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1 P H A S E  1

The diagnostic

Before you have “the conversation,” you must separate the work from the fit.

Output vs. impact
Is their output still strong, but their impact on team morale or velocity growing smaller (or negative)?

The dependency test
Are they helping the system scale, or are they centralizing knowledge to protect their own position?

The “clean slate” question
If this person joined the organization today, would I design this exact role for them, or would I design it differently?

2 P H A S E  2

The “pre-emptive” moves

Strong leaders make three moves before friction hardens into resentment. These aren’t one-time events;
they are part of your ongoing communication rhythm.

Name the role shift, out loud and early.
Stop pretending roles are static. Tell your high performers, “What made you successful here, may not be what
makes you successful in your next role.”

Separate appreciation from alignment.
You can deeply value someone’s past contributions while acknowledging that their current role no longer fits.

Refuse to solve misalignment with incentives.
More money, bigger titles, or vague promises don’t fix a structural mismatch. They only buy you time while the
underlying tension grows more expensive.

A P P E N D I X  I V F I L L A B L E  P D F  ·  P R I N T  O R  T Y P E

T H E
HIGH-PERFORMER TRANSITION
PLAYBOOK
NAVIGATING ALIGNMENT IV
When a person’s trajectory and the organization’s ceiling stop aligning,
your job isn’t to hope it fixes itself, it’s to manage the transition with clarity
and respect.
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The alignment conversation

Once you’ve identified a gap, you must make the “invisible” visible. This is not a performance review. It’s a
context conversation.

F O U R  ( R E A L )  P A T H S  F O R W A R D

4 P H A S E  4

Execution and integrity

Decide before the team decides for you. If you delay, the team will feel the friction. Morale will drop, and
trust will erode.

Protect the system.
Ensure that “hero culture” doesn’t become the standard.

Preserve the person’s dignity.
Don’t gossip or let resentment build. If a transition is necessary, handle it privately, and consistent to the way you’ve
handled other similar situations.

Communicate the “why.”
When a high performer moves or leaves, the team needs to know it was a choice made for the health of the
organization and the growth of the individual.

T H E  S C R I P T

“The organization is changing, and this role must change for it to remain aligned and successful. I want

to be honest about that shift so we can decide together if this still fits for you.” “
P A T H  1

E V O L U T I O N
They adapt to the new requirements with coaching and
support.

Best fit here

P A T H  2

C U S T O M I Z A T I O N
The role is adjusted (rare, but possible in specialized
cases).

Best fit here

P A T H  3

L A T E R A L  P I V O T
They move into a different area where their “Swiss Army
knife” skills are needed.

Best fit here

P A T H  4

R E L E A S E
They leave with their dignity and your support to find a
better runway.

Best fit here
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T H E  L A S T  M I L E

Scripts for the hardest conversations
High-performer scripts are the “last mile” of leadership. Most leaders understand the theory, but get paralyzed by
the actual words because they fear demotivating a superstar or looking ungrateful after years of hard work. Here
are three scripts: the two personas from Chapter 15 (The Swiss Army Knife and The High-Flyer), plus a third
common scenario, The Resistant Hero.

1    ·    S W I S S  A R M Y  K N I F E :  F R O M  H E R O I C S  T O  B U I L D I N G  O W N E R S H I P

Your version, in your words

2    ·    T H E  H I G H - F L Y E R :  R E L E A S E  W I T H  D I G N I T Y

Your version, in your words

3    ·    T H E  R E S I S T A N T  H E R O :  P E R F O R M A N C E  D O E S N ’ T  B U Y  C U L T U R E  E X E M P T I O N S

Your version, in your words

Leadership is about building something that lasts, even when that means letting good people go.

By using this playbook, you stop being a “caretaker” of people’s feelings and start being a “leader” of their potential;
within your walls or beyond them.

S C R I P T  1

“Early on, your ability to jump into anything was exactly what we needed. Now we need teams to take

ownership, and operate under repeatable systems. I need you to shift from being the person who solves

everything to the person who builds capability in others.” “
S C R I P T  2

“I’ve looked at what we can realistically offer to you over the next 18 months, and your growth is outpacing

our runway. I don’t want to trap your trajectory because it would be more convenient for us. Let’s talk

honestly about what you want next—and whether we can support it.” “
S C R I P T  3

“Your results are strong, but the way you’re achieving them is creating dependency on you, and slowing

others down. In this organization, performance doesn’t buy an exemption from our culture which

encourages taking ownership to solve problems. We need your contribution and your leadership to

determine how we can support others to get the work done more effectively.” “
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