Make a list of the distractions that are eating up your time, 

then cut them out. It’s that simple, because your distractions 
are costing you your success.

GIVING UP YOUR STORIES
One of the most important things that you will need to give up 
is your story, your beliefs that are holding you back.

How to change beliefs is covered in detail in Round Three, 
but there is a distinction that needs to be shared here.

There are three main beliefs that are holding you back 
right now from all the success you are capable of:

•	 This should change
•	 I can’t do it
•	 Someone else will do it

If you aren’t on track for all the success you want then one 
or all of these beliefs is in your way. Everyone I have met who 
was stalled on their way to success had at least one of these 
beliefs present.

The three beliefs you must adopt to create success in 
anything, personally, as a leader, as a business owner, as a 
parent, etc, are:

•	 This must change
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•	 I can change it
•	 I must change it

When change becomes a must, and you believe in yourself 
to make the change, and you hold yourself totally accountable 
to make that change, then anything is possible.

After the head injury that nearly killed me in 2002 I had 
a choice to make. I had to decide whether to give up living 
moment to moment, my lack of accountability, and abusing 
alcohol.

I decided that was a small price to pay and I’m glad I did, 
because while it seemed hard at the time, it was in fact a tiny 
price to pay because everything good in my life has come 
since then.

Everything I hold dear has come because I gave up some 
things that consumed my life but didn’t make my life great.

What are you holding on to? What do you need to give up 
that you know is holding you back from success?

Get yourself to the point where you are prepared to give 
whatever you need to achieve success, and saying ‘No’ to the 
other stuff becomes inconsequential.

Then you can be successful.

3. IF IT’S HARD DO IT HARD (AND 
IF IT’S EASY DO IT EASY)
Failure is different from quitting.

The road to success can be long, and you can never know 
exactly how close you are to success — it might be around 
the next corner.

When you are hungry enough, and you are prepared to 
sacrifice enough, then the third part of the success formula 
becomes inevitable — you never quit.
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Most people want success, if it’s convenient. They like 
their ‘creature comforts’, they strive for ‘balance’, they spoil 
themselves and they are soft. These people are destined to 
never achieve the success they are capable of.

Successful people understand that failure and challenge 
are inevitable, but defeat is optional. They are prepared to do 
whatever it takes to achieve that success.

If it’s hard, then they do it hard. They meet the challenge 
head on, they look it in the eye and they say: ‘You will never 
defeat me.’

And the really successful people also know that it’s not 
always hard, so they take the easy wins too.

There’s a great story called ‘Three Feet from Gold’ in 
Napoleon Hill’s classic book Think and Grow Rich about a 
man named RU Darby.

An uncle of Darby’s was caught by gold fever during the 
days of the American gold-rush and went west to make his 
fortune. After weeks of hard labour he was rewarded by the 
discovery of gold. He needed machinery to effectively mine it 
so he went back to Maryland and told his friends and family 
of the strike and raised money to buy machinery. Darby went 
back to the mine with his uncle.

The first car of ore went to the smelter and showed they 
had one of the richest mines in Colorado. A few more cars like 
that and they would be rich!

Down went the drills and up went the hopes of Darby and 
his uncle. But then something happened — the vein of gold 
disappeared. They drilled on for months but to no avail, the 
gold was gone.

So finally they quit. They sold their machinery to a junk 
man for a few hundred dollars and went home.

The junk man was smart. He called in an engineer who 
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took a look at the mine and advised that the project had failed 
because the owners weren’t familiar with ‘fault lines’. His 
calculations showed that the vein would be found just three 
feet from where the Darbys had stopped drilling.

The junk man then drilled in the right place and took 
millions from the mine, because he knew the value of seeking 
expert council before giving up.

But Darby also struck gold, because once he heard of the 
junk man’s success he learnt to never give up. He took this 
lesson and became one of America’s most successful life 
insurance salesmen.

‘I stopped three feet from gold, but I will never stop because 
men say “No” when I ask them to buy life insurance.’

Before success comes to you, you are certain to meet with 
failure. It is your choice whether this is defeat, or whether 
this is just another hurdle on your path to success.

It is your choice whether you quit. Remember, you never 
know how close you are to success, how close you are to gold.

You might only be three feet away.
The most successful people are the people who fail the 

most, because it’s not in failure that you are defeated, but in 
quitting.

