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INTRODUCTION


A Tale of Two Leaders


Which Will You Be?




Leader A is the CEO of a thriving company. He has a big, ambitious vision and feels motivated to make a difference in his industry. Having just secured additional funding, he’s excited by the growth potential of his organization. Today, Leader A has just come out of a meeting with a candidate for one of the most important positions he needs to fill on his leadership team. He’s totally fired up from telling the story of the organization and sharing his vision for where the business will be in five years. After months of screening candidates, he feels like he might have finally found the right person. He gets home still feeling energized and enthusiastic. He’s fully present at dinner with his family, and then after the kids are in bed, he gets back online for a productive hour that gives him a jump on the next day.


Leader B is also the CEO of a thriving company. He too has vision, ambition, and the motivation to make a difference in his industry. Today Leader B has just come out of a long day of back-to-back meetings. Despite all the time he put in, he feels totally frustrated by how little he accomplished. In one meeting he got lost in the details, gave a knee-jerk reaction, and created an unnecessary fire drill for his team. At home, rather than listening to his wife and kids during dinner, he feels irritated and distracted by the urge to get back on his computer. A couple of times he checks email on his cell phone, and immediately after dinner, he goes to his home office. After a few hours of work during which he feels like he’s spinning his wheels, he collapses into bed, where he finds it difficult to fall asleep.


While it might be tempting to applaud Leader A and disapprove of Leader B, the reality is Leader A and Leader B are the same person.


Leader A and Leader B are representative of all of us. We’ve all had Leader A days when we felt especially effective, present, and satisfied with a job well done. When we’re in Leader A mode, our energy and enthusiasm run high. We feel like we’re making a difference, adding value, and having a positive impact. Our work feels meaningful, as if we’re working not just to hit an external target but to fulfill a deep sense of purpose. Even if some days are jam-packed, they are, as one leader recently described it to me, “good-busy” days.


On the other hand, we’re all familiar with Leader B mode. When Leader B has taken over, we may feel rushed, reactive, overwhelmed, or exhausted—or all of the above. We may feel like we’re having little or no impact, or that no matter how much effort we expend, we’re not moving the needle. Leader B days can be especially hard if you don’t feel connected to other people or if you find yourself in conflict-heavy interactions. Another sign that we’ve slipped into Leader B mode is that we’re more agitated, on edge, or irritable at home. All too often, it’s our loved ones who are negatively affected when we take our work stress home.




The Rise and Costs of Leader B Mode


For the last two decades, I’ve been an executive coach working right alongside leaders and professionals in a wide variety of industries, roles, and stages of career. While my clients work for companies of different sizes and stages of growth, the one commonality among them all is that our coaching sessions are composed of some combination of celebrating Leader A successes and problem-solving for Leader B challenges. I know this dynamic well—like many of the folks I work with, I’m a full-time working parent as well as a leader of a growing firm. I’m walking the same tightrope, wanting to make a difference and achieve big goals while managing the inevitable stress and accountabilities of today’s leadership demands.


While leadership will always involve some combination of Leader A and Leader B, over the past twenty years I’ve observed an escalation of conditions that increase the likelihood of Leader B mode. We’re living in a time of rapid change, when a frenetic pace and an overfull plate are the norm—and sometimes even the ideal. Explicitly or implicitly, we’re encouraged to work harder and faster and to put in more hours—all while technology and industry disruption are evolving more quickly than ever. It’s no wonder that much of how business is conducted today has created a rising trend of Leader B days. Here are some of the most common challenges I hear:




	“Work is now 24-7. I’m never ‘off,’ even on the rare occasions I take personal time.”


	“Since my promotion, I’m accountable for so much more. My boss says I need to rethink how I spend my time and energy and make sure I’m not in the weeds. I’m not even sure where to begin.”


	“There’s no time to do the things that matter, like develop my own skills or mentor others.”


	“Everything is becoming so much more complex so quickly that I’m worried I can’t keep up.”


	“Imagining the future has become a luxury my division can’t afford. We’re all just trying to stay on top of the daily grind.”


	“How do I maintain my own levels of motivation, much less my team’s? I’m so tired.”





With challenges like these, today’s leaders risk falling into periods of disillusionment, ineffectiveness, dissatisfaction, and frustration. The cost of being stuck in Leader B mode is quite high; if left unchecked, it can even be career-ending. Here are some of the costs I’ve observed:




	CAREER DISSATISFACTION AND BURNOUT: Research shows that one in five highly engaged employees risks burnout, and that rather than experiencing greater satisfaction or joy, those most in demand often end up with the lowest engagement and career satisfaction over time.1 A Deloitte survey of one thousand full-time employees in the United States found similar results: 77 percent had experienced burnout, even though 87 percent of respondents reported having “ ‘passion for their job.’ ” In fact, among this latter group of highly engaged workers, 64 percent said they were frequently stressed. At the same time, nearly seven in ten people (69 percent) said they felt their employer “does not do enough to minimize burnout,” while one in five (21 percent) said they don’t believe their employer offers any stress-reduction programs.2 All of this adds up to a lot of Leader B days, and many of us wonder if the day-to-day sacrifices are even worth it.


	STALLED CAREERS AND THE INABILITY TO SCALE: Most of us want to get promoted, take on more significant roles, and achieve more. However, I’ve seen folks stuck in Leader B mode who stall out as their organizations grow, and they can’t keep pace. My colleague and good friend Betty Hung, an operating principal of Vista Equity Partners and one of the most senior women in the private-equity industry, once summed up this reality so well: “When you get promoted to bigger roles with new and greater responsibilities, you have to reinvent yourself (over and over) and accelerate your velocity, pace, and effectiveness. The curve gets exponentially steeper in terms of complexity and expectations—it’s not linear. But how can you keep improving and growing at that rate? To be successful, you need to take more than just incremental steps. But there’s not really a human equivalent of Moore’s Law.…”3


	NEGATIVE IMPACT ON HEALTH: One of the biggest personal consequences of being stuck in Leader B mode is the toll it can take on our health. I’ve experienced this myself at points in my career when I’ve gained weight, suffered from chronic back and neck pain, and struggled with bouts of bronchitis and asthma from overwork and stress. Clients have shared similar struggles with insomnia, migraines, and other health issues. A recent study suggested that work-related stress over a one-year period in the United Kingdom accounted for 37 percent of all ill-health cases and 45 percent of all working days lost due to illness across all industries and professions. Workload pressure (including tight deadlines and too much responsibility) and lack of managerial support were the main factors employees cited as causing work-related stress.4 In the United States, the psychological and physical consequences of burnout come with health-care costs ranging from $125 billion to $190 billion a year—which is to say nothing of the cost that low productivity across organizations, high turnover, and the loss of talent brings.5


	NEGATIVE RIPPLE EFFECT ON TEAMS, ORGANIZATIONS, AND LOVED ONES: The costs of Leader B mode don’t stop with us. Like a set of dominoes, your Leader B “ripple effect” cascades out, potentially creating more Leader B days for others. Not only are you not operating at your best, but team spirit, performance, and collaboration can suffer as you telegraph stress or impatience onto teammates and loved ones. Ron Carucci, the author of Rising to Power, poignantly captures this all-too-common dynamic: “Confronted with intense levels of stress amidst turbulent change or the headwinds of a harsh market, leaders’ fuses get short.… Administrative assistants, unwitting family members, or direct reports trying to help can often bear the brunt of misplaced frustrations.”6









The Benefits and Rewards of Leader A Mode


If you’re thinking this all sounds pretty grim, you’re right. But the good news vastly outweighs the bad: no matter how long you’ve been in Leader B mode, there is always a way back to living and leading from your highest and best self. Even a taste of Leader A mode is enough to keep many of us in the game because the experience is so rewarding. When we’re consistently in Leader A mode, we have a sense of our purpose and impact, we’re especially effective, and we experience the growth that comes from learning and challenge. Like the dedicated golfer who gets frustrated with the inevitable bad shots along the course, we keep playing for those moments when our swing is perfect and we hear that singular “ping” as the ball sails across the green toward the flag. We can even see that all those frustrating shots were just part of the game—no effort is wasted.


Here’s a glimpse of the benefits of being in Leader A mode:




	IMPACT: There’s nothing like feeling as if you’ve added value, uniquely contributed to your team or organization, or demonstrated your expertise. In Leader A mode, we know our skills and knowledge make a difference.


	RESULTS: There is great satisfaction in meeting our goals, achieving key milestones, or delivering superior results.


	MEANING: Our careers provide tremendous opportunity to engage in meaningful work, enjoy what we do, and feel a sense of achievement. They also provide tremendous opportunity to pay it forward by mentoring someone at an earlier stage of career.


	CONNECTION: Some of life’s deepest connections come from being part of a team working toward a common goal. If you haven’t yet experienced this at work, maybe you have through sports, military service, or involvement with a civic or charitable group. Whatever the context, the feeling of being “in flow” with your colleagues is compelling enough to keep many people in Leader A mode.


	CREATIVITY: Work can provide a context in which we can create something of value that is altogether new. In philosophy, this concept is called Poiesis. Derived from the ancient Greek verb that means “to make,” poiesis is “the activity in which a person brings something into being that did not exist before.”7 Whether it’s a product, a service, an idea, or a process, bringing new things to the marketplace is tremendously exciting and keeps our passion ignited.


	GROWTH: Many people I know could have chosen to stay in the same roles they were in five years ago, in jobs where they were fully skilled and perhaps had more free time. But remaining in familiar roles can mean ignoring our drive, ambition, and intellectual curiosity and missing out on the innovation, progress, and expansion that’s part of the Leader A experience. As one leader recently shared with me, he made a job change into a much more intense, fast-paced organization because the new role not only preserved his love for the industry but also offered an exciting, steep learning curve he thrived on.









The Doorway to Leader A: Using the Five Ps


Given the climate of business today—marked by velocity and ferocity—how do we create and sustain the conditions that support Leader A mode, and when we do slip into Leader B mode, how do we get back on track, quickly and with self-compassion?


What I’ve found after working with thousands of ambitious and successful leaders, as well as learning from my own professional experience, is that today’s leadership challenges call for a new approach. When volatility, uncertainty, complexity, and ambiguity—VUCA, as the military call it—characterize the context in which we’re called upon to lead, we can no longer get by with quick fixes like sharpening our time-management skills or looking for life hacks that increase productivity. Instead, we need a whole-person approach that’s grounded in a continuous level of self-awareness and self-care.


What do I mean by a whole-person approach? At the simplest level, I’m referring to an approach that addresses a leader’s external and internal worlds. Ultimately, effective leadership must attend not only to a leader’s external world of effectiveness—things like results, progress, and output—but also to the leader’s internal world—drivers, motivations, and influences. Any leadership approach that will sustain you over the course of a career as you continue to grow and take on bigger roles requires a deep, honest look inward as well as an outward gaze to remain mindful of your impact.


Over my twenty years of working with leaders, I’ve identified five essential principles that are common to effective leadership in any context, and that are built upon this whole-person approach. They are the key areas that support Leader A mode, get us back on track when Leader B mode takes over, and help us take on increasingly larger roles or opportunities while sustaining our highest and best selves. With the busy leader in mind, I’ve made these principles concrete, practical, and easy to use, and I’ve organized them in a simple yet holistic framework called the five Ps. We’ll explore each one in depth in later chapters, but here’s a brief summary:


The Five Ps




	PURPOSE: Remain grounded in your passions and contributions. It takes conviction to ensure you are doing your highest and best work and that your work has meaning and is making a difference.


	PROCESS: Rely on daily practices and routines that honor your natural energy rhythms, enhance performance, save time, help you restore, and provide critical guardrails that keep you on point.


	PEOPLE: Raise your game by raising the game of others at work and at home. Increase your resilience with healthier boundaries and rules of engagement with others.


	PRESENCE: Strengthen your inner capacity to pause between stimulus and response, so matters of effectiveness and impact drive decisions and actions, rather than old habits or knee-jerk impulses.


	PEACE: Learn to trust your capacities to evolve, adapt, and respond to whatever comes your way. Lead from a place of acceptance, gratitude, and trust, rather than a place of stress, striving, and ego protection.





When I use the five Ps, the following image always comes to mind. Purpose sits at the top, as how we define our highest and best guides all our actions. Along the left I picture the next two Ps, people and process, as levers that connect to a leader’s external world. They’re critical to effectiveness and to expanding external capacity, bandwidth, and scale. Along the right side are presence and peace, levers that connect to a leader’s internal world. They’re critical to emotional resilience and satisfaction, and to expanding our inner ability to loosen the grip and trust in who we are and what we’ve accomplished.






FIGURE I-1


The five P framework
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Think of each P as a doorway—an entry point to your highest and best self. You can access and examine any of the five Ps at any time. You can align and realign with them as many times a day as you need to. Accessing any of the five Ps will give you a sense of agency and control when things start to feel out of control, because the very moment you hit the pause button and attend to any of the five Ps, you’re already shifting to Leader A mode. And because they work in concert, attending to one P will automatically enrich and align the other four.


I’ve witnessed those who’ve used the five Ps over the long term grow into ever more challenging roles and become sought-after leaders and influential mentors in their fields, while at the same time being more centered, calm, and fulfilled than they’ve ever been. You know these leaders when you encounter them: they’re at the top of their game, leading major organizations or maybe even entire industries, and doing so while remaining centered and inspiring others to do and be their own personal best. Such an outcome is perhaps the pinnacle of leadership.


These leaders bring to mind a concept from the ancient Chinese belief system Taoism called wu-wei, which can be translated as “actionless action.” You can also think of it as effortless action, or if you prefer, being “in the zone.” Wu-wei is about living in a state of alignment or harmony, with others as well as within ourselves, and from a leadership standpoint, it is one of the most rewarding outcomes of the long-term practice of leading from a Leader A mindset. As its paradoxical nature suggests, when Leader A is your operating norm, your efforts become more effortless, the value you provide is invaluable, and though you’re probably busier than ever, you enjoy a greater sense of fulfillment and ease. When something does go amiss, as it inevitably will, you respond with more equanimity and poise. You realize and accept that Leader A and Leader B modes are all part of the whole leadership journey. You don’t panic when you find yourself in Leader B mode because, as with any long road with peaks and valleys, you trust you’re still heading in the right direction.






What’s in This Book—and How to Use It


My first book, Own the Room: Discover Your Signature Voice to Master Your Leadership Presence, written with my colleague and good friend Muriel Maignan Wilkins, was about helping leaders build their leadership presence by making a more authentic connection to others. The Leader You Want to Be looks at how to tap into and expand a powerful inner and outer capacity for leadership by making a more authentic connection to yourself.


This book is built on three foundational tenets: self-care, self-awareness, and personal agency. Taking care of yourself is a prerequisite for the Leader A experience. One CEO I worked with put it beautifully: “Self-care is hardly some selfish thing,” he said. “Care of oneself should be part of the mandate for every job.” I couldn’t agree more. Effective leadership requires an understanding of the conditions that cultivate our highest and best contributions and our deepest and most inspiring passions. In short, proper self-care enables us to do and be our best. It’s not something we can squeeze in at the end of a long day or put off until we can get around to it. On the contrary, it’s an urgent daily responsibility whose importance can no longer be overlooked or underestimated. Throughout the book, I’ll show you some new ways to integrate self-care into the workday and into your routine.


Self-awareness is just as necessary. So many of us are so busy that we barely stop to check in with ourselves or look at a situation from a more objective, thoughtful viewpoint. But using the five Ps requires you to use what many call the “inner spectator,” which is the part of yourself that can see your behavior, thoughts, and actions from a calm, objective point of view, even in the midst of the busiest of schedules. In varying contexts this inner spectator has also been called the observer self, the impartial observer, the ever-present self, the inner witness, and, one of my favorites, “the one inside who is not busy.”8 Yes, even the busiest of us has a “spectating self” that resides within, a self that is protected from the fray and is always calm, always centered. I’m most drawn to the way LinkedIn CEO Jeff Weiner, who has a 97 percent employee approval rating and is widely regarded as one of the most beloved CEOs in the world, describes it.9 In an interview with Oprah Winfrey on her SuperSoul Sunday show, Weiner explained that the ability to be a “spectator to your own thoughts, especially when you become emotional,” is one of the most important lessons he’s learned and one of the keys to happiness.10 I’m particularly drawn to his use of “spectator” because it conjures the image of periodically coming off the playing field where the drama of the day-to-day game is happening so we can see ourselves in action, even as the action is unfolding.


The inner spectator will function as our tour guide through the five Ps, and throughout the book we’ll be learning how to flex the muscle of self-spectating. The fact is, most leaders already have within them what they need to lead like Leader A. The five Ps provide a way to tap into what’s already there—and to remind us to look within, which can be easy to forget when we’re exhausted, overwhelmed, or already on the slippery slope to burnout. I’ll show you how to access your inner spectator and then how to cultivate it, building and strengthening it like a muscle, so you can come to rely on it to support and sustain Leader A.


And finally, there’s personal agency, or the power we have to make a choice. When we’re in Leader B mode, it may feel like we’ve run out of options. But with a Leader A lens, we can see avenues and options that were there all along but simply hidden when we’re overextended, when we’re not getting the self-care we need, or when one of the Ps needs a tune-up. Over time, habitually attending to the five Ps enables us to live into the truth that we always have a choice in how we show up every day—in every meeting, through every email, and at every moment. The five Ps help us see our personal agency and increase the chances that we spend more of our time in Leader A mode.


While the advice you’ll read here is culled from my years of working with leaders as an executive coach, strategic planner, and management consultant, you’ll also find ideas and tools drawn from my background and certifications in yoga, my experience with meditation, and my personal experience as a first-generation child of Asian immigrants. Though I was born and raised in the United States, from my earliest memory a thread of Eastern culture and philosophy has run through my life, and I’m pleased to see the growing interest in Eastern practices in the broader world, in everything from health and wellness to management and leadership.


So you may see a concept presented through the lens of a university professor’s research or, as you’ve seen already, through the words of Lao Tzu, the father of Taoism—sometimes even in the same paragraph! Whatever their source, all the tools I present are meant to be tactical, no-nonsense, and ready-to-implement. And, where it’s applicable, I draw on the lessons I am still learning as a leader trying to make a difference and hold it all together each day. I’m the first to admit I don’t have it all figured out; this book is as much the result of my own daily struggle to manage the tensions of contemporary leadership as it is my mission to help others lead with more consciousness, ability, and ease. But here you’ll find the best of what I’ve learned about how to create your own personal playbook for being Leader A, and you’ll find many real-life stories of leaders who’ve used the five Ps to get an accurate read on their situations and then quickly align to the vision and goals they have for their organizations, their teams, and themselves.


You’ll also find an abundance of frameworks, tools, tips, ideas, and exercises in every chapter. Thus, I’d recommend reading the book over multiple sittings, and over time experimenting to see what supports your personal best and Leader A. You may not even want to read the five Ps in the order they’re presented. If you know immediately, for instance, that your processes are keeping you in Leader B mode, start with chapter 3. Or if you’re aware that you have a tendency to be hard on yourself and what you need is more inner peace, you can skip ahead to chapter 6. Wherever you begin, you can always return to the other Ps later. Though each P is explained separately, as we proceed you’ll come to see how they all work together, influencing and informing each other.


