
        
            
                
            
        


		
			Advance Praise for My Daily Leadership

			“I was particularly struck by the words in Antonio’s new book, ‘If any leader tells you that they are serious about developing themselves, their team, and their company—but they don’t journal, don’t believe them.’ To change results, you first have to change yourself. That’s why I believe that many more leaders would journal, if they knew what to write, when to write, how much to write, and had a clear development path to follow: this book gives us leaders exactly that. If you are serious about building yourself, your team, and your organization, My Daily Leadership is the missing piece.”

			—Mark Crisp, CEO, Helm Bank USA

			“This latest book from Antonio is jam-packed with wonderful new tools and techniques designed to help every leader quickly reach the next level of their development no matter the size and complexity of the organization. This book gives the reader a clear and structured leadership development framework to follow, and the various examples of leadership insight are worth the cover price alone. If you’re a leader who cares about self-development and making a really positive impact, this book is definitely for you.”

			—Tracy Hernandez, SVP, Kaseya

			“Every leader has a clear responsibility: the responsibility to maximize their own personal leadership potential, and to become the best leader that they can possibly be. This highly-interactive, engaging, and inspirational book is long overdue and the exercises in it give the reader a clear step-by-step roadmap to extraordinary leadership and business development. Leaders are lifelong learners, and leaders are readers. I urge leaders everywhere to read and learn the lessons of this new book and to establish the daily habits of leadership and business success.”

			—Bruce Hanson, CEO, AWT

			“Leadership development is extremely important to me and my organization, and that’s why My Daily Leadership is such an important book. The very best leaders are on a journey of self-improvement—and that journey requires daily focus and attention. Antonio’s book is a roadmap, a daily reference, and guide for those leaders serious about improving the performance of themselves, their teams, and their business. At its heart, My Daily Leadership is written for those wanting to develop winning daily habits of self-evaluation and leadership excellence.”

			—Jim Hunter, CEO, PeopleBest

			“The commercial world is increasingly complex and the demands placed on executive teams are more challenging than ever. What most leaders need now, is a clear framework for strategic and tactical success. Leaders need to futureproof their business, by futureproofing themselves. This book gives leaders across the whole commercial spectrum: from small to large, from simple to complex, from new to old, a clear daily leadership guide—a clear and powerful daily leadership template to follow. If you are a leader, or if you have aspirations to be the best leader that you can possibly be, I urge you to read this book—your future you (and your future team) will thank you for it.”

			—Denise Kee, CEO, Xtremax

			“Anything of any real value takes focus, effort, and intentionality—especially leadership. And that’s why I am delighted to recommend Antonio’s latest book to any leader who wants to take a more thoughtful and considered approach to developing themselves and those around them. I am confident that this book will become a regular and trusted point of reference for those looking for a daily guide to help them develop leadership insight and ongoing growth and inspiration. This book is more than a ‘must read,’ it’s a ‘must do.’”

			 —Cromwell Littlejohn, CRO, Northrop & Johnson
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			Julie.

			You help make me better every day—
and you help make every day better.





Introduction

			You may be checking out this introduction trying to figure out whether this book is for you:

			If you are a business leader, C-suite executive, divisional manager, entrepreneur, or solopreneur1…

			…and…

			…you’re someone who wants to significantly improve your leadership skills and success…

			…and…

			…you are the kind of person who recognizes that to achieve something worthwhile likely requires some effort, application, and intention…

			…then yes, this book is likely for you.

			Now ask yourself: “Do I want to be a good leader, or do I want to be a great leader?”

			To help you answer, consider:

			Good leaders help people do better at work; great leaders help people do better at life.

			If you want to be a great leader, not just a good leader, again, this book is for you.

			Good leaders want their people and company to develop, and to grow, and to improve, and to thrive, and to be happy, and to prosper—of course they do.2 The thing is, good leaders can only become great leaders once they come to the realization that they must also grow by improving and develop their own personal competencies, skills, beliefs, and habits.

			If this also sounds like you, then yes, this book is for you.

			So many “self-help” books are designed to light a fire under you.

			They say:

			“Don’t do that, do this…”

			“Rest.”

			“Don’t eat that, eat this…”

			“Run.”

			“Don’t think that, think this…”

			“Carbs.”

			“Don’t say that, say this…”

			“Fast.”

			“Don’t listen to that, listen to this…”

			“Yoga.”

			“Don’t read that, read this…”

			“Meditate.”

			“Don’t go here, go there…”

			“Save.”

			“Don’t ask him, ask her…”

			“Spend.”

			“Don’t sleep in, sieze the day.”

			“Take.”

			“Don’t wish that, wish this…”

			“Give.”

			“Don’t watch that, watch this…”

			“Read.”

			“Don’t invest in that, invest in this…”

			“Write.”3

			This book is different from all of those books. It is not a “self-help” book intended to tell you what to think, nor what not to think.