The most successful people don’t wish for less wind, they 
create a better sail.

If you want to be successful you have to be prepared to 
do whatever it takes, to go through the pain, because on the 
other side of pain is success.

SUCCESS, REALLY
I have just told you the real version of what it takes to be 
successful. Most people don’t like to hear this because they 
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are looking for the easy version of success, the ‘get rich quick’ 
scheme, the ‘four-hour work week’.

But that’s not how success is created. To be successful you 
have to breathe it, you have to eat it, you have to drink it, 
you have to live it to the point where every cell in your body 
is resonating at the same frequency because only then are 
you playing at 100% and then, and only then, will you be as 
successful as you can be.

When you do that the world is yours and you can have 
anything you want.

When you create the success ‘muscle’ in one area of your 
life you will create success across multiple areas of your life. 
It’s no coincidence that many top sportspeople, musicians, or 
artists, are also great business people. Look at the business 
empires created by people like Michael Jordan, Jon Bon Jovi 
or Jay Z to see this in effect.

Choose to neglect what’s important, and pretty soon you’ll 
start neglecting things across your life and your business, 
your health, your finances, and your relationships will start 
to decline.

You define the level of success you live in your life. Your 
success is your responsibility, and you can choose to see that 
as exciting or as a burden.

Success is a way of life. It’s a way of living. It’s a choice.

What would you do today if you knew you couldn’t fail? Now 
go out and do it.
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‘NO SURPRISES’ 
LEADERSHIP

Do you like surprises?
Surprises are great when they are lovely things that you only 

dreamed of happening. But the reality is that most surprises 
in business blindside you and are usually unpleasant.

The problem with unpleasant surprises in business are 
that they often come in the form of a crisis, where urgency 
dictates that we must react — and rarely do we do our best 
work in these situations.

SO WHAT’S THE CAUSE OF NASTY SURPRISES?
There are two main causes that can lead to surprises in your 
business:
1. Staff members might delay telling you about a problem, 

so it’s a crisis by the time it’s revealed
2. Insufficient analytics and leading indicators — or flying 

blind
Both of these causes can be addressed and by doing so you’ll 
feel like you’ve wiped the fog off your windscreen. Now you’ll 
be able to see the obstacles ahead and effectively steer around 
them, rather than crashing into them and spending your time 
making repairs.
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WHAT’S THE SOLUTION?

1. DON’T ENCOURAGE ‘SACRED COWS’
Have you made anything ‘off-limits’ in your business? Is 
anything so sacred that it must never be questioned? If you 
do this you open yourself up to nasty surprises because 
your people won’t feel free to bring potential issues to your 
attention.

Encourage a culture of constant and never-ending 
improvement where anything can be questioned. Make sure 
your people know that nothing is off limits, and ensure that 
you act in a way that supports this.

2. HOW YOU PRE-FRAME PROBLEMS
Do you make problems synonymous with failure, or with 
success? I believe that the most successful people fail the 
most, because they try new things. Successful people aren’t 
defeated by failure, they get back up and try again. Make 
failure an OK part of your culture, but don’t make defeat an 
OK part of your culture.

When problems arise do you blame, or do you act? If you 
blame then people won’t bring problems to your attention, 
while if you act people can feel confident in bringing issues to 
you because they know that you will focus on the solution a 
lot more than the problem.

Celebrate the people who identify problems before 
they become crises and make it OK for your people to fail, 
temporarily, knowing the slip-ups are a necessary part of the 
road to success.

3. HOW YOU RESPOND TO CRITICISM
Are you defensive or argumentative when people give you 
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feedback? Are you open to criticism of yourself, or your 
actions, or your business?

If you make people feel belittled or unheard when they 
bring you criticism then they are likely to stop bringing it. It 
only takes a few negative experiences for people to simply 
avoid the discomfort of dealing with you on touchy subjects, 
so make them feel heard and make sure they know that you 
know you’re not perfect and that you welcome feedback.

4. HOW YOU SEPARATE ‘WHINING’ FROM ‘ALERTING’
‘No Moan Zones’ are great — but not if they mean people 
don’t share bad news.

Learn to separate ‘whining’ from ‘alerting’. My way of doing 
this is to define ‘alerting’ as bringing a potential problem or 
threat to my attention, while ‘whining’ is going on and on 
about it after it’s been acknowledged and action is being 
taken.