Chapter 1 will begin by taking a closer look at the day-to-day realities and challenges of being an ambitious, successful leader in today’s fast-paced, intense, and complex workplace. We will see how these challenges lead us into common coping mechanisms and predictable “pitfalls of doing” that increase our stress, ineffectiveness, and dissatisfaction. We’ll also see how it’s possible, by using a Leader A lens, to transform those very pitfalls into performance enhancers.


Chapter 2 introduces the first P, purpose, and discusses how getting anchored in your purpose at work can lift you out of Leader B mode. We’ll look at how purpose evolves and manifests differently over time, and I’ll give you a concrete, practical tool that will guide you in how to gain clarity on your highest and best use. Chapter 2 will also show you how getting grounded in your purpose creates a way to sift your yesses and nos to prioritize your workload and ensure you are leading with passion and contribution.


In chapters 3 and 4, we’ll look at two Ps—process and people—that impact the leader’s outer world of effectiveness, discipline, and sustainability. In chapter 3, we will look at how you can create processes that fit you and your context, protect your time, and restore your energy. In chapter 4, we’ll take a look at the strength of your team and your strategic network of support, and we’ll explore how to set healthy boundaries.


In chapters 5 and 6, we’ll turn our attention to two Ps—presence and peace—that focus on the leader’s inner world. In chapter 5, we’ll discuss how you can be more present even when distraction, procrastination, or self-sabotage threaten to get the best of you. This chapter will also show you how to cultivate your self-awareness so your actions come less from a state of reaction and more from a place of thoughtful, considered reasoning. In chapter 6, you will learn more about how to let go so you’re less focused on striving and protecting your ego and more able to access acceptance, contentment, and trust. The present and peaceful leader is able to operate from an inner place of calm, equanimity, and confidence, no matter the situation at hand.


With all the Ps in place, chapter 7 will discuss how you can pay it forward and use the five Ps to develop other Leader A leaders, teams, and organizations. While ambitious leaders will always be evolving and developing individually, the ultimate in leadership is mentoring others and helping our teams and organizations sustain, scale, and thrive.


Finally, the appendixes at the end of the book will provide you with tools that will help you see “where you’re at” and get a quick read on the best response to whatever leadership challenge you’re facing.


My hope is that you’ll read this book as if we’re in a coaching session together. Throughout the book I’ll lay out for you the same concepts, leadership tools, and exercises my clients have successfully used to grow into the leaders they want to be. My aim is to honor your whole person while appreciating the unique organizational context and world within which you operate. I hope you’ll feel free to experiment and see which tools work best for you and your particular leadership role.


Today’s leadership challenges are formidable, but if you are attending to your highest and best self—the outer forces of your roles and responsibilities, as well as the inner drives and passions that fuel your desire to lead—challenges become opportunities. Leadership presents at every moment an unparalleled possibility to learn, innovate, grow, mentor, and make a significant difference in the world. It presents at every moment the opportunity to discover your highest and best self, to become more deeply aware of yourself as well as the world around you, to hold a broad, capacious perspective, and to fulfill a purpose the world needs that is wholly, uniquely yours to give.














  



 




CHAPTER ONE


What Gets in the Way


The Pitfalls of Doing




Whether you are a leader of an organization, team, family, community, or school group—or like most of us, some combination thereof—each day you are faced with many moments that test your ability to lead effectively. Decisions need to be made, work needs to be prioritized, and initiatives need to be coordinated with colleagues, all of whom have their own agendas, styles, and perspectives. The landscape of contemporary life is pocked with challenges for all professionals, irrespective of industry, level, or skill. Many of these challenges lead us down a slippery slope right into Leader B mode, where things start to look more difficult by the day.


We can all come up with our own lists, ...






  



 




CHAPTER TWO


The Power of Purpose


Reset Your Compass




When I met Kate, the first thing I noticed was the sheer exhaustion in her eyes. You could sense the stress simmering just beneath the professional mask. Kate was clearly stretched too thin, and I wondered how long she’d be able to keep up with the demands she was facing.


Kate was a newly minted partner in a consulting firm and already finding herself falling into the I’ll Just Do More Pitfall. After years of excellent client work on engagements, she was now also responsible for leading firm-level initiatives, and she was playing a larger role in recruiting. Her compensation was now tied more closely to her ability to drive business development and sell work. As Kate had to wear more hats than ever before, her stress levels steadily climbed, and she wondered if she could keep up with the demands of being a partner. The tipping point arrived when a trusted peer pulled her aside to let her know about the talk around the office: others noticed she was becoming increasingly defensive in meetings, especially when colleagues brought a different approach or perspective to the table.


Over the course of a six-month coaching engagement, I came to know Kate as a person of the highest integrity—she had a core value of intellectual honesty and rigor that I admired. I also came to appreciate her witty sense of humor, which shined when she was well rested and less stressed. We especially connected because we were both working moms, trying to grow professionally while also taking care of our families. Part of our work together was exploring what made for Kate’s best days, when she was operating out of a Leader A mindset, and what conditions were in play when she felt defensive and found herself responding to colleagues in a Leader B way. It was clear from the outset that Kate was in a high-stress, high-responsibility position in her new officer-level role, where she had to produce, manage, and lead all at the same time. And on days when it felt as if she did nothing but attend to fire drills with absolutely no time to focus or get anything meaningful completed, her stress became unmanageable.


Then one morning, Kate came to a coaching meeting looking cheerful and more relaxed. With a glimmer in her eye, she declared, “I finally got it.”


She went on to describe a metaphor that even years later still stands out for me. “I realized I’m always chopping wood,” she said. “And my answer to everything is to chop more wood. When I’m stressed out, I just do more and fill my day with activity, emails, any interruption that comes along, firefighting. But today, I woke up and asked myself a different question: Is there a better way to chop this wood? Should I be chopping this wood at all?”


Kate realized she was stuck in a vicious cycle. When her stress level went up, she responded with the I’ll Just Do More Pitfall: completing a litany of lower-priority tasks gave her a temporary sense of relief as she blazed through actionable items on a to-do list. But all that “chopping wood” was actually causing more stress, and it had her stuck in a grind of tasks that was obscuring her highest and best use at work and draining her of enthusiasm and energy. When Kate felt she was doing nothing but chopping wood, she got defensive.


Kate had made a major breakthrough in realizing that she responded to stress by creating … more stress. When we’re in the I’ll Just Do More Pitfall and Leader B has become more of the operating norm, it can feel like we’re always chopping wood. We’re working tirelessly but the wood just keeps accumulating—to no clear end or purpose. It’s easy, in the stress of intense jobs and heavy workloads, to lose sight of what we’re working toward. Or why we’re even chopping so much wood in the first place.




The Impact of Purpose on Leader A and Leader B


Kate’s story is a reminder of just how easy it is to let the day-to-day whirlwind and the increasing complexity of our roles make us feel out of control and slip into Leader B mode. As one client described it, “Somehow it feels like you’ve been ejected from the driver’s seat and the world is driving you.” It’s at these moments that you might find yourself asking questions such as:




	Does the portfolio of work I’m responsible for allow me to use my gifts and make a difference? Does it include things that are important to me?


	Am I doing this for the right reasons?


	Why am I doing this in the first place?





There’s a quote from an unknown source that I’ve always loved: “What comes first, the compass or the clock? Before one can truly manage time (the clock), it is important to know where you are going, what your priorities and goals are, in which direction you are headed (the compass). Where you are headed is more important than how fast you are going. Rather than always focusing on what’s urgent, learn to focus on what is really important.”


What’s really important—“the compass,” or our purpose—is the focus of this chapter. Getting grounded in our purpose at work gives us a greater sense of control and can go a long way in lifting us out of that day-to-day grind Kate was experiencing. With greater clarity in our purpose, the compass can guide the clock.


In this chapter we’re going to bring greater focus to purpose—a notoriously amorphous concept. You’ll learn to make purpose more concrete by using what I call the “purpose = contribution + passion” equation. I’ll share a tool called the purpose quadrants to manage your time, your energy, and your career. And finally, we’ll look at the reality of daily demands and learn how to most effectively triage and sift our yesses and nos in a way that’s based on our purpose.


Use the “Purpose = Contribution + Passion” Equation


We all want a sense of purpose, an awareness that we’re doing our highest and best work and that our work has meaning and is making a difference. But let’s just acknowledge from the outset that conversations on purpose can be as frustrating as they are enticing. Some of my clients have described having “an allergic reaction” to even thinking about purpose because the concept is so abstract and hard to pin down—difficult to talk about, much less define and identify. Others are disappointed and frustrated that they haven’t yet found their purpose. Still others, like Kate, are so overextended it feels as if the last thing they have the time (or patience) for is pondering the whys and wherefores of their existence.


This is why I counsel folks to cut themselves some slack and begin by getting grounded in two important components of purpose: contribution and passion. Below is a simple equation that can help you get clearer on your purpose at work and make the whole idea of purpose more concrete and accessible.


Purpose = your contribution + your passion




Contribution: Define the Tangible and Intangible Elements


The first part of the purpose equation is your contribution. Contribution is about the value you’re adding, the impact you’re having, and the difference you’re making. It’s best captured in the simple question: What is your highest and best use?


There are both tangible and intangible elements of your contribution. The tangible aspects are clearly delineated, metric-driven, and measurable. They can include your:




	TECHNICAL OR FUNCTIONAL EXPERTISE: These are areas where you have command of a set of knowledge, facts, answers, data, or skills. Often you are on a team or in a role so you can share and bring this technical or functional expertise to bear.


	DELIVERABLES: These are items you deliver to teams and the organization. They could include analyses, documents, memos, products, systems, and plans.


	RESULTS: Ultimately, the most tangible metrics track our results. All businesses and functions have these metrics captured in functional plans, scorecards, or dashboards. At the highest level of an organization, results are most often reflected in the P&L and the entity’s financial results.





The intangible aspects of contribution are less concrete, but they become increasingly important as you take on larger or more senior roles in an organization. They include:




	THOUGHT LEADERSHIP AND STRATEGY: I’m not talking about just vision or strategy but your ability in any interaction or conversation to see the big picture, exercise business judgment, connect the dots, see around corners, lay out alternatives, articulate risks and trade-offs, or present organizing frameworks that help make the complex simpler.


	INFLUENCE: Most work today in organizational life requires working with many people and many different types of people. Leaders must be able to win the hearts and minds of others in order to drive and lead change. Influence includes the ability to articulate and paint a vision for others and know how to effectively enroll and bring others along. As one CEO shared with me, being a CEO isn’t about just making decisions and handing those down to others—it’s ultimately about influencing others to want to do those things with a lot of energy and motivation.


	PRESENCE: The ripple effect you have on the organization matters. As the leader you are the model for the entire team, and there’s no off switch for that. Recall how Kate was telegraphing stress, which was starting to impact others negatively. As a leader in her firm, her Leader B days carried greater ramifications than when she was less senior.


	VISIBILITY: The networks and people with whom we come in contact form another intangible contribution as we help spread the good word about our work throughout the organization, or perhaps externally to customers or other key stakeholders. This can include helping in sourcing efforts, board meetings, or recruiting. Additionally, you may have built a reputation, platform, or brand in the marketplace that connects or brings in key relationships for your organization.









Passion: Define What Stokes Your Fire


The second part of the purpose equation is your passion. While contribution is about action, passion is about the motivation, energy, and inspiration that fuels the action. If we think of contribution as our highest and best use, passion is our highest and best juice.


Simply put, passion is what brings you inspiration, enjoyment, and excitement in your work. It’s something you alone can assess and understand, and it’s a critical component of purpose. You know you’re passionate about something when you find yourself wanting to invest time and energy in it. It’s what stokes your fire. In 2014, a Deloitte study on workforce engagement found that “passionate workers are committed to continually achieving higher levels of performance.” They are the team members who “drive extreme and sustained performance improvement” and who help their organizations grow stronger throughout any market challenge or disruption.1


Passionate people are inspired people, inherently motivated to go the extra mile. Psychologist and author Scott Barry Kaufman points out that inspiration “propels [us] from apathy to possibility, and transforms the way we perceive our own capabilities.” As a group, inspired people tend to be more open to new experiences, and they report more absorption in their tasks, a stronger drive to master their work, and a host of positive psychological resources, including a belief in their own abilities, self-esteem, and optimism.2 Ask yourself if this is how you feel when you go to work.


Let’s return for a moment to Kate, who could hardly have felt less passionate or inspired about her work when we first met. To start getting her back into Leader A mode, we worked together on the purpose equation and used her answers to populate the contribution-passion table that follows. For Kate, the exercise brought some immediate relief: she found that she gained significant clarity in lifting out of the day-to-day grind of “chopping wood” and gaining a more aerial view of the key parts of her contributions—the “big rocks,” as she called them—as a new partner in the firm. Just as important was identifying which parts of this new job totally jazzed her. Kate and I plotted her answers as shown in table 2-1.










	

TABLE 2-1









	

The contribution-passion table









	

Areas of responsibility as partner in a consulting firm




	

	

Tangible contributions




	

	

Intangible contributions




	

	

Areas of passion









	

Business development




	

	

● Meet sales target for the year


● Bring in $X in new client business development


● Bring in $X in existing client accounts




	

	

● Win the hearts and minds of client management


● Serve as a trusted advisor and thought partner to others




	

	

● The initial BD conversations, learning about the need and sharing about the firm


● Don’t enjoy the “BD operations components” and follow-through pieces; get team’s help with this









	

Firm management and culture




	

	

● Lead committee for talent recruiting work




	

	

● Be a good sounding board to head of talent as partner on committee




	

	

● Leadership development and training—perhaps help to sponsor or host an event for up-and-coming talent









	

IP creation




	

	

● Publish two white papers this year for the firm




	

	

● Pull together and motivate research team on white paper




	

	

● Trends in AI









	

Client delivery




	

	

● Ensure scope of engagements is delivered well by teams




	

	

● Mentor and apprentice others




	

	

● Client meeting to review findings and recommendations
















DO WHAT YOU’RE MADE FOR: WHAT THE ANCIENTS SAY ABOUT PURPOSE


One of my favorite quotes comes from the Bhagavad Gita, an ancient Hindu text that chronicles the struggle for self-mastery: “It is better to perform one’s own duties imperfectly than to master the duties of another.”a


Various translations render “duty,” as “path,” “occupation,” or even “destiny,” but in each case, this famous quote underscores the need for each of us to tend to and perform our own individual duties and not try to mold ourselves to someone else’s path. Sometimes, the first step on the path to living and working out of your true purpose is identifying what you bring to the table that no one else can. This sounds obvious, but it’s far easier said than done—especially when our organizations and managers aren’t clear on identifying purpose for us or when we feel like we’re living out someone else’s ambition or dream for us.


In Eastern terms, you’re not “living your dharma” if you’re trying to be someone you’re not. One’s path or dharma has multiple meanings in various Eastern religions, and there is no single-word translation in Western languages. But one definition offers a description that I think is most relevant for leadership: “conformity to one’s duty and nature.”b We can think of living one’s dharma as living and leading in a way that upholds one’s unique duty and nature.


Let’s break down this concept into leadership terms:




	DUTY calls to mind the contributions we make each day at work and at home. In a leadership context, this word captures and reflects the value we add, the impact we generate, and the difference we make. Duty has a connotation of good citizenship and being in service of a greater purpose.


	NATURE points to the passion and motivation we experience when we tap into our innate talents, gifts, and preferences. You may have taken many assessments at this point in your career that give you greater clues to your unique nature and innate skills, such as CliftonStrengths Assessment (formerly known as the StrengthsFinder Assessment)®, MBTI®, Insights®, or DiSC®. These are the elements of your nature that make your leadership style different from anyone else’s—and therefore uniquely valuable and indicative of your purpose.


	CONFORMITY to duty and nature could then be likened to the leadership word alignment. We could say that living your own “dharma leadership path” means that you’ve aligned your contributions (highest and best use) with your passions and interests (that which motivates you).





a.The Bhagavad Gita, 2nd ed., trans. Eknath Easwaran (Tomales, CA: Nilgiri Press, 2007), 253.


b. “Dharma,” Merriam-Webster, https://www.merriam-webster.com/dictionary/dharma.





One key insight for Kate in this exercise was realizing that her contributions and passions hadn’t always looked like this—and they would continue to change. At an earlier stage of her career, her first column would have been populated with individual client projects rather than broader areas of oversight. She also recognized how at an earlier stage it was actually easier to see and gauge her direct impact. Now, as a partner, her intangible contributions were more about the behaviors she modeled and how she influenced others directly and indirectly. Likewise for passion, she used to get jazzed about solving client problems and nailing an analysis, but now she found herself increasingly drawn to mentoring colleagues at earlier stages of their careers. This kind of exercise is especially important to complete when taking on a larger role or more responsibility, and can be useful to do even once a year.






Recognize That Purpose Is Dynamic and Ever-Evolving


Kate discovered that purpose isn’t static and permanent, but rather dynamic and ever-evolving. This is a crucial concept—one that comes as a surprise to many folks. As much as we may like it to be, purpose isn’t a single, permanent mandate the lucky few discover or have presented to them. It is a dynamic, ever-changing sense of being in alignment with your current highest and best use (contribution) as well as your current highest and best juice (passion).


Sometimes, our natural desire for a single, simple answer to the question of our purpose can actually hinder our ability to find the very thing we’re seeking. But rather than a static, fixed thing that’s somewhere “out there,” waiting to be discovered, the more helpful and generative way to think about purpose is as an inner certitude that evolves over time and in response to different contexts and circumstances. And quite practically speaking, as a leader you simply can’t operate in the same way you once did as you take on expanded and increasingly complex roles.


One former client, who is now the CEO of a health-care company, said if he had to identify one key element of his career success, it was realizing early on that every new role in his career carried its own particular purpose. Whether the new role came from a promotion or from a move to a different organization, his first task was always to get very clear on the mandate for the new role. He put it this way: “What is the reason I exist in this particular job?” Ironically, some of the most successful, capable people in the world find themselves mired in Leader B mode after they receive a promotion—not unlike what happened to Kate. Often, this is because they’re still trying to live and work from their former purpose, when what’s needed is revised purpose for their current role.


In his commencement address to the 2017 graduating class of his alma mater, Harvard University, Facebook CEO Mark Zuckerberg dispelled the idea that we must have a stable, once-and-for-all answer to the question of our purpose. Instead, he explained, purpose reveals itself to us gradually as we regularly engage with the things that both spark our inspiration (passion) and channel the impact (contribution) we hope to make in the world. The expectation that somehow we discover our purpose in “a single eureka moment,” said Zuckerberg, “is a dangerous lie.” Instead, he assured the grads, “ideas don’t come out fully formed. They only become clear as you work on them.”3 Likewise, it may take a little effort to become acquainted with your new purpose at each new stage of your career development, but with the purpose equation, you’ll always have an anchor.








