
K E Y N O T E

Leading Change When You Don’t 
(and Can’t) Have All the Answers

Helping leaders build the inner capacity to lead themselves and their business 
through uncertainty
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BANI



What uncertainty does to us

W H E N  T H E  B R A I N  R E A D S  T H R E A T

Under threat

• Narrow focus

• Rush to fix

• Control, or withdraw

W H E N  W E  H A V E  S P A C E

Grounded

• Wider view

• Curious questions

• Better choices
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Under pressure, which one is you?
Pick the one you do most, not the one you’d like to admit to

A
Take control

I decide, fast.

B
Rescue

I fix it so they don’t worry.

C
Withdraw

I go quiet and work it out 
alone.

D
Push harder

More hours, faster pace.
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Your pattern shapes the culture
What your team learns from how you respond

When I narrow and… My team learns to…

Take control Wait to be told what to do

Rescue Bring me problems instead of solving them

Withdraw Guess what I am thinking

Push harder Run hot, then run out

.
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Resilience helps you recover. Capacity changes 
what you can hold.

B O T H  A R E  T R U E

Grow your capacity

T h e  i n n e r  w o r k

• Hold not-knowing without grabbing 
for control

• Ask before you tell

• Notice your pattern under pressure –
what triggers you?

A N D

Stop being a ‘hero’ leader

T h e  s y s t e m  a r o u n d  y o u

• Decisions that all route through you

• Workload no one else can pick up

• A team that has learned to wait
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Stimulus & Response
Pause. Name. Choose.

Three moves for the middle of the moment

1
Pause

Breathe out longer than you 
breathe in.

2
Name

Say what is happening: “I’m 
feeling the pressure.”

3
Choose

Ask: what does this moment 
need from me?
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Ask more, tell less
Curiosity hands the thinking back to the people closest to the problem

Instead of… Try…

“Here’s what we’ll do.” “What do you think we should do?”

“Let me sort it.” “What have you tried so far?”

“Why hasn’t this been done?” “What’s getting in the way?”

“Don’t worry, I’ve got it.” “What would you need from me?”

Aube Coaching www.aubecoaching.com



Your turn
A pair exercise

01 Turn to someone near you

Pair up with whoever is closest.

02 Choose one decision

Think of a trigger for you that potentially narrows your capacity. What is 
your pattern in this moment?

03 Ask each other

What other response could you build for this trigger?

4
M I N U T E S

2 each
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Questions and conversation
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