In tough times it’s easy to lose tolerance for complaints 
so remember each person has a different reason for their 
grievance — listen.

5. HOW QUICKLY YOU RESOLVE PROBLEMS
If you fail to respond to problems your people lose trust in you 
and stop bringing problems to your attention. Make sure that 
you act decisively to resolve any issues.

And remember, if you avoid difficult conversations then 
your people won’t bring you real problems because they think 
you’re spineless.

6. HOW TRANSPARENTLY YOU SOLVE PROBLEMS
People need to know that if they take the risk of bringing a 
problem to you that you will take them seriously, and deal 
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with the issue openly. Great leaders follow up on solutions 
and turn them into teaching moments their staff.

If you don’t solve their problems transparently expect your 
people to work around you and undermine your leadership. 
The result of that is surprises you don’t want.

7. HOW CLEAR YOU ARE ABOUT YOUR SPAN OF CONTROL
Be honest about what you can and will do. Don’t pretend to 
your team that you can do things that you can’t, because that 
will undermine trust.

Take the action that you can, even if it’s just acknowledging 
there’s a problem and saying what you can do and who you 
can talk to in order to make a change. As the leader you 
have the responsibility even if you can’t personally affect the 
solution.

Sometimes your span of control means you can’t change 
the facts of the situation, but your span of control always 
includes changing people’s perceptions of a situation, and 
sometimes this is all that’s needed.

As a leader ‘that’s not my job’ and ‘that’s not my department’ 
aren’t real answers.

+1 HOW OPEN YOU ARE
The seven traits of No Surprises Leadership can be totally 
supported or totally undermined by you, by the signals you 
are sending.

‘What you do speaks so loud that 
I cannot hear what you say.’

Ralph Waldo Emerson
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Be aware of the signals you are sending with your:
•	 Facial expressions
•	 Body movements and posture
•	 Gestures
•	 Eye contact
•	 Touch
•	 Voice

Build trust with others by ensuring your non-verbal and 
your verbal communication are in alignment.

And make sure you read other people’s non-verbal cues too. 
Pay attention to any inconsistencies and consider the non-
verbal cues as a group. Finally, trust your intuition because 
your subconscious mind is processing so much more than 
your conscious mind ever does and it communicates to you 
through your emotions.

ANALYTICS AND LEADING INDICATORS
When you behave in a way that encourages no surprises, you 
will get a lot of the information you need to avoid crises.

However, to make sure this information is effectively 
communicated you will require appropriate analytics for 
your specific business.

I look at KPIs as outcomes, goals that you want to achieve. 
Measuring KPIs alone isn’t enough though. You must measure 
the inputs, the actions that lead to the achievement of the 
KPIs.

These actions are called Critical Drivers and when you 
determine the right Critical Drivers you can predict the 
achievement of KPIs. If you achieve all Critical Drivers and 
not your KPIs then you’re missing the mark with your Critical 
Drivers.
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Determine exactly what has to happen in your business to 
achieve the outcomes you want, then measure those Critical 
Drivers religiously and report them back to your team.

What gets measured gets improved, and what gets 
measured and reported back improves massively — so 
measure the right things to get great results.

Round Eight tells you how to determine your Critical 
Drivers.

NO SURPRISES IS A TWO-WAY STREET
No Surprises Leadership goes two ways; just as you don’t 
want nasty surprises, neither do your people.

Seventy-five per cent of change initiatives fail because your 
team isn’t engaged. So inform your people, be transparent, 
and communicate well with your team so they know what’s 
coming.

Share the good and the bad with them and ask for their 
help. That way challenges are expected and are dealt with in 
a much more active and positive way than if they are thrust 
upon someone.

SUMMARY
As leaders of our businesses, the less surprises we have the 
better we can run things because the better we can take steps 
proactively rather than reactively.

Our teams need what we need so it’s important that No 
Surprises Leadership is a two-way street.

Get the best analytics you can on your business and act in 
a way that means your team brings issues to you before they 
become crises.
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NOT ALL SURPRISES ARE BAD . . .

‘One of the greatest discoveries a man 
makes, one of his great surprises, is to find 

he can do what he was afraid he couldn’t do.’
Henry Ford