Use the Purpose Quadrants to Manage Time and Energy


One of the best parts of making purpose more concrete is that you can then use it to manage your time and energy more intentionally and effectively. You can do this by taking both components of purpose we have discussed so far, your contribution and your passion, and create a 2 × 2 organizing framework that I call the purpose quadrants.


With contribution along the x axis and passion along the y axis, the purpose quadrants become a practical tool that accounts for your energy and motivation, as well as a way to categorize the litany of demands you face each day. Let’s first look at what each quadrant houses, what it feels like within each one, and ultimately the actions you can take within each quadrant. Then you’ll have a chance to create your own 2 × 2 purpose quadrants. Figure 2-1 gives you a quick description of each quadrant.








FIGURE 2-1


The 2 × 2 purpose quadrants
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Quadrant I: Prioritize




What it is: This is the sweet spot of your job. Items in Quadrant I reflect the highest value for your contributions as well as your highest passion. These are the parts of your job that bring you energy, joy, and impact, and this is where you’re most likely to feel a sense of purpose and that you’re making a difference.


What it feels like: The leaders who are living and leading out of their sense of purpose are the ones who are most often operating out of QI, and they’re the ones who enjoy a higher proportion of Leader A days. I’ve noticed that these clients even describe their best days in remarkably similar language. Words such as high impact, effortless, made a difference, motivated, in the zone, fired up, and authentic come up time and again. As a coach, this is the kind of outcome I want for everyone I work with—to spend more of their time and energy in Quadrant I, where there is a higher likelihood of deriving a sense of motivation, effectiveness, meaning, and success.


Key actions: The action steps for Quadrant I are clear: as much as possible, prioritize and make time for those items. I often advise clients to pick a color to code on their calendars for QI so they can always see how often they’re making these activities or initiatives a top priority. Chapter 3 on process will go into more detail about how you can color-code to keep track of QI, given its importance to ensuring your time is focused and that you are regularly recharged and energized by your job.








Quadrant II: Tolerate




What it is: We won’t love every part of the job, even some of the parts where we’re making the highest contribution, or the contribution our organization, boss, or key stakeholders most value. These are parts of our role that we know are important but don’t exactly inspire us. In some cases, these parts of the job never did inspire us, and in other cases, we’ve become bored with them or have outgrown them.


What it feels like: These are parts of the role that are important but drain your energy when you’re engaging in them. You might find yourself resisting, avoiding, or putting off these things. However you react, there’s some level of discomfort when you are engaging in a Quadrant II item or activity. You often think, if I just didn’t have to do this part of my job …


Key action: The key action in Quadrant II is to tolerate these sets of activities or, where possible, delegate, hire, or outsource. Often, building a team around you with complementary interests and skills can be key to fulfilling your highest and best use while preserving your own inspiration and juice. But there’s one key caveat: only tolerate if your role still affords you plenty of Quadrant I tasks and responsibilities. If you find yourself spending most of your days in QII, then read ahead in chapter 2 to learn how to use the purpose quadrants to manage transitions in your career.


For example, one CEO of a startup couldn’t figure out why she was feeling so drained and listless. She loved the vision and mission of her organization, and she felt she was made for this job. She’d even recently secured funding that would make her vision a greater reality. Understandably, she was perplexed as to why she wasn’t feeling excited about work.


I suggested we use the 2×2 to figure out what was going on. We started by defining her top three to five contributions for the year. Then, we talked about the kinds of things she was most passionate about.


In laying out her 2×2, the answer to the energy-drain question suddenly became clear. For this executive, fund-raising was in Quadrant I. It was a part of the role she most enjoyed—being out on the road, pitching and selling her ideas, networking, and raising capital. But now with fund-raising behind her, she was immersed in more detailed-oriented and operational parts of the business that were in her Quadrant II.


Until she could make a key hire who could take over some of those tasks, she’d be in the trenches on some things she was less excited about. But it was a huge relief to know why she was feeling drained—and to know this state was temporary until she made that hire. She could now see how part of being a leader of a growing startup was tolerating the gap that can arise between growth in infrastructure and lagging resources.


We discussed how in the meantime she could anchor in the bigger vision she held for the company whenever she had to engage in those QII activities. It helped enormously to connect back to her overall purpose and remember why she was doing these things. Leaning on purpose goes a long way in getting you through the inevitable dips and valleys of work.








Quadrant III: Elevate




What it is: You might find there are parts of the job that you really love, but other people don’t see these things as your highest contribution. The passion is there but the value is unclear.


What it feels like: These are parts of the role that give you a lot of energy and that you enjoy engaging in; however, you know these are not things your boss or others would say are the best use of your time. That said, you still find yourself saying yes to them or making time for them because these tasks stoke your fire.


Key action: Quadrant III may be a signal that it’s time to elevate the value of your idea, task, or activity. Perhaps you see a hot new area, but the impact isn’t yet apparent to others. It may be time to share and road-show what you’re seeing out on the horizon that fuels your conviction, and make the case for why it’s good not only for you but also for the organization.


QIII can also be a signal to elevate yourself. Be mindful of areas that you still enjoy—perhaps from a previous role or from when the company was smaller—but that really aren’t your highest contribution anymore. Maybe you love to fix problems and have a bias toward action, which leads you to get involved in things your team should be handling. With this knowledge in place, you can hit pause before diving in.








Quadrant IV: Delegate, Hire, or Eliminate




What it is: This quadrant is about chopping wood. Quadrant IV is where we get caught up in the churn of activities that are lower value and don’t produce energy, leaving us on the way to burnout.


What it feels like: This is a funny quadrant because on the one hand, like Kate in our opening example, it can create a temporary sense of relief to cross easy things off the list. Over time, however, it drains our energy because on some level, we know the “big rocks” and important things aren’t being attended to. We know that we’re ultimately not making the difference we hope to make, and we’re not enjoying what we’re doing.


Key action: Where possible, delegate or outsource these activities or make the case for a new hire. The ideal scenario is that your Quadrant IV is someone else’s Quadrant I (see chapter 4 on people for more on this). If a resource just isn’t possible at this time, be careful attending to these items during key windows of time where your highest energy is better spent on critical-path QI items, in which case you should deprioritize them.


QIV, however, is a good quadrant to pay attention to because the items you list in QIV can give you clues as to what is wrong in your job, and more insight into what to do about it. One professional, Jorge, loved his job, but lately was feeling stressed and less motivated than before. One project in particular became the focus of his thoughts at work and at home, and it seemed to cast a dark cloud over his entire work experience—even though his other projects were going well. I asked him to use the 2×2 to track and compare this project that felt so draining against another one that was going particularly well.


What he found was that with the current project, many of the tasks he was assigned were in Quadrant IV: he didn’t like doing them, and he didn’t feel like he was adding the value he hoped to. There were so many people on the team, it was hard to find a lane that was his to own.


With greater clarity around what was wrong, Jorge decided to take two actions. First, he spoke to his project lead about how he could find ways to increase his tangible contribution to the team. And he realized that rather than just focusing on finding what “more” he could do (and risk falling into the I’ll Just Do More Pitfall), he also wanted to think about his intangible contributions and perhaps derive more passion by mentoring some of the more junior members of the team. The 2×2 helped him zero in on what was actually wrong, which gave him a way to articulate his concerns and a set of actions to take.


EXERCISE


What’s in Your Quadrants?


Take a stab at setting up your own purpose quadrants. To do so, refer back to the definitions of contribution and passion in the previous section, or you can use the following questions to guide you.


1. First, create a list of your tangible and intangible contributions for the x axis. You can ask yourself questions such as:




– What is my highest and best use?


– What would my boss say is my highest and best use?


– What would my direct reports say?


– What would my peers say?


– What would customers/clients say?


Contribution must be considered thoughtfully. It includes your own definition of the difference you want to make, what value you add, and the impact you intend to have, but it also includes the viewpoints of others. Often, we underestimate what our highest contribution really is. So how would your boss, peers, direct reports, executive team, customers, or board describe the difference you are making, the value you are adding, and the impact you’re having? If you don’t feel you have a good read on what others believe and perceive about you, don’t be shy about asking them directly for this input. You can do this at the start of the year or during a one-on-one, or have a leadership coach solicit this kind of information during a 360-review process. Be on the lookout for times when there is a disconnect between your own view of your best and highest use and that of your colleagues, especially your boss.





2. Create a second list for the y axis of the purpose quadrants that captures the items you feel the most intrinsic motivation and energy toward in your current role. These are the things that inspire you or excite you most, the things you really look forward to doing. You can ask yourself the following questions:




– What is my highest and best juice?


– Where do I want to spend time and invest emotional energy?


– What is it I want to be learning?


– What stokes my fire now?


– What gives me energy, motivation, and inspiration?





3. Now, look at both lists you’ve created and put a star next to anything that shows up on both.




4. Look at all your starred items and transfer them into Q1 in figure 2-2.


5. Look at your non-starred items from your contributions list and transfer them into Q2.


6. Look at your non-starred items from your passion list and transfer them into Q3.


7. Now, write down any other activities or tasks from your current role that are not on any of your lists into Q4.


8. As you look at your quadrants, how does this information help you better understand your current level of motivation and energy?


9. What actions or changes will you make as a result of this information?









FIGURE 2-2


What’s in your quadrants?
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Use the Purpose Quadrants to Manage Transitions in Your Career


In addition to prioritizing your time and energy, the purpose quadrants are also a great way to manage transitions in your career. Both Quadrants II and III can signal that it could be time for a career move or a change in role.




Watch Out for the Boredom Signal


Boredom is a very important warning sign that you’ve started to outgrow your role. You know you are still contributing and making the impact your organization wants you to make, but you don’t have any passion. You spend a lot of time on Quadrant II tasks. You find yourself bored and restless and starting to stagnate.


One of my clients realized it was time to look for new roles or even a new job because as he mapped out his 2 × 2, he found that almost everything in his existing role was in the lower-right quadrant, QII. He was stunned to find that he was merely tolerating 90 percent of his current role! He also discovered he was taking on tasks that his boss said weren’t in his lane or weren’t important, and he was starting to spend more time in QIII as a result.


He realized from looking at his purpose quadrants that it was time to start having conversations with his boss to see about future roles or new projects that might reignite his passion and boost his interest level. He was ready for something new and interesting and, in many ways, had simply outgrown his current job. The 2 × 2 exercise revealed it was time to make changes.






Watch Out for the Misalignment Signal


In Quadrant III, you might recognize there are things you’re still doing that you enjoy but no longer fit your highest and best use. Or perhaps you’ve been trying to get your boss or team to see the value in a new idea you’re passionate about, and you realize that your ideas are falling on deaf ears and you’ll never get the chance to make your vision a reality.


Either way, this quadrant signals that there is a growing disconnect between what keeps you motivated and what your organization values. Ultimately, if this continues to happen, it may be time to move on. Christine Day, in a 2014 interview with Fortune, said she knew it was time to leave Lululemon as CEO when her vision for the company no longer matched the founder’s. “You have to take control of your own life and say, ‘This isn’t working for me,’ ” she said. In her next leadership role, she teamed up with a health food company because she was “captured by the mission.”4 She found alignment between her passions and the organization’s mission and values.




USING THE PURPOSE QUADRANTS AT HOME AND IN EVERYDAY LIFE


You can extend the 2x2 exercise beyond work. I’ve found it helpful in prioritizing time and energy at home, too. Each year I sit down with my son and ask him the top three things I do as a mom that he values most. I want to know which of my contributions matter most in his mind. As a full-time working parent, this is a critical conversation. You can’t be all things to all people.


Then, I line up his top three against what inspires me or gives me passion as a parent. I aim for the upper-right quadrant (Quadrant I), where purpose feels most alive, and I stay in touch with what that means now. It’s been amazing to see how the items in QI have evolved and will continue to do so as my son hits different stages and ages. One year, we found great overlap between his view of contribution and my passion, which included hosting playdates, making his school lunch, and reading him bedtime stories. As he’s gotten older, the new top three include dropping him off at school, taking him to karate practice, and being at volleyball tournaments.


This also provides part of the “family compass” around which we build our home and work schedules, and it teaches my son how to prioritize.











Use Purpose for Sifting Everyday Demands and Requests


While the purpose quadrants give us clarity on where to prioritize our time and energy, the reality is that most days are made up of small decisions about where to focus our time and energy. To stay out of Leader B mode, it’s important to connect with your purpose to help you to sift through the many demands and requests of a given day.




Sift Your Yesses and Nos through the Contribution and Passion Filter


Every day we’re bombarded with meeting invites, requests from other people, and the overall barrage of logistics and activity. Before automatically saying yes or no to any requests, hit the pause button and keep your upper-right quadrant (Quadrant I) in mind.


Meeting Requests. One of the challenges I know almost every leader grapples with is the litany of meetings we find ourselves in—surely one of the hallmarks of today’s organizational life. We’ve all had days when every hour is taken up in back-to-back meetings, with absolutely no white space on the calendar. Granted, there is some portion of this that may not be in your control, but when I’ve pushed clients to really question the necessity of some of these meetings, or the timing or urgency of them because of someone else’s need or anxiety, far more often than not we’ve been able to recover some space on their calendars.


At the start of the week or day, look at the meeting invites on your calendar and use the following questions to sift your yes or no. The aim is to ensure that you get at least one component of purpose fulfilled by attending each meeting.




	CONTRIBUTION: Is this a meeting I will add value to if I attend?


	PASSION: Is this a meeting I will derive value from by attending?


	IMPACT: What is the impact if I go or don’t go?


	POSSIBLE ACTION: Is there someone else who can go in my place?





One leader shared with me how liberating it was to respectfully move meetings, push them out, or even decline them altogether without the consequences he thought it would bring. In fact, he was surprised when a few of his colleagues said they were happy to get some “bonus free time” back, too. This leader also found over the long run that his yesses to attend a meeting meant more. His new definition of a yes became: he truly felt he should be there, he would add and derive value, and he would be 100 percent present.


Extracurricular Requests. As you gain more influence, you might receive an increasing number of requests to attend dinners, join boards, speak at events, or be a mentor. All these activities are great and can feel flattering, but they take time and energy. Consider each request against your purpose (contribution + passion), as opposed to obligation or guilt.




	CONTRIBUTION: Is this something where I can uniquely add value?


	PASSION: Is this something I will derive value from by attending or joining?


	IMPACT: How does this align with my larger purpose and vision?





The reality is you can’t do it all. Often, you will be asked to attend an event or join a cause, but it’s not the right time to take it on. One working parent shared with me how she felt conflicted about joining the board of her son’s school. She wanted to be involved in supporting his education, and moreover, she felt a sense of obligation because it seemed like all her colleagues sat on their children’s school boards. The position also brought a certain level of prestige in her community. The more we explored the issue, however, the more it became clear that taking on this role felt like work; she had a full-time job that required lots of planning and leadership skills, and understandably, she wanted a break when she wasn’t working.


Ultimately, she made the decision not to join the board. Instead, she chose to reserve her time and energy for high-interaction activities with her son where she felt she could make the kind of difference she wanted to and that brought her the most energy. She carved out time to be a chaperone for some of his school trips, when she was actually with him. She didn’t let a “should” or a “it sounds good on paper” cause her to fall into the I’ll Just Do More Pitfall. Instead, she was honest with herself and got really clear on what was important to her and what worked best for her family.


Work Requests. Obviously at work, you have less latitude on yesses and nos, but even then, don’t let the habit of saying yes automatically guide your decisions. Instead, organize your yesses into three buckets:




	THE STRATEGIC YES: Some requests are of high strategic importance and excite you, so they squarely fit in your Quadrant I. These are strategic yesses. Sometimes, however, you may find that a strategic yes also lives in Quadrant II—you recognize that someone of higher authority, influence, or power is asking and that you don’t have the leeway to say no. It requires some political savvy to read the tea leaves for these situations. In these cases, it’s about saying yes, and then optimizing how you carry out the tasks without getting drained.


	THE PARTIAL YES: These are requests that have some importance, and you determine you want to be involved in some way. But you also recognize that you don’t have to sign up for the whole thing and that there is room to negotiate. The best-case scenario occurs when you seize the opportunity to be the trusted advisor or thought partner on a request. This is especially important because often your boss or your client may ask for something in a way that makes you feel like you have to jump through hoops immediately and fall into the I’ll Just Do More or I’ll Just Do It Now Pitfalls. However, if what they are asking for doesn’t make strategic sense or you think there is a better way to do it, then have a conversation that acknowledges their need but helps get to a better solution.


	IT’S NOT ACTUALLY MY YES: Watch out for those requests or situations that are not actually “yours to own” or that don’t need to become your responsibility. Look for places where you might be enabling others because you always take care of others or rescue others. In these cases, help redirect them to the right person or resource. (See chapter 4 on people to understand more about upgrading your boundaries and rules of engagement with others.)





Work Products. You can sift for contribution and passion even down to the work-product level. If you find yourself working on a deliverable that isn’t super high in contribution or passion but you’re putting in a high amount of effort and energy, ask yourself if your quest to be perfect is worth it.


Places to watch out for include spending inordinate time on presentations, crossing every i and dotting every t, overengineering a process, or staying in the weeds on a task or initiative too long—all at the expense of the higher-order contribution on a given deliverable. As your leadership role grows, it’s likely you won’t have the bandwidth to spend so much time and energy at a granular level. Your expanded role likely requires that you think at a more strategic level, or spend time engaging in important conversations with others on the topic or issue at hand.








A Final Word on Purpose


I love when I see others infuse more purpose into their lives. They begin to feel like they’re spending more time making the difference they’d hoped to make or that they’re adding more value, or they just feel fired up by what they’re working on. Busy days aren’t likely to disappear from our lives, but I continue to aspire for all of us to have “good-busy” days. This is what it feels like to live and lead with a Leader A mindset.


As your compass becomes clearer and you begin to align your time, energy, career, and yesses and nos to that compass, you’ll find that at the highest level you are starting to say yes to yourself more often. Making this shift can be hard at first, but it does give you the opportunity to tap into your inner wells of courage and your convictions about what matters most. It shows you how to channel your efforts and motivation into the things with the highest impact and the highest inspiration.


Purpose-governed living can require a shift in your thinking, but it is worth the effort. Living out of your purpose ultimately results in more courageous, confident, and effective leadership. And a more fulfilled and satisfied you.


What to Remember:




	The purpose P is a critical part of a leader’s overall long-term effectiveness and satisfaction. It’s easy to let the day-to-day whirlwind and increasing complexity of our roles lead us to feeling out of control. Come back to feeding Leader A by resetting your compass with purpose. You can do this by using the purpose equation (purpose = your contributions + your passions) to make purpose more concrete, using the purpose quadrants for managing time, energy, and your career, and more effectively sifting your yesses and nos.


	Purpose doesn’t have to be abstract and hard to pin down. Be concrete about your contribution and passion. They serve as vital markers that keep us anchored in our purpose over time.


	You can use the purpose quadrants to concretely plot your contributions and passions, creating an organizing framework to manage your time and energy more effectively. You can take more decisive and strategic action by seeing what parts of your job fit within the 2×2 quadrants. The quadrants also offer a way to manage career transitions by helping you notice and pay special attention to boredom and misalignment signals.


	Even amid busy days when you’re bombarded with meeting invites, requests from other people, and a barrage of work products you have to complete, you can still stay connected to your purpose by keeping contribution and passion in your mind as you better and more strategically sift your yesses and nos.


	As many ancient traditions describe, purpose ultimately keeps us on our own authentic path, doing what we’re made for rather than living by another person’s desire, agenda, or expectations. Continue to tap into your natural courage and conviction to say yes to yourself and to the difference and impact you hope to make now, which inspires your imagination and stokes your fire.

















  



 




CHAPTER THREE


The Power of Process


Reboot Your Personal Operating System




I met Thomas, a marketing leader, when his enthusiasm for his job was at an all-time high. He loved his work and the entrepreneurial spirit of his company, and he was very excited by its rapid growth and transformation. A passionate, visionary, and creative leader, Thomas brought an informal style to the role that colleagues loved; one of his strengths was being able to connect with others in a fluid and personable way. His shoot-from-the-hip approach and bias to action were a big part of the company’s success to date.


Thomas’s concern was that he didn’t want to stall out as he had seen happen to other leaders who weren’t able to scale their capacity and abilities ...






  



 




CHAPTER FOUR


The Power of People


Raise Your Game, Raise the Game of Others




Rajiv had just come from a one-on-one meeting with his boss, where he learned he’d been promoted to EVP of operations. The plan was to merge two functional areas of the organization, which would substantially increase the number of Rajiv’s direct reports, including a group whose responsibilities weren’t in his current realm of expertise. Rajiv had been working toward an executive-level role for years, and he and I had both assumed that when this day arrived, it would be one of celebration. But rather than being excited and happy, the first thought that popped into Rajiv’s head was, how am I going to be able to do all of this?


Rajiv was a talented and self-aware leader. He excelled at operations, and although he was approachable and genuinely cared about his colleagues, he knew his Achilles heel was his hesitation when it came to people. Relative to his peers, Rajiv was slower to make moves or give feedback when team members were lower performing. He was also hesitant to delegate and always got a little more involved than he needed to be. In short, he was a leader who consistently fell into the I’ll Just Do It Myself Pitfall—and he knew it.


Now with this new, elevated role, Rajiv knew he could no longer do things the way he had been. He’d have to learn to play at a higher level to avoid getting trapped in the weeds. And with the new responsibility of overseeing a group that worked in an area he did not know, he’d have to quickly become comfortable with not being the expert and rely more on asking others for support, which did not come naturally to him.




The Impact of People on Leader A and Leader B


My work with Rajiv and other leaders assuming larger roles or taking on exciting new challenges has shown me the importance of the third P, people, in supporting our effectiveness, presence, and satisfaction over time.


People—and here we’re talking not just about your direct reports or team, but your entire network of support—can bring the capacity, energy, and support needed to meet a deadline, realize a big goal, or build a company with great success and scale. People are a direct contributing factor to our Leader A days when we feel like we’re working toward a shared vision, or when the people we count on are present. On the flip side, people can be a contributing factor to Leader B days, especially when a key role on our team is vacant or when we feel drained by our interactions with others. The third P—people—impacts both our capacity and bandwidth as a leader as well as our capacity for how much we can hold and handle.


For this third P, it’s critical to bring a Leader A mindset, which allows us to get comfortable with the idea of depending on others and considering how everyone can rise together. This requires that we are willing to let go, be vulnerable, ask for help, not have all the answers, see the unique value and contributions our colleagues bring, and not jump in each time anxiety or control gets the better of us. In fact, as one CEO said to me, “The goal is to make yourself not necessary.” This doesn’t mean you’re stepping back—it means you’re stepping up as a leader, which requires a greater focus on your team and their long-term success. At the same time, we must be able to maintain healthy boundaries and rules of engagement so that people do not drain us of energy, recognizing what’s not ours to own, tactically or emotionally. When you’re in a Leader A mindset, you care for yourself and for others. As Bill Gates said back in 2008 at the World Economic Forum’s meeting in Davos, “There are two great forces of human nature—self-interest and caring for others.”1


In this chapter, we will look at the third P of people through two different vantage points. The first is through the lens of the interdependence required to raise your game and raise the game of others. We’ll start by examining the current strength of your team and then I’ll show you how to optimize what I call the leverage + empower + inspire equation. We’ll then take a deeper and more personal look at your current strategic network of support and see if you have the right people in place—and if you find that you don’t, I’ll offer some tips on how to find them. Next we’ll look at the emotional autonomy and independence we must have to ensure that we’re caring for ourselves. We’ll end the chapter by examining the health of our boundaries and rules of engagement with others.






Examine the Strength of Your Team


Think about a team you work with today. It may be a traditional “top-down” structure wherein you have a direct line of authority over your team members (affectionately called “the lieutenant table” by some of the leaders I work with), or it may be a project team where there is a “dotted” line and you have more of an indirect influence over the team members.


The first step is to take a good hard look at your team today. No one’s starting point is the same, but there are three important questions to ask yourself:




	What is the current strength of this team—do I have the right people on the bus?


	What changes to people or team structure will I need to make?


	What am I doing toward succession planning to build bench strength for the future?





Let’s look at each of these in turn.




What is the current strength of this team—do I have the right people on the bus?


Consider the vision and goals you are working toward and whether the folks on your team have the capabilities needed. This can be very difficult for some leaders, especially if you’ve worked with members of your team for a long time and they’re no longer the best fit for the job. Such was the case for Rajiv, for whom taking an objective look at his team created tension and angst. He was very comfortable with the folks he’d worked with for years—there were long-standing relationships and loyalties in place. However, as he and I discussed which 20 percent of the job was creating 80 percent of the energy drain he was feeling, he realized that a key direct report wasn’t meeting the mark in their growing business. Rajiv had been picking up the slack for this person, falling into two pitfalls: I’ll Just Do More and I’ll Just Do It Myself. Covering for this underperforming employee meant Rajiv was having more Leader B than Leader A days. And in his new, larger role, he simply wasn’t going to be able to compensate for his colleague.






What changes to people or team structure will I need to make?


You might find in looking at the team more closely that the fundamental team design and structure are off. Perhaps people need to be layered differently or reorganized. Or, like Rajiv, perhaps you realize there are team members who don’t have the capabilities or aren’t performing at a level the organization now needs.


In these cases, remember it’s not fair to anyone to let a person languish in a role that is no longer suited for them. Jeff Weiner, CEO of LinkedIn, really shifted my view of this when I heard him speak about compassionate leadership. “The most important lesson I’ve learned in the role of CEO,” he said, “is to not leave the pitcher in the game too long.… The least compassionate thing you can do when someone is not equipped to be doing what they’re doing is to leave them in that role.”2 When you’re the team leader, it’s your job to be that coach walking out to the pitcher’s mound and make the right call for the business and the person—even when it’s a very difficult decision. When you’re in a challenging situation like this one, ask yourself these questions:




	Is it time to have a difficult performance discussion?


	Is it time to invest in a development plan or coaching for this person?


	Is it time to let the person go?





Leadership does require that we sometimes give tough performance reviews, help a low performer get back on track, or occasionally, let someone go. With compassionate leadership and Weiner’s counsel in mind, remember to make the tough “what” decisions and preserve your integrity and the other person’s dignity in “how” you execute those decisions. When I ask leaders to reflect on the one thing they would have done differently from the previous year, the answer I most often hear is they wished they’d made a tough people decision sooner or faster—they wished they’d trusted their instincts that someone was wrong for the job or just not going to get there rather than letting it drag out.






What am I doing toward succession planning?


For some leaders the idea of succession planning may feel uncomfortable. Especially if, like Rajiv, you’re just starting a new role and are motivated to add more value, you may be wondering why on earth I’m advising you to contemplate who is going to take on your position one day. But in order to keep growing and evolving your own purpose (chapter 2), you must have people who can eventually step into your shoes so that you and your organization are able to tackle future opportunities. You ultimately want to set in place a virtuous cycle so as you continue to grow and free yourself to take on new things → you are helping your people free up and take on news things → and then they can help others grow and take on new things. Many leaders underestimate how far in advance they need to start looking at this and don’t always get it right.






Optimize the “Leverage + Empower + Inspire” Equation


Raising your game while raising the game of others also means that you continually look at what I call the leverage + empower + inspire equation. This is a critical equation to keep your eye on as you continue to grow as a leader, especially at key junctures such as when you shift from being a “leader of tasks” to a “leader of a team” to a “leader of leaders.” At each of these junctures, you must redefine all three parts of the equation, which serve a different function but together form a powerful synergy.


Leverage: Get Clear on Who Owns What. The leverage part of the equation is about increasing your bandwidth and capacity. It requires that you rethink your level of involvement and ensure that everyone on the team is truly playing to their highest and best in their respective roles. You simply cannot be involved in all that you were in a previous role or when your organization was smaller. Ideally, you are providing your boss leverage, your team is providing you leverage, their teams are providing them leverage, and so on.


One tool that can be especially helpful here is the Who Owns What table. It’s built on the same concepts of passion and contribution from chapter 2 on purpose.




	Think about your own role today and consider for column one the strategic initiatives you are responsible for as well as the normal duties that come with any job.


	Then, in columns two and three, bring over the information from chapter 2 about your purpose:

– In column two, for each initiative or duty, what is your highest contribution?


– In column three, for each initiative or duty, what is your highest passion?



	Now for column four, consider within a given initiative or duty where you could get more leverage, and finally, in column five, who might be the best person to do that.
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What part of this is your highest contribution?
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The most optimal situation is that someone else’s Quadrant I (their highest contribution and passion) is now your Quadrant IV (your lower contribution and passion). That is the ultimate win-win.


This is a great exercise to do at the start of each fiscal year. For example, last January I spent a half day with a leader working through the Who Owns What table against his team’s functional plan. By the end of the exercise, for almost every major initiative or duty he was responsible for, we had identified the places where he could gain additional support from others to accomplish the functions’ objectives. Imagine the relief and encouragement he felt once he’d identified the tasks that would allow his team to develop and buy himself more bandwidth and time.


Increasing leverage for yourself and your team isn’t easy. It means getting more comfortable with being able to let go of things you used to do—in some cases, even things you really enjoy doing or you are good at or faster at than others—but may no longer be your highest and best use and could provide someone else on your team the opportunity to grow.


And be careful of going too far. If your sole intention is leverage, you run the risk of others feeling used or taken for granted. If you treat others simply as an extra set of hands for your sole benefit, you end up siphoning off the parts of the job you don’t want to do while taking credit, or enjoying the high-visibility parts of the job alone.


The last watch-out? Some leaders may be good at leveraging, but when it’s done without sharing context or without transparent decision making, or done without thinking of the other person’s development, there is lost opportunity to help build the capability and business judgment of others. Therefore, leverage must come with the second dimension of our leverage + empower + inspire equation, empower.


Empower: Help Yourself and Others Spread Their Wings. The empower part of the leverage + empower + inspire equation focuses on building team capability and motivation. It requires that we think about how to offer freedom, autonomy, and authenticity to those we work with while setting them up for success as we offer more rope and opportunity. This requires looking at empowerment from two different perspectives. The first is from your own perspective, and the second is from the perspective of the team member you’re trying to empower.


One of my favorite tools is the classic “T-shaped management” tool, which we can adapt for empowerment. In the original, the concept illustrated the dual responsibility of the executive who shares knowledge freely across the organization (the horizontal axis), while remaining committed to business performance (the vertical axis).3 I’ve reframed the image in the following way:


As you look at empowerment from your own perspective and consider what you will let go of and when you will let it go, you can ask yourself the following questions:




	As I look across my span of control (along the horizontal line of the T), what is the full breadth of what’s in my scope?


	Across that horizontal, where are the places I need to make vertical dives in?


	When I start to make that vertical dive, what do I need to communicate to my team or direct report about WHY I’m getting involved?


	And, at what point along the vertical dive is it best I remove myself and pass the baton to someone else?









FIGURE 4-1


T-shaped management tool adapted for empowering others




[image: ][image: ]



The other perspective you must take as a leader is putting yourself in the shoes of the team member you are trying to empower. The irony is that the best empowerment comes with being clear on the boundaries within which your team member or direct report has freedom to act. As you prepare to empower your team more, you can ask yourself the following questions:




	How will this opportunity help to grow this person’s knowledge of the business, decision making/judgment, or visibility?


	What are the big risks to mitigate? Which ones are part of the learning experience?


	What context, information, or background can I offer?


	What are the expectations or definitions of success they should be aware of?


	What are the decision-making rights here?







THE SPECIAL RELATIONSHIP AND SUPPORT OF AN EA


Not all leaders have executive assistants, and I understand that for many organizations, this additional support is simply not possible. But for those who do or for professionals who are considering enlisting the help of an EA, the support can be invaluable.


In my coaching of executives, I often spend a lot of time learning about this special relationship between leaders and their assistants. In some cases, I spend considerable time with the assistant to help optimize the relationship.


Below is a checklist of the type of things I ask or look for. (You’ll see that many of the ideas come from chapter 3 on process that can be taken on by an effective EA.)


Calendar:




	Schedules power hours, maintains color coding


	Conducts look-aheads and blocks in vacations, days off, and important personal events


	Sets up recurring meetings including one-on-ones and esprit de corps efforts





Keeping day on track:




	Has schedule and files needed for the day organized and ready


	Protects the leader’s first fifteen to thirty minutes of the day from people and meetings


	Where appropriate, pulls leader from meetings if running behind or puts fifteen-minute breaks in between meetings





Travel and expenses:




	Schedules travel and logistics with leader’s preferences in mind


	Creates itinerary with all information in one place


	Handles all receipts and expense reports





Documents, systems, trackers:




	Populates information for commonly used templates in leader’s role


	Inputs information into systems or trackers that leader must keep updated


	Helps to keep contacts updated





Personal (where negotiated):




	Helps with holiday cards


	Tracks personal birthdays and helps to send gifts/cards


	Schedules personal appointments





I’ve seen EAs become extensions of their leaders: skilled EAs capably represent their leaders in all contexts, interacting with the leaders’ key constituencies in a way that extends the goodwill of their leaders and moves their agendas forward.a


When I have spoken to EAs who had great relationships with the leaders they supported, they shared that these folks took the extra steps to share context, explain who the key stakeholders were, and involve the EA as a critical member of the team. The leaders who gave their best received the best support in return.


a. Melba J. Duncan, “The Case for Executive Assistants,” Harvard Business Review, May 2011, 88–91.





I want to acknowledge that this is all so much easier said than done. I know when I’m stressed by an urgent deliverable or when I’m feeling uncertain about something, my coping mechanism is the I’ll Just Do It Myself Pitfall. Anxiety running high, I decide I’ll just figure this out on my own and go for it. Controlling the situation gives me a temporary sense of relief, and sometimes it moves a task forward, but very often, bull-rushing a situation is the last thing the team needs from me. I am still learning to remember to pause, step back, and ask myself if this is something I truly need to insert myself into. Sometimes the answer may very well be yes. But if I conducted an audit of all the times I’ve succumbed to the I’ll Just Do It Myself Pitfall, the truth is that probably more than 50 percent of the time I didn’t need to get as involved in the way that I did.


You can end up doing yourself and your team a disservice when you step in and turn a task into a fire drill. It can leave a team feeling demotivated or give the impression you don’t have confidence in them. The Leader A mindset, by contrast, is one of curiosity and confidence: your job is to help the team build the capability and the motivation to get there themselves. You want a team that functions interdependently while honoring each person’s strengths and contributions.


Inspire: Move Beyond Just “Hub and Spoke.” The inspire part of the leverage + empower + inspire equation takes the individual people you lead and helps them to feel part of a larger collective, vision, or mission. When I’ve done 360 reviews for folks, I’ve always been struck by those whose team members or employees describe being “willing to run through a brick wall” for the leader and the organization. When I probed more deeply, I found that the leader had not only leveraged and empowered the team but also had that final secret ingredient of being someone who inspired the team to connect their work to a meaningful goal.


This kind of leadership requires that you do more than just lead by “hub and spoke,” where team members are connected to the larger whole mostly through their one-on-ones with you but don’t necessarily feel connected to each other or the bigger picture. By leading point to point, you risk creating silos or creating perceptions of inner circles and favorites. Even worse, it can also become a time and energy sink if you’re having five separate conversations when you could bring five people together for one decision.


Intentionally bring people together and build the esprit de corps of the group. For your organization, function, team, project, or initiative, ask yourself these questions:




	What is the vision or shared goal for the group?


	Who needs to be or feel included?


	How and by what cadence will you bring this group together?


	What are the collective wins that keep the momentum going?


	How will we all share in the success of this together?





One analogy I love when I think of leaders who are great at the inspire part of the leverage + empower + inspire equation is that of a crew team: all individuals working toward the same destination in perfect rhythm and harmony.


Legendary sportswriter Paul Gallico, who rowed for Columbia, beautifully described the bonding process a squad undergoes when it moves from a group of individuals to a single, unified crew. “We became one with the boat and our fellow oarsmen and felt ourselves as giants, since one’s own power applied to the shell was multiplied by eight.” According to Gallico, these moments bring “an ineffable delight” to the rowers, “a great exultation.”4


This “great exultation” is known to oarsmen as swing. Swing is almost indescribable. It’s the moment when eight individuals blend together and experience a feeling of transcendence as they glide effortlessly over the water as one. Writer Michael Socolow, who also rowed for Columbia, describes swing as “unity made manifest. It’s surrender to process rather than demanding results.”5 When a crew is in a state of swing, individual ego and agenda falls away, and team members become a single unit whose effectiveness is far greater than the sum of its parts.




BRING THE LEVERAGE + EMPOWER + INSPIRE EQUATION HOME


You can also use many of the concepts discussed so far to take a scan of your home and determine where you could gain more time, energy, and bandwidth. One colleague, a business owner and single mom, explained how she managed a big move with her two school-aged children to a new city:


I must tell you that I’ve really leaned on the “what’s my highest and best use?” question at home! The move was more overwhelming than I anticipated—I really believed I could avoid any bumps in the road with superior organization. What I didn’t factor in was all the things you can’t anticipate, like unexpected repairs and my babysitter getting sick.


Point being, when I had one hundred things to do and felt like I had to do at least twenty of them simultaneously, I’d ask myself that question. Is it really my highest and best use to be unpacking this box of stuffed animals? Putting books on shelves? Mowing the lawn? And so on. Most of the time it was not, and these small tasks were things the kids could easily handle.


So I delegated anything I could to them. They learned all kinds of new things, gained confidence, and felt “important and adult.” I was then free to work and tend to the big stuff, which left me much less stressed and therefore a better mom.





The parallels with effective business teams are easy to see. Individual team members must be highly skilled, self-reliant, and capable, but able to function as part of a synchronized group focused on the same goal. Peter Dean, writing for Wharton Magazine, observes that in rowing, “no member is the star of the team.” Each one must (1) adapt to the strengths and shortcomings of the other, (2) empathize with the other’s point of view, adjusting quickly to what’s needed in the moment, (3) be open to every other member and willing to get past personal feelings of disappointment, and (4) give themselves up for the benefit of the entire crew, rowing as an extension of the teammate.6 You could hardly ask for a better description of an effective team in the workplace!








Build a Strategic Network of Support


As you grow as a professional, you will have more responsibilities and pressures. It’s increasingly difficult to get it all done on your own—or even with the team that reports to you.


To guard against the old adage “It gets lonelier at the top,” be proactive in seeking support beyond your immediate team. This isn’t the same kind of networking that you do when you’re searching for jobs. These are the connections that help you be highly effective, present, and satisfied and that feed your Leader A.


To build that kind of network requires that you get more comfortable asking for help, find very specific types of support, and uphold your end of the relationship by being a good citizen and good support to others as well.




Get More Comfortable Asking for Help


It takes a fair amount of inner confidence and strength to admit that we need the advice or support of others. The New York Times article “Why Is Asking for Help So Difficult?” states that we don’t ask because no one likes to seem weak, needy, or incompetent. Additionally, no one likes shifting the balance of power in a relationship where we feel like we are the one indebted to another person.7


Wayne Baker, author and faculty member at the University of Michigan’s Ross School of Business, offers five concrete tips for getting better at asking for help:




	KNOW EXACTLY WHAT YOU WANT TO ASK. Write down the specific steps and resources you need to achieve your goal and build your request for help upon them.


	ASK SMARTLY. Make a request that is Specific, Meaningful (why you need it), Action-oriented (ask for something to be done), Real (authentic, not made up), and Time-bound (when you need it).


	DON’T ASSUME YOU KNOW WHO AND WHAT PEOPLE KNOW. You never know about other people’s connections and insights until you ask! You can miss huge opportunities if you assume someone doesn’t have the knowledge to help or interest in doing so.


	BE PROACTIVE IN HELPING OTHERS. The spirit of reciprocity is so hardwired in our brains that more often than not, when we extend help to others, we can expect to receive help in return.


	CREATE A CULTURE WHERE ASKING FOR HELP IS ENCOURAGED. Make it easy for your team members to ask for and extend help by setting the example. An environment where others give and receive help creates a feeling of psychological safety and normalizes the practice.8





We’re all better off when we’re able to be vulnerable enough to acknowledge our need for help and ask for it.






Reach Out to the Right People


Next, it’s important to think strategically about the specific kind of support you need and who can fit the bill. The following isn’t an exhaustive list but rather an illustration of the type of roles that others can play in your life if you look for them and allow them in under the tent.


Other experts: While you might be an expert in your own right, it’s critical to seek out those who bring different experiences, understanding, and pattern recognition to the issues you’re facing. This can include peers or even direct reports who have certain functional expertise that’s critical for the year ahead, or external folks who have successfully navigated similar situations.


As you seek out the help of other experts, hold confidence in your own expertise while also adopting a beginner’s mind. Beginner’s mind is a term that comes from Zen Buddhism and refers to someone with an openness to learning, even at an advanced level. It’s all about having an open attitude and stance.


In 2013 when Chip Conley was tapped to help develop Airbnb into the world’s leading hospitality brand, he’d already spent more than twenty years as the founder and CEO of Joie de Vivre Hospitality, the second-largest boutique hotel brand in the United States, and was a New York Times best-selling author of titles such as Peak: How Great Companies Get Their Mojo from Maslow. But at Airbnb he found himself in unfamiliar territory: twice the age of the average employee and two decades older than CEO Brian Chesky, Conley had never worked in tech and had never even used Uber or Google Docs. Conley recognized he had a choice: walk away from his new job, or embrace beginner’s mind in order to adapt and change. He decided to stay.9


Conley found a ready ally in Chesky, who was also a proponent of beginner’s mind, and who, like Conley, saw a growth opportunity for both of them. Conley needed to learn the landscape and lingo of tech, while Chesky needed to learn from Conley’s management experience and emotional intelligence. They bonded over their belief that anyone of any age can have a growth mindset, and Airbnb benefited from their “mutual mentorship.” During the four years Conley worked full-time for the company, Airbnb expanded exponentially and garnered guest satisfaction reviews that surpassed the hotel industry’s.10


A beginner’s mind helps us to innovate and connect the dots during those moments when we engage and listen with openness. Watch out for trying to protect an idealized image of the expert who has all the answers. Trying to emphasize your expertise or even getting defensive about your need for help is exhausting, and it can preclude the very thing you need, which is support and new learning. True confidence is about knowing what you bring to the table while still having the humility to be blown away by another person’s expertise and willing to entertain an insight or perspective that shapes your future thinking. As Zen master Shunryu Suzuki stated so well, “In the beginner’s mind there are many possibilities, but in the expert’s there are few.”11


Sausage makers: As you become more senior, there is a premium on being clear, concise, and articulate. For some of us, it takes processing out loud to get to that kind of clarity and conviction. This kind of rough, unedited processing isn’t meant for public consumption—hence the term sausage making, as no one really cares to see how sausage is made! If you’re someone who needs to talk things out to get to clarity, know with whom you can talk through big decisions, difficult conversations, or presentations. This kind of sounding board will help you frame key messages or communications.


Don’t go to those who lack the patience to be a sounding board, or even worse, don’t go to the people who weigh in on your performance evaluations. Without an understanding of what you need, they may unintentionally peg you as someone who is not articulate, who isn’t fact-based or logical, or who wastes their time. If you must make sausage with anyone who holds a position to evaluate you, be sure to preface it by saying, “I’d love to brainstorm something with you,” or “This thought isn’t fully formed yet, but I wonder if I could get your gut reaction before I have the team substantiate it with additional data.”


Accountability buddies: For our most important goals or objectives, it can be helpful to have someone other than your boss or the board holding you accountable. This is someone who knows what you want to achieve and helps you get there by checking in on milestones. These people can help you keep your eye on the big rocks. I learned the term accountability buddy from one of the CEOs I coached who shared that the sole reason he was hiring me was to help ensure he stayed focused on the strategic vision, key priorities, and collective wins for his organization.


Once someone agrees to be your accountability buddy, come up with a check-in system that makes the most sense for what you’re trying to achieve and for both of your schedules. Also decide on the format for your meetings. Quarterly check-ins may be fine for long-term strategic goals, but I’ve had clients who met with their accountability partner on a monthly basis, and some who’ve done weekly check-ins when they had a tight deadline or wanted to make quicker progress.


Mirrors: As you take on more senior roles, you might find there are fewer people who are willing to give it to you straight, call you out, or hold you accountable to the purpose and vision you’ve set. It’s always important to have someone who can identify your blind spots and reflect back to you what they see, like a mirror. Who’s the “straight talker” in your life whose insights you can trust? This could be a person in your organization you’ve known for many years or a person not at all connected to your industry, who has no personal stake in your organization.


Helicopters: While some people are detail-oriented and excel at focusing on the granular level, helicopters are those who provide an aerial view, help you see the world differently, or help you to connect your daily work to the bigger picture or a longer-term horizon. These are folks who help to strengthen your thinking on an issue by offering you benchmarks, pointing out trade-offs to consider, or raising the organizational or market conditions at play. They help you see the future impact and implications on different groups by widening perspective—a key characteristic of Leader A mode. Look for the people who think big—or at least think differently than you do. A different perspective can move you forward or trigger a breakthrough when you’re stuck in a rut.


Cheerleaders: Who doesn’t need a cheerleader from time to time? When we’re working hard, an “attaboy” or “attagirl” can go a long way to keep energy and motivation alive. Know who you can turn to when you need acknowledgment, a pep talk, or a pat on the back. If you don’t instinctively know who this person is, ask yourself: Who can I count on to notice and affirm that I am adding value? Who can share a victory lap with me? Who is genuinely happy for me when I hit a major deliverable, have a presentation go well, or have a great aha moment?


It’s heartbreaking when I see a client seeking acknowledgment or reassurance from people who fundamentally lack the patience, capacity, or even the capability to do this. Precious energy is wasted in counterproductive efforts to get acknowledgment from that one boss or one colleague who absolutely is not wired to give it to you. Focus instead on the people in your life who naturally support, love, or acknowledge your efforts in meaningful ways.


Safe harbors: In a similar vein, rather than focus energy on people who are negative, toxic, or self-absorbed, learn to channel your efforts into those who fundamentally respect you and have the emotional intelligence required to be a safe harbor. Psychological safety is an important dimension of both individual and team performance. Research from Harvard Business School professor Amy Edmondson has shown that we optimize performance and learning in groups when both accountability and safety are present.12 With whom can you let your guard down and share your ideas, thoughts, and observations without judgment or retribution? As your ideas percolate, who will listen and consider the possibilities without raining on your parade or trying to one-up you? That’s your safe harbor.


As you consider these seven roles, remember that it’s not necessary to find people to match all of them. You may have a couple of people who are able to fulfill multiple roles—or you may find that your situation requires only one or two of them. But as you look for the best folks to bring under the tent, consider colleagues, friends, contacts, or family members. If you can’t find someone in your own circle, you might find that bringing in the additional support of an executive coach, a therapist, or a wellness trainer is just what you need.


EXERCISE


Assess Your Current Strategic Network of Support






	Consider the strength of your strategic network of support. Who could you add to help you feed Leader A and maintain your highest and best?


	To whom do you offer that same support?


	Use table 4-2 to answer these questions and assess your network of support.
















	

TABLE 4-2









	

Assess your current strategic network of support
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Who’s playing this role in my life now?




	

	

Who could play it?




	

	

Who could I play this role for at work or in my personal life?
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Be a Good Citizen


As you assemble your network of support, be careful not to adopt a “take” mentality. Wharton professor Adam Grant has explored the roles of “givers” and “takers” in his research. Givers contribute to others with no expectation of receiving anything in return. Takers, meanwhile, try to get others to serve their needs while guarding their own expertise and time.13 We’ve all been on the receiving end of people who made audacious requests or who call us only when they need something, or who may give but with a quid pro quo mentality. We’ve all rolled our eyes at the people who are suddenly nice and charming when they need something or believe there is some commercial gain or benefit in it for them.


In contrast, the best supportive relationships evince a healthy give-and-take of information, social access and connections, and personal time and energy.14 In the New York Times Magazine article “What Google Learned from Its Quest to Build the Perfect Team,” researchers found that a feeling of “psychological safety” was the most important component for ensuring that a team was successful and worked well together. Amy Edmondson’s work that I mentioned was a critical underpinning to what the Google research found. High-performance teams are characterized by interpersonal trust, mutual respect, conversational turn-taking, and empathy.15 In relationships like these we see that powerful virtuous cycle of growth at work, where we’re aligned to core fundamental values of generosity, service, and nonjudgment. Sometimes our relationships and our desire to support others outweigh time efficiency or productivity because it’s just the right thing to do.


Here are some tips to keep in mind as you build a community of support in a thoughtful and generative way:




	BE A CONSISTENT PRESENCE: There’s nothing more aggravating than someone who is normally impatient and curt and suddenly becomes charming and friendly when they need something. Instead, be available consistently, with a positive presence.


	REMEMBER TO ACKNOWLEDGE AND EXPRESS GRATITUDE: A simple “thank-you” goes a long way.


	FOLLOW UP AND INFORM: Let the other person know how you used information they gave or synthesized what you learned from them, or let them know if you’ve connected with a contact they offered.


	BE AWARE OF RELATIONSHIP OWNERSHIP: Don’t take for granted the social capital someone else may have expended for you.


	LOOK FOR OPPORTUNITIES TO GIVE BACK: Consider how you can play one of the seven roles I’ve mentioned for someone else. Pay it forward.







A WORD ON YOUR HOME TEAM


When it comes to teams and personal support networks, think beyond work and don’t forget your home team. Teams at home can be defined in many ways and may include your partner, kids, parents, cousins, closest friends, boyfriend/girlfriends, and pets.


Don’t assume those closest to us will give us a pass. Our loved ones tend to be more lenient and more forgiving because they love us, but we can’t make the mistake of always giving them our worst. As I’ve already mentioned, a cue for many leaders that Leader B mode is taking over is when they find themselves lashing out at their loved ones and taking out work stress on them. Therefore, one of the big things I encourage you to consider is that your team at home—those who are most dear to us—also deserves your best.


Ask yourself what kind of support they need. For example, give them the courtesy of communication. Give them a heads-up when new things arise, and involve them in the big decisions about career changes or major projects or dream goals you hope to take on. Consider how these things will affect the whole of your life and your home team.


For many of the folks I work with, we come up with a team name. One leader named his family “Team Quinn” after his last name. Each week, we talked not just about what happened at work but also what was going on with Team Quinn. Once he got behind the concept of Team Quinn, he started to get more involved in family life. He began coaching his son’s basketball team, for example. He had always assumed his wife would give him a pass, but she had been an incredible source of support and help all these years, and now he wanted to spend more intentional time with family. He gave himself more permission to truly enjoy vacations, to work less, and to focus on his home team in a different way.











Establish Boundaries and Rules of Engagement


For some of you, the strategic network of support exercise might yield a different insight entirely. Perhaps you realize that you are that person who plays these roles for others. You are in service of others and always putting others’ needs ahead of your own. If this is you, know that in addition to learning to allow yourself to receive the support of others, there is also opportunity for more Leader A days by building more effective boundaries and shifting your rules of engagement with others—especially in today’s work environment, where collaboration is so prized.


One leader, Derek, felt he was constantly in demand from his team, his peers, and his boss. Someone was always stopping by his office to ask a question or seek advice. As a natural “cheerleader” and “safe harbor” for others, he valued being sought after for counsel. But on the other hand, his schedule was constantly interrupted and his projects were continually derailed—so much so that by the end of a typical day, he felt frustrated and exhausted. Derek regularly fell into the I’ll Just Do It Later Pitfall because other people’s demands and needs kept coming in front of his own top priorities and self-care. It was time for Derek to update his boundaries and rules of engagement. Following are some ways he did so.




Practice Bringing Attention to Your Own Needs


When you’re in a situation like Derek’s, and the people around you are not shy to declare, ask for, or put their own needs first, it’s easy to lose sight of your own. Healthy relationships and boundaries come first, with a greater understanding of where your own needs begin and end and where others’ needs begin and end.


For example, try this experiment. Take a sheet of paper and draw a horizontal line across the middle. Now, above the line, write down everything that is a true need or priority that originates solely from you. Then, below the line on the bottom half of the page, write down all the requests, emails you must return, documents you’re working on, or things you have on the list that are in response to someone else’s needs or requests, including those of your team, boss, clients/customers, friends, and so on.


I know it’s not totally black and white given all the interdependencies we have with others, but give it a try for the sake of being able to see where your priorities and needs begin and end and where others’ priorities and needs begin and end. Here are some of the things I hear from clients, like Derek, who try this exercise:




	When I looked at what was on the bottom half of the sheet, I realized out of sheer habit, I tend to handle those items first.


	While I’m responsive to others, I risk never getting to some of the important longer-term items on the top half of the page.


	I was surprised by how uncomfortable the experiment was. It felt selfish to make that kind of distinction between my needs and others’ needs.


	I could feel the part of me that likes to be wanted, wants to be connected to others, doesn’t want to let others down. But maybe I’ve taken it too far by always putting the top half of the paper off to later.





Another good way to start practicing paying attention to your own needs is noticing when you are starting to feel “quietly” frustrated, resentful, angry, or upset about something. When you feel this tension, immediately get curious:




	Do I have an unspoken expectation or need I’m not expressing?


	Is there a request of someone else I’m not making that I need to?


	Am I watering down what I really need by not wanting to trouble others?


	What is the underlying need I have?







THE COST OF INEFFECTIVE BOUNDARIES


Consider this sobering reality: research from leaders across twenty organizations shows that those considered valued sources of information and those most in demand by others have the lowest career satisfaction over time.


Women often bear the most penalties:




	The lion’s share of collaborative work tends to fall to women, who are expected to help others with heavy workloads, provide mentoring and training, and recruit or attend optional meetings.


	Men are 36 percent more likely to share knowledge and expertise; they’re considered an informational resource. Women are 66 percent more likely to assist others in need, an action that costs more time and energy.


	Men who stayed late to help colleagues earned 14 percent higher ratings than women who did the same. When neither helped, women were rated 12 percent lower than men.





Source: Rob Cross, Reb Rebele, and Adam Grant, “Collaborative Overload,” Harvard Business Review, January–February 2016, https://hbr.org/2016/01/collaborative-overload.









Be Clear on Emotional Ownership and Accountability


I’m not suggesting that you stop supporting others or stop being in service of others. I’m asking you to give yourself permission to acknowledge your own priorities and to take accountability for them, and to recognize when others have needs and when they—not you—need to take accountability for them. Here are some strategies to try.


Discern when giving is about your values rather than about your fears. As I continued to work with Derek, he and I dug more deeply into the dynamics at his work and discovered the difference between a Leader A and a Leader B day. On Leader A days, Derek gave or supported someone else in a way that left him feeling like he had truly made a difference or contributed to someone else meaningfully. The “give” was authentic and sincere, and it tied to his core values of good citizenship, generosity, and using his gifts, talents, and natural emotional intelligence wisely.


As Derek reflected on Leader B days, he saw that some of the motivation behind his giving or responding to others was to avoid conflict or preclude guilt. He realized the people most getting his attention were often the loudest, pushiest, or whiniest, or those who backed him up on his heels. On those Leader B days, he felt manipulated or fearful of someone else’s retribution, disappointment, or disapproval.


Add EO to your EQ. Emotional ownership (EO) is the ability to take responsibility and accountability for your own emotions. Emotional quotient (EQ) is the ability to tune into others. Maybe, like Derek, you have great EQ—and in fact, your antennae for others’ feelings may be so powerful that you absorb too much, beyond what is yours. You may be unnecessarily taking on more stress or accountability for that other person than the situation warrants.


When your EQ is high, you may be able to sense others’ emotions, needs, or desires (maybe even before they are able to articulate them!), but part of the work is learning to notice them without reacting, giving in, or rescuing (we’ll cover more on this in chapter 5 on presence). When you feel the urge to say yes to another person or take on something for them, but you know you are doing it out of fear or habit rather than your values, hit the pause button. Say to yourself before acting: “This is their emergency, not mine.” You can also use the power of visualization: imagine pulling your antennae back into yourself when they start to feel frayed. Give yourself a break from always sensing what’s going on for others.






Respond with Grace


When I work with people on building healthier boundaries, I caution them not to swing the pendulum too far the other way. This can lead to a disruption and inconsistency of presence—especially if your demeanor is naturally approachable and open.


Boundaries are not about putting on a suit of armor and assuming a defensive posture in trying to protect your time, energy, or emotions like a solider stationed at the top of a fortress keeping enemies at bay. They’re also not about opening your door so wide that everyone and anything can get in. They’re about finding that middle ground that honors and protects your needs while remaining judiciously available to others. Figure 4-2 provides a visual of the continuum of boundaries; the goal is to aim for the middle ground of “Healthy Boundaries.”


Seek more information and assess. Hear out another person’s need and then assess the situation: Is that a need you can meet authentically? There are no hard-and-fast rules. Because there is always nuance in situations, rather than a default yes or a default no, don’t give an answer right away. If the request comes via email, ask to set up a time to hear out the person or send some questions to clarify what’s really being asked. Solicit the information you need so you can make an astute decision for your organization, your family, or yourself. Now go back to chapter 2 and look at the categories of your yesses and nos. Seek information to determine if this is a strategic yes, if this is a partial yes, or if it was never your yes to begin with.


Acknowledge the request or person. While you might be turning down or renegotiating the request itself, it doesn’t mean you have to turn down the person. Remember, these interactions with others are still points of connection, and important relationships should always be handled with care and respect. Make your goodwill transparent, and use your EQ to acknowledge what you sense may be going on for the other person:




	“I appreciate your thinking of me for this opportunity.”


	“I hear your sense of urgency on this.”


	“That is a good question.”


	“While I can’t do it myself, I’m happy to refer you to some others who may be a good fit.”









FIGURE 4-2


Continuum of boundaries
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Respond accordingly. How you ultimately respond then becomes a function of how you assessed the situation or request. Below are a range of possible responses:




	SAY NO GRACIOUSLY WITHOUT DEFENSIVENESS: There are some cases where taking a pass or politely declining a request or an invitation is what is most important for your long-term effectiveness and scalability. Consider the trade-offs or implications of saying yes to one additional thing that could tip the scales.


	SHARE WHAT YOU CAN DO: In some cases, we are able to assist but not for the whole need. Offer what you can do, or let the person know when you would become available. Share the conditions by which you’d be able to help, and make that be a starting point to negotiate a win-win.


	OFFER SUGGESTIONS OR ALTERNATIVES: Help make the connection to the right person on your team. You could say something like: “Given what you are trying to solve, it’s best to speak to Henry, who’s closer to that issue,” or “Out of respect to the team, George would be your best person to help you sort that through,” or “You’ll get a speedier outcome by going to Maria on that.”


	SHARE ADDITIONAL CONTEXT IF WARRANTED: Name the risks and trade-offs to other potential projects or engagements if you take on the request. You want all parties to understand the impact on you, the work, or the other person. Share your assumptions about where something sits in the broader set of priorities for the team or the organization.





Understand that your relationships with other people are a dance and that as you grow and take on new things, you will outgrow certain people or relationships. As you change the rules of engagement, there could be backlash or discomforts. That is why I encourage you not to swing the pendulum too far and to always act in alignment to your character and values, with what’s best for the business and strategic for the situation at hand.








The Last Word on People


Having an underperforming team, a lack of key head count, or conflict with others at work are some of the quickest, and perhaps most painful, ways to fall into Leader B mode. When one member of a team suffers or slips into a pitfall, the entire team is adversely affected. However, the converse is true, and a team that enjoys psychological safety and works well together is far more effective and satisfied than the sum of its parts, leading to more Leader A days for everyone.


Our work lives will always be intertwined with and dependent on many different people, and many different types of people. Especially as your impact expands, you’ll need to lean more on the support of your people in order to meet your personal goals and the goals of the organization. When people are all working together at their highest and best, the resulting synergy can lead to incredible results and long-term effectiveness and satisfaction for everyone involved.


What to Remember:




	People are a direct contributing factor to our Leader A mode when they bring the capacity, energy, and support needed to meet a deadline, realize a big goal, or build a company with great success and scale. On the other hand, people can be a contributing factor to Leader B when a key role on your team is empty or when you feel drained by your interactions with others.


	A Leader A mindset is critical to becoming comfortable with depending on others, which requires that we ask for help and see the unique value and contributions our colleagues bring. At the same time, a Leader A mindset helps us maintain healthy boundaries and rules of engagement so people don’t drain our energy. We are able to care for ourselves as well as for others.


	You can raise your game while raising the game of others by taking a good hard look at the teams you lead, either directly or indirectly. Regularly examine the strength, structure, and composition of your team, making sure you have the right people on the bus. Get ahead of the curve on succession planning so you set in place a virtuous cycle: as you continue to grow and free yourself to take on new things, you are helping your people free up and take on new things, and then they in turn can help others grow and take on new things. As you move from being a leader of tasks to leader of a team to a leader of leaders, continually optimize the way you leverage, empower, and inspire those you work with.


	Don’t take for granted the reality of taking on expanded or new roles. As accountabilities, performance pressures, and high-stake situations increase, the age-old adage of “It gets lonelier at the top” becomes more real. Build a strategic network of support to ensure you have what you need for both your performance and well-being by getting more comfortable asking for help, considering the types of people you need to support your leadership and life (experts, sausage makers, accountability buddies, mirrors, helicopters, cheerleaders, and safe harbors), and remembering to play those roles for others.


	If you find that you support others to the point of stress, exhaustion, or feeling overwhelmed, look at your current boundaries and rules of engagement. This will mean getting increasingly comfortable with bringing attention to your own needs, being clear on what is actually yours to own in terms of emotions and accountabilities, and learning to hold boundaries and respond to incoming requests with greater grace and clarity.

















  



 




CHAPTER FIVE


The Power of Presence


Don’t Scratch the Itch




Yasmina had built a successful career as an independent HR consultant. While she wanted to continue working in the field and loved the autonomy associated with owning and running her own business, she felt her career had plateaued. Over the years she’d toyed with the possibility of expanding by adding subcontractors, as she found herself routinely turning away potential clients. But even more than she wanted to grow her business, Yasmina wanted to grow personally by building greater visibility and a brand for herself, perhaps by starting to blog and speak at conferences. Yet each time she cleared out space and sat down to work on her own brand, her inner critic kicked in: “You can ...






  



 




CHAPTER SIX


The Power of Peace


Loosen Your Grip




Mark stood out in my mind because he was one of those people who seemed to move from win to win. Remarkably intelligent and motivated, he graduated from a top university and graduate program and, to no one’s surprise, landed a job at a large investment bank right out of school. His early career was marked by a succession of promotions, and as he moved into midcareer, he transitioned seamlessly back into industry and soon after earned the coveted CFO position at his company. He’d sought out coaching to help navigate this huge jump in responsibility and all the pressures associated with it. He approached our work together with the same fervor and dedication he applied to any endeavor, and I remember feeling as if I learned as much from Mark as he did from me.


Two years later, he was back for more coaching. I asked Mark to give me a rundown of the past couple of years since he’d taken on such a vastly expanded role. I learned that the past year had been particularly incredible, and just one week prior, he’d received a stellar performance review. In fact, not only had it been his best year ever in terms of performance, but he felt his most energetic, enthusiastic, and healthy as well. I knew from our previous work together that Mark had a well-developed spectator capability and was generally present to himself and what was happening. So I was quite curious to hear what had prompted him to return to coaching now.


Mark explained that he was worried about a mental dynamic he was noticing. Though he had clearly gained greater success and influence, not to mention financial and professional security, he couldn’t shake the feeling that something was still missing. He described feeling “unsettled and dissatisfied” in a way he couldn’t quite put his finger on.


It seemed that each time Mark thought he’d met a career-making deliverable or received a big promotion or professional accolade, he’d have a sense of completion and satisfaction—but it never remained. Before he knew it, he was looking to the next big deliverable and the next promotion, and the cycle would begin again. Mark had now been through this cycle enough times that he was aware of the pattern. As we talked about what was changing—why all these successes no longer felt like enough—several things emerged. On the home front, Mark’s kids would be leaving for college in a few years, and he was worried about spending enough time with them. Meanwhile, his mother was having health problems, and the reality of having aging parents was sinking in. Professionally, despite his many successes and, as he put it, “a life where I could hardly hope for more,” he was troubled by his lack of interior peace. “I guess I always thought when I got to this stage of my career, to this point in life, that I’d have a sense of satisfaction. Some kind of deeper feeling like all this was enough.” Why, he wondered, were moments of feeling like Leader A so fleeting—especially when he had earned every external marker of success?


Mark said he could feel himself standing at a critical juncture. He loved his work and felt as ambitious as ever but shared that he often felt he was “living in between here and now,” trying to be present but finding himself anxious about the future. He confessed that he didn’t know if he could keep this up for the next twenty years. He wanted to understand how he could cultivate the ability to live—at work and at home—with more peace and a sense of satisfaction and meaning. “If I’m going to work this hard,” he concluded, “I want to be able to enjoy the ride along the way and trust that what I’m doing has some kind of greater worth.”




The Connection between Peace and Being Leader A or Leader B


Mark is not unlike many of us who have achieved a certain level of success and yet remain troubled by a kind of low-simmering worry that prevents us from feeling fully satisfied. It’s as if we just can’t relax or give ourselves permission to pause and enjoy our success for fear that if we ease up a little, everything we’ve worked so hard to build will crumble. Wanting to protect what we’ve built is normal, as is the desire to continue growing and improving. But leaders can find themselves in Leader B mode when they get stuck, as if on a hamster wheel, continuously striving and trying to prove themselves. If we don’t loosen the grip we hold on ourselves and accept and trust in who we are and what we have, there’s no chance, as Mark put it, to enjoy the ride along the way.


In this chapter, we’ll look at our final P, peace, which is about coming to a place of acceptance and equanimity. Rather than approach peace as some abstract concept, I’ll first share with you three concrete ways to live and lead with more peace and less stress and worry. We’ll then discuss how from a foundation of greater peace, you can be released from the exhaustion that comes from a state of constant striving to a more effortless and fulfilling state of greater intrinsic motivation and purpose.


If we can be sure our leadership actions stem less from a need to prove, self-preserve, or one-up others (or ourselves, as in Mark’s case), we open the door to a realm of greater meaning, fulfillment, and transformation on both the personal and the organizational level. And in the end, we end up coming full circle to our first P, purpose, where concepts like servant leadership and paying it forward become part of being Leader A.






“ACT” with Peace


As leaders have privately shared their worries, frustrations, and moments of doubt, I’ve created an easy acronym as a reminder for the ways you can access more peace and satisfaction.


“ACT” stands for the following:




	A = ACCEPT THE MOMENT: Take constructive and effective action for what’s within your control.


	C = BE CONTENT IN THE MOMENT: Know what’s enough and bring an attitude of gratitude.


	T = TRUST YOURSELF AND LIFE IN THE MOMENT: You’ve achieved, learned, and grown, and you will do so again.







#1: Accept the Moment


The first letter of A in ACT stands for acceptance. A first step toward greater peace is seeing and accepting that life and leadership will always contain a range of seemingly opposing experiences. Life can bring happiness, joy, learning, growth, and achievement, and it will also bring its fair share of sorrow, grief, pain, hurt, anger, and sadness. Even things your mind deems as positive—such as getting a promotion, closing an acquisition, or making that lucrative sale—can just as easily bring feelings of stress and vulnerability. All new things bring both a level of joy and a level of uncertainty.


Name the Resistance: What Don’t You Accept? Part of cultivating a best self includes being able to ride the wave and stay in flow even amid that mix of experiences and emotions. This requires increasing your capability to manage resistance within yourself. Resistance may be a good sign to pay attention, or it can be a cue to trust your intuition that something is wrong. However, know the point of diminishing returns with resistance—when good worry becomes rumination or becomes unproductive.


Taken to the extreme, the instinct to run from what feels adverse can burn up a lot of unnecessary and unproductive time and energy. When we continually avoid and resist what we should be paying attention to, we stall out or even regress. Especially when we’re faced with the unknown or hit a setback, it can be easy to fall into the downside of resistance. This kind of resistance usually looks and feels like this:




	In your mind: I WISH THIS WEREN’T HAPPENING.


	In your heart: I WANT AND EXPECT SOMETHING ELSE.


	In your body: I’M SO TENSE (OR IN PAIN, OR TIRED).





Physicists define resistance as “the degree to which a substance or device opposes the passage of an electric current, causing energy dissipation.”1 The greater the degree of resistance, the more energy is lost. Think about that in terms of your development as a leader—the more you resist or oppose what’s happening, the more energy you lose. How often do you experience resistance and the subsequent energy drain that comes with it? See if you’ve found yourself experiencing any of the following forms of resistance in the past month:




	You miss “the good ol’ days” and want things to be like they were before the company reorganized.


	You can’t stand the things you have to work on while you’re in the process of making a key hire.


	You wish the colleague who annoys you most would change their ways or just resign.


	You really wish that someone could give you reassurance that you’ll get promoted.


	You hate that you caught a terrible cold right at the worst time during the quarter.


	You are resentful that you had to leave behind the more leisurely pace you had during vacation.


	You feel jealous that your classmate from business school makes more money than you do.


	You look at pictures of yourself from another time, annoyed that you are not as fit as you once were.





All these feelings are entirely natural. But when you’re caught up in resistance, you’re not present to what is happening right in front of you. You’re wasting a lot of energy in feeding your resistance and feeding Leader B—which keeps you from addressing the issue that’s bothering you.


What’s the opposite of resistance? If we turn back to physics for just a moment, we find that resistance’s opposite is conductance. Conductance is “the ease with which an electric current passes” through a conductor; a conductor is a substance through which electricity flows.2 Let’s again think about this in leadership terms. If you’re not resisting—if you’re accepting—you’re gaining energy and allowing energy to flow. Therefore, for greater “leadership conductance” and flow, acceptance is the doorway to gaining energy and change.


Be Honest: What’s in Your Control? What Is Out of Your Control? Acceptance is not giving in, giving up, or being passive. In fact, acceptance is all about being honest and facing your situation head-on so you can take constructive action. When you are in Leader A mode, you are more quickly able to separate what is out of your control (e.g., “I can’t change that annoying colleague’s personality,” or “I can’t stop the reorg from happening”) from what is within your control (e.g., “I am going to have more difficult conversations,” or “I’m going to more proactively figure out how I fit into this new structure”). Once you’re clear on what you can’t control, you can stop wasting time and energy ruminating about it.


All of this awareness requires a certain level of wisdom and discernment, and that requires that we allow ourselves to fully see and own up to what’s happening, even if it’s a situation we don’t like or that doesn’t feel good. Remember that one of the chief values of self-spectating is to see reality as it really is, to be fully aware of the present moment, in whatever form it arrives. As my son’s volleyball coach tells the team, “Sometimes you have to embrace the suck.” “Embrace the suck” is a wonderful mantra from Brené Brown’s book, Dare to Lead, and the coach uses it to help the team when they have to get up early for tournaments and are tired and hungry and generally unhappy.3 But it’s a good mantra for anyone who is struggling with acceptance. I’ve certainly used it to help me get through some difficult weeks of travel and intense work.


Let’s say you really don’t like that extra fifteen pounds you put on. What’s the first step in doing something about it? Acceptance. Without acceptance, you stay stuck in either attachment to the past (when you weighed less) or somewhere in an imagined future (when you will weigh less). Acceptance brings us to a more truthful, open state. It’s only from there that we can take purposeful, helpful action rather than avoid a situation or take a toxic or negative action. This applies to anything in life, whether it’s losing that stubborn fifteen pounds, making a clear and direct request of our annoying colleague, more proactively finding opportunities in the reorg, or just getting into bed to get over that cold more quickly.


If you find that your resistance runs especially deep, then a lack of acceptance may be the issue. One leader, after weeks of self-spectating and writing down her observations, noticed a pattern: any time she found herself “endlessly complaining,” it was a cue that she was in a state of high resistance. As she continued spectating and became more present to the moment, she noted that the weeks she had virtually no white space on her calendar and an overflowing inbox made her feel “nagged and bombarded from all sides,” which in turn left her irritable and frazzled and far more apt to complain. This leader learned to accept that an empty inbox wasn’t realistic—and that neither was it realistic that all those meetings she was saying yes to tapped into her highest and best use. She realized she’d drifted off into extremes—I want an empty inbox; it’s imperative that I attend every meeting—and that accepting the reality of the situation and aiming more for the middle way was her path to far greater peace and less resistance.


Let Go to Accept. Letting go of old patterns and areas of resistance can sometimes happen in an “aha moment,” especially for everyday matters such as resistance to working on that expense report, to coming back from vacation, or to our email inboxes piling up. In cases like these, just being able to recognize that the expectation to have an empty inbox is not reasonable, for example, especially during a busy season, can ease the resistance.


But we all have areas of resistance that are deeply embedded, such as an attachment to an idealized image of ourselves, or the expectation of how we want something to turn out. When resistance is strong, coming to acceptance and being present is a much slower process, and sometimes, frankly, it’s never-ending work.


When we find ourselves in a transition or change, we often go through several stages that can look like this:






FIGURE 6-1


Stages of transitions and change
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When you look at the stages noted here, you can see there’s a process involved in moving from resistance to acceptance, and ultimately to a new way of being. I don’t think we can sugarcoat or be naïve about the work and time that’s required when we’re not at peace and when resistance is getting in the way of taking on larger roles or of being effective, present, or satisfied. Getting to acceptance often means having to get real with yourself and experience difficult emotions such as anger or resentment, or the underlying sadness, grief, or vulnerability that comes with it.


I know for me personally, one of the hardest things I’ve had to come to peace with is being a full-time working parent. On my Leader B days, my lens is cloudy, and I feel resistant and resentful. I see work and my family as an “either-or” problem, as competing commitments rather than parts of myself that compose a larger whole. I end up annoyed that I’m on the road or frustrated that I’m working late again, or guilty and sad that I’m missing out on being with my son. The inner critic in my head is louder than ever, and I end up wasting a lot of energy resisting the fact that I’m in a busy period. Left unchecked, I telegraph the repressed and denied emotions as stress to my team, bring a subpar self to clients, or, ironically enough, am distracted and not present when I finally get to be with my family.


I recently read a Time magazine profile on Serena Williams that powerfully and poignantly captured the pull between the desire to be our highest and best as a professional and our highest and best as a parent. No stranger to the limelight, Serena found herself the subject of a different sort of media coverage after getting back to the courts following a birth that brought life-threatening complications, multiple surgeries, and a difficult recovery. While the world marveled over her extraordinary athletic ability, Serena agonized over missing out on time with her infant daughter while she trained. What carried her through the low moments, she said, was knowing moms around the world were rallying around her. She dedicated her return to Wimbledon, where she made it to the finals, “to all the moms out there who’ve been through a lot.” Which didn’t necessarily make it any easier: “Some days, I cry,” she said. “Some days I’m really sad. I’ve had meltdowns. It’s been a really tough 11 months. If I can do it, you guys can do it too.”4


Even for Serena Williams, who is at the top of her profession and whose success has afforded her ample resources, including help with childcare, finding balance between being a full-time professional athlete and a parent is a struggle. Even Serena Williams must make the conscious effort to be present and see the moment for what it is, and then make a choice to act from a Leader A mindset. Sometimes that means hitting the gym, sometimes that means protecting her processes so she can perform at her best, and sometimes that means adhering to a strict time limit on her workouts so she can protect time with her daughter. Like all of us, she’s learning as she goes and making decisions in the moment. “Nothing about me right now is perfect,” she said. “But I’m perfectly Serena.”5


Some areas of acceptance are easier to get to than others. They all need to be handled with self-compassion and self-care, and when we find that our resistance is running especially deep, part of living out of Leader A mode is knowing when we need to reach out for help—and having the courage to do it.


EXERCISE


Leadership Conductance—Move from Resistance to Action




Often, we feel frustrated or drained but are not fully aware of what the underlying resistance may be. It’s important to periodically check in to see where it is in your life you want something to be different from what it is now:




	Where in your work or home life do you currently experience a high level of frustration, drain, or resistance?


	What does your mind say about it? Your heart? Your body?


	What is within your control about the situation?


	What is out of your control? What do you need to accept about the situation?


	What is a constructive action you can take on what is within your control at this time?








Own and Embrace All Parts of Yourself. The A in ACT is also about accepting all the parts of ourselves and the full range of our experiences.


There are parts of ourselves we feel pride in and that define our leadership identity: “I’m a good person. I’m a strong person. I’m a visionary. I have a huge capacity for work and tons of grit. I achieve many great things. I’m a fun, optimistic person. I can see across the horizon faster than others can.”


Likewise, there will always be parts of ourselves we wish we could tuck away and ignore: “I’m overly ambitious. I can be petty. I feel overwhelmed. I am vulnerable. I’m impatient. I do need others. I naturally worry a lot.”


For Mark, coming to greater peace meant that he needed to come to accept and integrate the parts of himself that didn’t feel like his idea of a leader. He didn’t like the times he felt overwhelmed, unsettled, or “not at peace.” These experiences made him feel vulnerable, which didn’t square with the image of the strong, decisive, visionary leader he prided himself to be.


But as Mark became more willing to be present to his feelings of worry and vulnerability, he realized there was actually a positive side to some of his angst and that spending so much time and energy resisting it was doing himself a disservice. On the upside, his angst kept him humble, kept him on his toes, and pushed him always to reach for excellence and high quality. His worry propelled him to dig a little deeper to get to the best outcome and solution. Mark was naturally a creative and visionary person, so he came to see that part of his process would always bring with it some amount of “inner artistic turmoil.” He’d always felt a degree of anxiety when he was on a new learning curve or in a new situation—but he realized that every time, he got up and over that curve.


As Mark came to see and make peace with the unpeaceful parts of himself, he started to accept this part of his experience with less resistance. This new self-acceptance did not mean complacency. He was always going to be someone who wanted to get better and grow. But self-acceptance did help Mark release himself from the pressure to uphold some idealized image of a mythical “superman,” and to more compassionately see he was both an excellent leader and also a leader who could still improve. With this vision in place, he could begin letting go of the judgment of the parts of himself he didn’t like and direct his energy toward improving.


Acceptance doesn’t mean we resign ourselves to a negative situation or give up on an area that needs improvement. Acceptance is ultimately about truth-seeking—the way you might conduct diligence for an acquisition or when trying to get to the best answer on a business problem. Only when we accept the truth of a situation can we take any meaningful action.






#2: Be Content in the Moment


The C in ACT stands for contentment. Before we delve deep into contentment, let’s first look at its flip side, dissatisfaction. There’s a lot of talk about attaining satisfaction in your life and in your career—indeed, we’ve spent considerable time on it within these pages. I certainly want career satisfaction for myself, my colleagues, and the leaders I work with. But paradoxically, dissatisfaction is often what you need to find contentment.




WIDENING THE LEADER A LENS: SEEING PARTS OF A WHOLE RATHER THAN OPPOSITES


Much of this chapter is ultimately about cultivating a greater internal balance. The challenges leaders face often pull us to extremes, and our brains want to move to the extreme that brings us the most comfort, which is not necessarily what’s best for the business, organization, or situation at hand.


Like every leader, you will face managing for short-term profit results and long-term growth; speed to task and decision and collaborative process; holding the bigger picture and being in the detail; and dealing with your agenda and the agenda of another person or function.


But rather than bringing a narrow lens that only sees each of these tensions as an either-or situation, you can widen the lens to see that these things are vital parts of a greater whole.


One term that captures this state of internal balance is equanimity. Equanimity has Latin roots that literally mean “even mind.” The Oxford English Dictionary describes equanimity as fairness of judgment, evenness of mind or temper, and being undisturbed by any “agitating emotion.”a It’s one of the pinnacle characteristics and experiences of the Leader A mindset, and it comes directly from a well-developed spectator ability and the practice of regularly and mindfully aligning yourself to the five Ps.


As you become more skilled at accessing your inner spectator and leading from a place of peace and equanimity, you are eventually more able to live in what some call the middle way. In Buddhism, the middle way is found “between the extremes of indulgence and self-denial,” and it is identified as “the way to peace and liberation in this very life.”b Likewise, Western thought, going all the way back to


the ancient Greeks, advises us to aim for the golden mean, which Aristotle describes as “the desirable middle between two extremes.”c


Following this desirable middle path does not mean watering down or compromising; it means you are no longer pulled by opposing forces. You are neither too reactionary nor too passive; you instead see objectively and clearly what is in front of you, and you choose not what restrains or indulges but what is the effective, constructive, and right thing to do. Learning to rest in the middle way, says Jack Kornfield, author and one of the key teachers to introduce Buddhist mindfulness practice to the West, means “we neither remove ourselves from the world nor get lost in it. We can be with all our experience in its complexity, with our own exact thoughts and feelings and drama as it is. We learn to embrace tension, paradox, change. Instead of seeking resolution … we let ourselves open and relax in the middle.”d


When we are no longer at the mercy of being pulled by the extremes, our Leader A perspective widens and grows. We’re able to see the parts as well as the whole, the fine details as well as the big-picture vision that makes for truly extraordinary leaders. We can even see points of commonality between things that on the surface seem opposite.


a. Oxford dictionary contributors, “equanimity,” Oxford English Dictionary, http://www.oed.com/view/Entry/63711?redirectedFrom=equanimity#eid.


b. Jack Kornfield, “Finding the Middle Way,” Jack Kornfield, https://jackkornfield.com/finding-the-middle-way/.


c. New World Encyclopedia contributors, “golden mean,” New World Encyclopedia, http://www.newworldencyclopedia.org/entry/Golden_mean_(philosophy).


d. Kornfield, “Finding the Middle Way.”





Keep the Value of Dissatisfaction. Take a look at Mark. Some of his feelings of dissatisfaction and angst kept him motivated and on a continual quest for improvement. This makes perfect sense; if you’re fully satisfied with your development and your performance, there’s little incentive to grow and improve.


Dissatisfaction, rather than being a sign of failure or viewed as a shortcoming (“If I were on the right track, I wouldn’t feel so dissatisfied”), should be seen as a powerful message. It can tell us we’re ready for a next chapter in life, or it can be a signal to a team that the organization is ready for its next transformation. As with Quadrant II in the purpose quadrants, dissatisfaction may be the cue that it’s time to expand your role or move on altogether. Or maybe it’s a signal that you need to upgrade or realign to one of the Ps. Whatever it is, dissatisfaction is a signal to pay attention, and it is almost always a harbinger of progress or change. Innovation and progress are born from dissatisfaction. If you’re like many leaders, including myself, you’re wired to experience dissatisfaction more easily than most—and this is partly because you like to achieve, take things to the next level, and strive to push past your own perceived limits.


All of this said, when there is no contentment to temper our dissatisfaction, we become mired in constant negativity, like the leader who found herself “endlessly complaining.” We see the glass as perpetually half empty, and we get stuck in that gap that led Mark to return to coaching—that space where we’re neither really here nor there. It’s a common experience, actually, to get stuck longing for the past or living with an eye toward some promised land where we convince ourselves that everything will be perfect. Our brains are wired to move toward pleasure and away from pain—or toward the easy route and away from that which takes effort. The goal is to keep the creative and transformative benefits of dissatisfaction while also being able to taste the contentment of what is occurring right now.


Set an Internal Barometer for “What’s Enough.” In a world of countless choice and everyone telling you that more is better, the next part of finding contentment is setting an internal barometer for what is enough. This is a completely subjective question with no single, concrete answer, but I think it’s something that every leader must consider. Almost every pitfall noted in chapter 1 stems from a loss of connection to an internal barometer of what is enough, and to an inner self-confidence and humility that knows that we already are enough.


With all things—even our strengths and our greatest pleasures—there is a tipping point when the law of diminishing returns kicks in. Self-awareness helps us understand when the upsides of any given thing hit a plateau. Tap into your inner spectator to simply observe, without judgment, all the places in your work and home life where you can identify a tipping point. Here are some examples to get you started:




	Organizational or functional scorecards: What are the top three to five items that are most material?


	Last deliverable or work product: What was the right stopping point?


	Last networking event: What was enough?


	Last meal: At what point were you physically satisfied?


	Last vacation: What was the ratio of activity to rest? What was enough?


	Home: What activities reflect who you are today and are actually necessary? What is enough?


	Kids’ schedules and activities: What is actually enough? What is too much?





What’s enough is different at different stages of life, and even from day to day. Only you know where that line is for yourself. But the practice of asking yourself what is enough is critical, as it is far too easy to allow our comparing minds to find external barometers for that answer. One of the most heartfelt writings I have ever read on this concept comes from my dear colleague Stephen Blyth, a professor at Harvard University and former CEO of Harvard Management Company. In an article for the Boston Globe, Stephen explained how his journey with cancer led him to understand what is truly enough. “Months earlier I had been a chief executive overseeing 275 people and billions of dollars,” Stephen wrote. “Now the prospect of the electricity bill overwhelmed me.” His lowest point arrived near the end of chemotherapy treatments as he was scheduled to return to teaching. His oncologist had assured him he was physically ready, but Stephen felt so overwhelmed that “the idea of lecturing seemed utterly fanciful.” A social worker at Dana-Farber helped him accept the moment for what it was—and then take appropriate action. In short, she helped him see the one thing that needed doing in that moment. She helped him see what was enough.6


Namely, all he had to do in that moment was arrange a meeting with his teaching fellows. And to make that happen, he needed to send an email. “It’s all you need to do this week,” the social worker pointed out. “She knew it was all that I could do,” Stephen wrote. “It was enough. I sent the e-mail, and felt the first stirrings of self-compassion, a word whose meaning I was only beginning to grasp.” That was the beginning of Stephen’s total recovery—physically and otherwise. After his first lecture he found himself thoroughly exhausted. But again, someone arrived with just the right word: “You are teaching with chemo?” a colleague said. “That is … unbelievable. That is way more than enough!” That became Stephen’s mantra: “teaching and chemo is More Than Enough.”7


While you may not face a life-threatening illness like Stephen, it’s safe to say that we’ll all reach points where we wonder if we can go on, and wonder what’s enough. We can all learn from Stephen’s wisdom of being fully present to ourselves, calibrating what is enough with self-compassion, and living life as fully as we are able. When life seems to be coming at us from all sides and we feel we’ve reached our maximum capacity, it can be a lifesaver to remember that what’s truly enough is simply the one thing you need to do next.


Add an Attitude of Gratitude. Just as much as it comes from knowing what’s enough, contentment comes from being grateful for what we have. Even if you have big goals you still want to achieve, working toward them shouldn’t come at the exclusion of being grateful for what you already have now. In fact, research has consistently shown that gratitude is good for our physical and mental well-being and also has tremendous benefits for accelerating and enhancing performance. People who feel grateful are more willing to help others, are more patient, and have greater reserves of willpower.8 Experiments have shown that when people feel grateful, they are twice as willing to forgo an immediate smaller profit so they can invest it for a longer-term gain. Gratitude even has a beneficial social effect: people who feel and express gratitude tend to show enhanced feelings of social connection and relationship satisfaction.9


Researcher and bestselling author Shawn Achor has written and spoken extensively on the topic of gratitude. Achor’s team found that the brain simply works better when we’re feeling positive and optimistic—and that one of the best ways to feel positive and optimistic is to cultivate gratitude. A practice “as simple as writing down three things you’re grateful for every day for 21 days in a row significantly increases your level of optimism, and it holds for the next six months,” Achor said.10 And increased optimism and positivity even translate into better performance and better bottom-line results. Achor summarizes some of the research: workers who scored low on a life satisfaction test stay home an average of 1.25 more days per month, which translates to a decrease in productivity of fifteen days per year. Moreover, Gallup researchers found that retail stores whose employees had higher life satisfaction scores generated $21 more in earnings per square foot of space than other stores, adding $32 million in additional profits for the whole chain.11


One of the most powerful descriptions of gratitude I’ve ever read comes from Alan Morinis, author of Everyday Holiness. A participant in a leadership development program introduced me to this book, and it’s one that I’ve really come to treasure. Says Morinis on gratitude and its power:




Practicing gratitude means being fully aware of the good that is already yours.… Gratitude can’t co-exist with arrogance, resentment, and selfishness.… Yet gratitude doesn’t come easily to us, and it usually takes some effort to develop this quality through practice. When we practice gratitude, we make an effort to heighten our awareness of the gifts we already possess and so relieve ourselves of the exhausting pursuit of the ever-receding targets of those things we think we lack. No wonder gratitude satisfies the soul. It frees us from compulsive grasping, and so gives us back our lives.12







ADD AN ATTITUDE OF GRATITUDE NOW




	Stop reading and write down three things you are grateful for at this exact moment.


	Notice what you experience as the shift to a Leader A lens brings focus to what you are grateful for.


	If this practice is fruitful for you, keep it up. Jot down three “gratitudes” a day, and periodically pause to check in and reflect on how the practice is supporting you.








As I have considered how to cultivate more contentment in my own life, I’ve created a mantra to use whenever I start to feel overwhelmed, stressed, or tempted to take on more than I should. In those cases, I try to bring some self-compassion and say to myself: “Let me have the humility to know what’s enough, the gratitude to see that it’s all enough, and the peace within to know that I am enough.”






#3: Trust in Self and Life in the Moment


The third part of ACT is meeting the moment with a greater trust in yourself and in life. The reality is you’ve been successful in the past, you’ve met incredible leadership goals and challenges in the past, and as long as you understand your own success cycle, you’ll do it again. In the midst of being in Leader B mode, it’s easy to lose sight of the wins of the past as well as the fundamental capacity you have and will always have to learn, grow, and adapt. Trust in self and life is part of tapping into Leader A, who can see this bigger picture.


Get Updated to Who You Are as a Leader Now. Let’s look back to Mark. While part of his DNA was to be a bit anxious about performance and improvement—and he could leverage that unease to fuel and support core values such as humility, hard work, and the grit to keep going—he had gone over the tipping point. What was previously helpful was now hindering him from being the leader he wanted to be. Mark needed to update his understanding of who he was and where he was as a leader now. It almost felt like there were times when Mark still saw himself as that younger banker he was from years ago instead of fully embracing and owning the seasoned executive he now was.


I was recently with a group of fifty executives at a retreat. Their boss opened the retreat by asking the group to share what they would change from the previous year, without remorse or regret. To my surprise, over half the executives said they wished they had trusted their gut and intuition (or as this group called it, their “belly barometers”) more. Many described knowing it was time to let someone go, or knowing it was time to make a certain investment, and rather than pulling the trigger, they dragged their feet on it.


One CEO I worked with pointed out the importance for leaders to embrace what he called “the paradox of paranoia and trust.” He described how he and his executive team always held “a healthy level of paranoia” that kept them on their toes as well as a deep level of trust that they had hit major milestones before, and they would do so again.


As with all things, balance is necessary. What this CEO meant by “healthy paranoia” could be described as vigilance, focus, and attention to detail. But in excess, it’s hypervigilance, obsession, tunnel vision, or getting lost in the details. At this end of the spectrum, unhealthy paranoia shifts us to a Leader B lens and a “mindset of scarcity” where we don’t trust that the next sale will come in or that we’ll reach the next goal. We don’t trust our colleagues, and we don’t trust that others will think we’re adding value or know that we are capable. We telegraph to the world that we’re in it for ourselves at all costs and become preoccupied with trying to prove that we’re the smartest in the room. Or, we telegraph our insecurity and become preoccupied with grasping for some kind of acknowledgment or nod that we’re okay.


And while perhaps the majority of driven, ambitious leaders don’t find themselves going to the other extreme with trust, it’s certainly possible. Trust taken to the extreme—or assuming that things will somehow “magically” work out—can lead to complacency, stagnation, and underperformance. This end of the spectrum may not be as common, but it’s a great reminder than anything in excess can go awry.


The bottom line here? Building more trust to balance our self-doubt and our self-preservation requires that we take some time to stay updated on who and where we are now as leaders. We can look back to our results and our experience and know that we did well—and trust that we will do so again.


Engage in a Chapters Review. One exercise I’ve developed to help leaders look back and gain a wide-angle, Leader A perspective on their leadership journey is a tool called the Chapters Review, which is where I began with Mark. Like a business that does a quarterly review, we sit down together in a safe and private space and look back on all the chapters of the leader’s life and career.


We rarely take the time to really examine each chapter of our lives, and we miss out on fully integrating the role that each chapter has played in shaping who we are, what we know, what values are important to us, and who we are as people, professionals, and leaders. Given the lightning speed at which most organizations operate, it’s not surprising that we seldom pause for such a comprehensive retrospective. But slowing down and making time to look at what has transpired to date is invaluable. If spectating yourself is cultivating self-awareness in the moment, the Chapters Review is a concentrated exercise in big-picture self-awareness. It gives you the opportunity to look at all the pieces together and see how each has informed and amplified the rest.


Harvard Business School professor Lakshmi Ramarajan says that the process of learning, growing, and developing an integrated self is one of construction and meaning-making. As leaders explore their life stories and process their experiences, they develop a deeper understanding of themselves—of who they are and how they came to be that person. Ramarajan says that this is a lifelong journey in which we are always discovering the next layer, “much like peeling an onion.”13


Chapters Review Exercise




Following is a table that can help you engage in a Chapters Review exercise. You don’t have to use the chapters as defined here; if something doesn’t resonate, feel free to strike it, or if something is missing, feel free to add it. Part of the value of this exercise is actually seeing how you define your unique chapters.










	

TABLE 6-1









	

The Chapters Review table









	

Define your own chapters here (use the following as illustrations)




	

	

High school (or previous)




	

	

College




	

	

Early career




	

	

Midcareer




	

	

Current day









	

Impact and contributions (e.g., at work, at home, or in the broader community)




	

	

	

	

	

	

	

	

	

	






	

Memorable or meaningful events, achievements, or people during this time




	

	

	

	

	

	

	

	

	

	






	

Strengths utilized or skills gained




	

	

	

	

	

	

	

	

	

	






	

Life or leadership lessons that shaped who you are, defined your values clearly, or helped to build your resilience




	

	

	

	

	

	

	

	

	

	






	

How you made meaning of your life in each stage or chapter (the lens you held)




	

	

	

	

	

	

	

	

	

	






	

High points and low points




	

	

	

	

	

	

	

	

	

	






	

What gave you energy, “juice,” or inspiration




	

	

	

	

	

	

	

	

	

	






	

What drained you, and what left you feeling inauthentic or exhausted




	

	

	

	

	

	

	

	

	

	






	

Any Achilles’ heels during this time (and in which P)




	

	

	

	

	

	

	

	

	

	






	

How you knew it was time for a new chapter—what demarked a chapter shift




	

	

	

	

	

	

	

	

	

	











If you are able to share your results with another person, consider working with a coach, trusted advisor, or personal confidante. Have them listen for themes and patterns. Often, an objective observer can identify insights we wouldn’t necessarily see. I’ve used this exercise with leaders at every stage of career and from widely diverse industries, and invariably, it’s yielded powerful “aha moments.”





Remember Who You Are. For some professionals, the Chapters Review reminds them of who they are at their core—beyond what they’re producing. We can become so focused on results that it’s easy to forget who we are at the level of being versus the level of doing—and that we are complex individuals who are so much more than our current job.


One leader named one of his chapters the Soccer Chapter and shared how important soccer had been in his life from childhood through college, and how those early experiences defined so much of who he was now and how he viewed things. He realized that with less time now, he had lost touch with the athlete part of himself, and it was a part that he wanted to tap back into. We discussed how to add that back in—from joining an adult soccer league to attending local matches or even getting together with friends to watch soccer on TV. Anything that would take him back into that realm that had been so life-giving and energizing was a positive step.


For Mark, the Chapters Review exercise was liberating. The best thing to emerge from it was realizing he truly wasn’t interested in being anyone other than himself. He gained a great deal of energy from describing each of his chapters and recounting the skills and knowledge he’d gained from each new role, the results he’d delivered, and the contributions he’d made to others’ careers. He realized that the common denominator throughout every chapter in his life, from as far back as middle school, was his natural curiosity and capacity to learn. He had, as he put it, “a healthy compulsion” to figure things out.


In fact, the Chapters Review highlighted for Mark that he was someone who thrived on new learning curves—he really needed them to feel meaning and fulfillment in life. So rather than come at the next challenge with the same level of stress or worry, he had greater confidence that as he had before, he’d figure out this next role and challenge just the same. He said that after doing the Chapters Review, he could ease up on the need to prove himself. It showed him he actually had a great track record, and he had every reason to believe that he’d continue on his current trajectory of success. Free of that worry, now he could concentrate on areas where he felt he could make a deeper, more lasting impact, such as mentoring others in his organization, or spending more time with his family.


See the “So What.” The Chapters Review also widens our Leader A lens by helping us see how former jobs, negative experiences, or even great disappointments that may not have made sense to us at the time actually have a greater purpose. A recent client who just completed his Chapters Review shared his excitement about an upcoming business opportunity. He said he could now see how everything that had previously transpired in his career and life seemed to be preparing him for this exact moment in time. This is the kind of realization that simply isn’t possible without taking the time to pause and reflect on the totality of our experience.


A leader who started her own successful business recounted how one of the lowest points in her life was actually the springboard for her current successful, happy career. Previously, she’d worked for a terrible boss and in a toxic work environment. Before the Chapters Review, she’d looked on that chapter of her life with regret—as wasted years. But now she had a new lens and could see how those experiences planted the seed for the work she does today. “It took that level of pain in a job to spark the courage I needed to become an entrepreneur and start my own business,” she said.


A deeper knowing and peace arise as you realize that every job, every experience that preceded where you are today, whether good or bad, has value. What you once viewed as a negative experience can, through a fresh lens, reveal itself as the stepping-stone that got you where you are today. When someone says to make the most of life or the moment, I’ve increasingly come to think that this means embracing and accepting the full lot of it. When we numb out and avoid one side of the equation, invariably we lose out on the other. When we avoid our pain, we dull our joy as well.


The Chapters Review brings leaders fully up to speed on who and where they are. As leaders recount the chapters, most often they are floored by how much they have grown and expanded. They see how often they have redefined and realigned their Ps at many different stages of life. And the exercise infuses some additional trust and faith in yourself: you always have the capacity to keep growing and learning and aligning and realigning to your Ps as often as necessary.






Transition from Striving to Greater Meaning and Purpose


As I’ve seen others work through the parts of ACT, it’s incredible when I start to sense that their tight grip on things begins to loosen. They move from self-protective, defensive plays to more offensive plays, where they can be both focused and relaxed. They come to better understand that leadership development is about becoming the next best versions of themselves.


Give Yourself Permission to Thrive. Once our grip has loosened, I think it’s easier to give ourselves permission to enjoy the ride and to make decisions for our lives based on who and what gives us meaning, what feeds us, and what is true to the larger path and purpose we are called to. It’s okay now to rest, to play, to love, to feel joy, and to make choices based on what gives us meaning and a deep sense of fulfillment. The loud “should” voice that has pushed us along at earlier points has done its work and can now fall silent. As Mary Oliver said in her incredible poem “Wild Geese”:


You do not have to walk on your knees


For a hundred miles through the desert, repenting.


You only have to let the soft animal of your body


love what it loves.14


Have Principles Drive Leadership Action. As Mark worked his way through ACT, he was excited to consider how his leadership actions going forward could now more consistently stem from a set of core principles instead of the historic need to prove or outdo himself. Less pulled by the whiplash of extremes, Mark wanted to be a true steward of the resources he had and the role he was in.


While his leadership actions might not have looked different to outsiders, Mark now found himself regularly pausing to consider the purpose driving his behaviors and to what end he was engaging in an action. As Eiji Toyoda, the Toyota Motor Corporation’s former president, once said about wise leadership: “To do what you believe is right. To do what you believe is good. Doing the right things, when required, is a calling from on high. Do it boldly, do as you believe, do as you are.”15










	

TABLE 6-2









	

What are your foundations of leadership?









	

Lead from a place of self-preservation (Leader B)




	

	

Leadership action




	

	

Lead from a core set of principles (Leader A)









	

• Prove you’re the smartest in the room




	

	

Demonstrate knowledge




	

	

• Share judgment to get to best answer


• Mentor others









	

• Protect identity of “good person”


• Avoid conflict


• People please




	

	

Give




	

	

• Pay it forward


• Do the right thing


• Be a servant leader









	

• Protect territory or status


• Desire to one-up self or other




	

	

Build




	

	

• Lead progress and innovation


• Create more opportunity for all









	

• Avoid boredom or painful feelings


• Indulge in the shiny and new




	

	

Seek variety




	

	

• Learn


• Grow









	

• Avoid risk for fear of making a mistake


• Control or be overly critical


• Create unnecessary bureaucracy




	

	

Bring order/discipline




	

	

• Be a steward of resources


• Ensure justice and fairness














Table 6-2 shows the distinctions between leading from a place of striving and leading from a place of core principles. There is a thin line between the two, and of course we won’t always have the perfect batting average. But being aware of what differentiates the two helps us know when we are operating from our highest and best Leader A mode and when we are not.


Accept the Ultimate Paradox: Honor Self to Transcend Self. As we come to the close of this chapter, let’s look at the ultimate paradox I’ve observed in working with leaders. As they work with the five Ps, what begins as an exercise in self-awareness and self-care in order to understand the conditions that help them be more effective, present, and satisfied leads them to a place where they feel ready to be in service of something bigger than themselves. Here is what happens each time we align to a P:




	With purpose, we reset the compass and point to where our passions and contributions lie now, cultivating a greater courage and conviction to prioritize the highest and best use of our time and energy.


	With process, we honor our natural rhythms and routines, setting up structures and rituals that align to what matters most to us, and protect our time and energy for those things.


	With people, we surround ourselves with good people, raising our game while raising the game of others, and ensuring that we and others have the support we need to keep growing and flourishing.


	With presence, we stay focused and embrace the full range of emotions within us without running away or indulging in excess, and instead are more present to the full range of our experiences.


	With peace, we come to see that we have developed the capacities to evolve, adapt, and respond to whatever comes our way, and we see and accept that we have enough and are enough, deepening inner confidence and strength.





Cultivating and understanding who we are as Leader A and the underlying conditions that support our highest and best creates the foundation to transcend the self and be in service of a purpose or mission greater than ourselves. It’s this kind of foundation that enables servant leadership and leaders who are truly paying it forward. By regularly choosing to cultivate our best selves, we grow into the leaders we want to be.


At some point, like Mark, we find that we no longer need to lead from a place of deficit or striving; rather, we hear more clearly the beat of a drum that comes from a wider perspective and the understanding that our unique, authentic path is a gift we’ve been given. When you’ve attained a certain level of external and internal power and success, the question then becomes, how will you use what you have responsibly and in service of something beyond yourself?


Leadership development and growth will always include some dimension of adding more technical skill, increasing one’s knowledge of the business or industry, and improving the softer skills, such as interpersonal or communications skills. However, as one becomes more seasoned and competent, and as one achieves more success, space opens for broader questions to come into play. Research has shown that leadership development tends to move from self-focused questions such as, “What’s in it for me, and how can I achieve my goals?” to “How can I create a shared vision that will transform myself and my organization?” all the way to, at the highest (and rarest) levels of leadership development, “How can I effect society-wide transformation?”16 Leaders move beyond an individualistic stance that concentrates on power and self-benefit to a far more expansive view that considers existential questions regarding life vocation, purpose, meaning, and giving back.


At the most advanced stages of leadership development, we find visionary leaders who are calm, focused, and peaceful within and without, even in the face of immense responsibility and enormous demands on their time and energy. These are the leaders who, according to researchers and authors David Rooke and William Torbert, possess “an extraordinary capacity to deal simultaneously with many situations at multiple levels,” and “can deal with immediate priorities yet never lose sight of long-term goals.” On a daily basis, though these leaders are engaged in multiple initiatives or even multiple organizations, they aren’t “in a constant rush—nor [do] they devote hours on end to a single activity.”17 These leaders—whom Rooke and Torbert call Alchemists—are living examples of wu-wei, the concept of “effortless action” we learned back in the introduction.


Fascinatingly, leaders at this stage of development exhibit paradoxes at every turn. They are extraordinarily productive yet rarely appear busy or rushed. They can inspire change on an organizational or even societal level yet still connect with and inspire individual employees. They are equally at home in a grand vision and the granular level needed to make that vision a reality, yet they never get lost in the clouds or bogged down in the details. And they tend to be, despite their incredible achievements, humble.


Pioneering leadership expert Jim Collins calls the kind of leader we’ve been discussing a Level 5 executive, and one of their chief characteristics is this “powerful mixture of personal humility plus professional will.” Level 5 executives (like Rooke and Torbert’s Alchemists) possess enormous ambition—but, as Collins points out, first and foremost, it’s ambition on behalf of their organizations and causes, not themselves. They are leaders so successful they have scaled the ranks of their companies or industries or even society at large, but they prefer to lead from a relative place of obscurity. They aren’t in the game for money, power, fame, or anything else that is merely self-serving. They are motivated by big-picture impact; they have become successful individually, to be sure, but for the good of the whole.18


Research further shows that the rising leaders of the millennial generation—an educated and culturally diverse group expected to compose 50 percent of the workforce by 2020—are asking the big questions at an earlier stage of career than their predecessors. Trends show that “[m]illennial workers are more likely to look for meaning and impact in their work and aren’t satisfied simply punching a clock,” and that they place a higher value on helping someone in need than on a high-paying career.19 In some ways, then, they’re beginning their careers with the bigger questions of service, meaning, and purpose—and good thing, as employees who feel inspired and deeply engaged in their company’s mission are more than twice as productive as their counterparts, and derive far more meaning and satisfaction from their jobs.20


No matter your age or generational cohort, at some point in your career, these deeper, big-picture questions will eventually come up, and they are crucial to contemplate as you think about your well-being, sustainability, and long-term development as a leader.


What makes work meaningful? The answers are unique to each of us, but the results of one recent study found five characteristics that are common to meaningful work:




	IT’S SELF-TRANSCENDENT. It benefits and is relevant to people other than oneself.


	IT’S POIGNANT. It taps into our emotions, and not just positive ones. Researchers found that it was dealing with the challenging moments that tended to make work more meaningful.


	IT’S EPISODIC. A sense of meaning arises from peak experiences. While the peak experience doesn’t last, the memory of it does and is incorporated into a person’s life narrative.


	IT’S REFLECTIVE. Meaningfulness is rarely experienced in the midst of a peak experience but rather later, upon reflection (such as in a Chapters Review).


	IT’S PERSONAL. While things like impact and effectiveness tend to be relegated to work, a sense of meaningful work goes beyond the office doors and connects with one’s personal life (for example, when a family member is proud of what you do or you become aware of how your work helps people in the community).21





How do we create the conditions that make meaningful work possible? We come full circle to our first P, purpose. We come back to the deeper, more aspirational aspects of work that tap into our highest and best use, and to our passion that contributes to meaning and to our long-term sustainability as a leader.


What to Remember:




	As we reach a certain level of success, the fifth P, peace, helps us to relax and give ourselves permission to feel a greater satisfaction in the leadership experience. Rather than holding on so tightly and being defensive, we shift to the offense, loosening our grip just enough that we can enjoy the ride along the way.


	Peace doesn’t need to be an abstract or soft concept. You can use the acronym of ACT as a reminder to incorporate peace into your leadership experience. The A is about accepting the moment so you can save time and energy by taking constructive and effective action for what’s within your control with more ease and acceleration. The C is about being content in the moment, knowing what’s enough and bringing more of an attitude of gratitude. The T is increasing your trust in yourself and life, knowing that you’ve achieved, learned, and grown, and you will again.


	As you increase your acceptance, contentment, and trust, your leadership actions stem less from a need to prove yourself, self-preserve, or one-up others or yourself in some way. Leadership actions are then able to flow more consistently from a set of core principles that benefit not only the leader but their teams and organizations as well.


	Leaders at peace have the humility to know what’s enough, the gratitude to see that it’s all enough, and the peace within to know that they are enough.


	As leaders develop a strong and healthy internal sense of self, they find that all the focus on honoring oneself shifts to the ability to transcend oneself. At later stages of leadership development, the highest-functioning leaders begin to ask not just “What’s in it for me?” but also questions such as, “How can I transform my team, my organization, or even society at large?” Paying it forward and servant leadership move to the forefront at this stage of development.



















  



 




CHAPTER SEVEN


Pay It Forward


Create Leader A Teams and Organizations




We ended the last chapter on peace describing how as leaders widen their lens, ease up on the “shoulds,” and act less from a place of striving, they’re able to act more regularly from a place of meaning and purpose. The most high-functioning, effective, present, and satisfied leaders have moved beyond asking, “What’s in it for me?” or even “How can I do that stronger or better?” to questions such as, “How can I be of service to others and help transform my team, my organization, or society at large?”


It takes a certain level of inner confidence and a healthy sense of one’s highest and best self to be able to arrive at a place where concepts such as servant leadership and ...






  



 




APPENDIX




The Leader A Toolkit












  



The Leader A Master Checklist Tool


You can more proactively sustain being in Leader A mode or help coach others to do the same by identifying specific opportunities using the following checklist.


Leader A Checklist for Purpose (Chapter 2)


Use the “Purpose = Contribution + Passion” Equation




	Define the tangibles and intangibles of your contribution in your role now


	Look at what stokes your fire


	Recognize that purpose is ever-evolving and dynamic





Use the Purpose Quadrants to Manage Time and Energy




	Plot your contributions and passions into the purpose quadrants


	Use the purpose quadrants to prioritize, tolerate, elevate, or delegate





Use the Purpose Quadrants to Manage Transitions in Your Career




	Watch out for the boredom signals in Quadrant ...







  



The Leader A
Assessment


You can more precisely identify opportunities for sustaining Leader A by taking the following assessment. Leader A and Leader B sit on a continuum and a slippery slope, so it is good to regularly lift out of the noise to see if one of your five Ps may need some additional attention. Take note of places where you marked yourself below a 5.










	

1     2     3     4     5     6     7     8     9     10
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Leader B mode




	

	

Leader A mode




	

	

Self-rating









	

Purpose




	

	

Feels drained by work and current activities.




	

	

Is engaged in work that provides a sense of passion and contribution. Makes effective choices on yesses and nos.




	

	

______









	

Process




	

	

Has become lax about structures or rituals whereby time gets eaten away and energy is drained.




	

	

Has structures and rituals that match natural energy flows, protect time, and restore energy.




	

	

______









	

People




	

	

Has weak links on the team, gets overly involved, lacks a network of support, or has poor boundaries with others.




	

	

Regularly looks at the strength of the team and has the right people on the bus. Has a strong network of support and healthy boundaries with others.




	

	

______









	

Presence




	

	

Is easily triggered and readily “scratches the itch” when operating from autopilot or habit.




	

	

Is conscious and intentional. Is able to make effective choices for the situation at hand.




	

	

______









	

Peace




	

	

Feels anxious, agitated, or worried. Leadership actions stem from a place of striving, deficit, or the need to prove oneself.




	

	

Is at peace within and is able to accept, feel gratitude, and trust. Leadership actions stem from a place of principles and meaning.




	

	

______
























  



The Leader AOnboarding Worksheet Tool


If you are taking on a new role, you can more proactively ensure success by using the five Ps to see where you may need to shift or expand your capacity. Use the worksheet below for active planning. You can also use this worksheet to help someone else who may be onboarding into a new role that will impact their time and energy.


1. What is your new role or initiative?






2. Purpose: Reset Your Compass. What is your highest and best use in this new role? What are you most passionate and excited about for this new role?






3. Process: Reboot Your Personal Operating System. What structures or processes will you need to update in order to protect your time or recharge your energy in this role?






4. People: Raise ...






  



Managing Overwork or Stress Worksheet Tool


If you are in a period of overwork or stress, you can more proactively get back to Leader A mode by using the five Ps in reverse order. You can also use this worksheet to help someone else who may be experiencing overwork or stress at this time as well.


1. What is the current situation or context you’re struggling with?








2. Peace: Loosen the Grip. Where do you feel the most resistance at this time? What is within your control and what is outside your control?








3. Presence: Don’t Scratch the Itch. How can you bring yourself some self-compassion at this time? What mantra or mindfulness technique can you use to regain your sense of agency, control, or choice?








4. People: Raise Your Game, Raise the Game of Others. Who can you reach out to for help, for a fresh perspective, or to delegate to? Who might you need to say no to or renegotiate a deadline with?








5. Process: Reboot Your Personal Operating System. What is a key process, structure, or ritual you can use or reemploy to regain your sense of agency, control, or choice?








6. Purpose: Reset the Compass. What do you need to reprioritize right now? What are your strategic yesses and nos right now?


















  



Increasing Effectiveness, Discipline, Collaboration, or Satisfaction Tool


If you are looking to improve your effectiveness, discipline, collaboration, or satisfaction on the job, you can target specific Ps and use them in combination. You can also use this tool if you are a coach or leader helping someone improve in any of these areas. The graphic and instructions below give you a guide for where to direct your actions.


1. If you want to increase your overall effectiveness at work, then look for the opportunities in purpose + process + people.


2. If you want to increase your ability to collaborate with others, then look for opportunities in purpose + people + peace.






FIGURE A-1


Use the Ps in combination








3. If you want to increase your  ...
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