			It’s not intended to tell you what to believe or not to believe.

			This book is not designed to light a fire under you, it is intended to light a fire within you that grows, and grows, and spreads to others, now and for decades to come.

			Lighting a fire within yourself and others is a cornerstone of great leadership, after all.

			To evoke and slightly misappropriate B. K. S. Iyengar, leadership journaling is a light, which once lit, will never dim. The more you journal, the brighter the flame.

			If you want to learn how to light and build fires within and not under people, and you want to learn how to light and build a fire within yourself, then yes, this book is definitely for you.

			The good news is that the “effort” you have to put in to “light all of these inspirational fires and keep them stoked” is not a monstrously heavy lift; rather it’s a series of small but regular, interesting, thought-provoking loads. These loads compound over time to make significant and lasting improvement in your leadership development, your people, and the success of your company or division.

			This book and the daily habits it develops are designed to reveal and strengthen your own unique and powerful leadership style—to maximize your innate leadership potential.

			Your success as a leader is determined by the intentionality and thoughtfulness of your daily agenda. And this book will help you significantly fast-forward your leadership development. All current and future leaders must take personal responsibility to improve their own leadership skills, habits, and capabilities.

			Remember:

			 

			Leaders lead whether they want to or not.

			Leaders communicate whether they want to or not.

			Leaders set examples whether they want to or not.

			Leaders are responsible whether they want to be or not.

			 

			…and, most of all…

			 

			Leaders encourage what they tolerate in themselves and others.

			 

			Some leaders, recognizing that they have perhaps hit a ceiling in either career, or self-esteem, or self-development, look outside themselves for help: they seek out leadership accountability groups, they appoint a mentor, or they even pay handsomely for executive coaching not realizing that the very best way to improve is, quite simply, to spend some time with their journal—their Leadership Journal, that is, but more on that later.

			Sounds a little too simple, right?

			Well, most worthwhile things do sound simple; take this simple groovy “health” list example:

			 

			quit smoking, cut down on bad carbs, exercise more, limit alcohol, drink more water, get an annual medical checkup, and get more and better quality sleep.

			 

			They all sound simple enough, right?

			So why then, are we as a nation all so sick and so overweight? Why do we have raging hypertension, sleep issues, and other more serious ailments? Since we all know what we should do, why are we all dropping like flies?4

			The fact is, in order to improve at anything, you simply have to do the work—pound the pavement, lift the weights, get outside your comfort zone, challenge, stretch, say “no” to that extra slice of pie, and resist finishing that bottle of wine just because “Well, it’s open now, isn’t it?”

			Some things, the best things, perhaps, are “simple, not easy.”

			Leadership Journaling is simple, not easy—but it is the most efficient and effective way to build self-awareness, increase knowledge based on self-evaluated experience, and plan your own development path as well as what’s next for your people and the company.5

			If you believe that “doing the work” has real lasting value, this book is certainly for you.

			Concilio et labore

			This should be the official motto for all the leaders who journal with regularity.

			It is the first motto of My Daily Leadership.

			It translates from the Latin as:

			By wisdom and effort.

			Some will be put off by it, and others will be inspired by it.

			Leaders have a responsibility to lead with intentionality and clarity: to be unclear is to be unkind. It is impossible to be a great leader if you are wooly or unclear. One of the key benefits of Leadership Journaling is that it helps bring clarity of thought, vision, and purpose.

			 

			Some leaders tell us that they would consider journaling, if only they knew what to write.

			Good news, we’ll tell you what to write.

			 

			Some leaders tell us that they’re not sure when to write.

			Good news again, we’ll tell you that too.

			 

			Some leaders say that they’re unclear about why they should journal.

			It’s your day, we’ll explain that too.

			 

			Some leaders tell us they’re not sure how much to write every day.

			Again, we’ve got your back.

			 

			Some leaders say they’re not sure how a Leadership Journal is different from any other journal.

			Yes, we’ll cover that for you too.

			 

			Some leaders tell us they don’t know how to measure and track their progress.

			Yes again.

			Who this book is not for:

			This book is not for you if you believe:

			“Do as I say.”

			…not as I do!

			 

			“I judge people by their actions.”

			…but I judge myself by my intentions.

			 

			“Everyone in the company has an Annual Performance Review and Development Plan.”

			….oh, except for me, of course, I’m the boss and I’m already close to perfect.

			 

			“No pay raises this year, I’m afraid.”

			…I don’t want the increased overhead to impact my stock options.6

			 

			If these kinds of thoughts are yours, it might be best to put the book down and check out some of these titles: What the Roman Army Can Teach Us about Leadership, or What the MMA and Leadership Have in Common, or When Your Boardroom Becomes a Battleground.7

			…well, you get the idea.

			A final few thoughts before you finally make up your mind:

			[image: ]   Anyone who says he is committed to being successful but doesn’t journal, don’t believe him.

			[image: ]   All who truly excel in any field from sales, management, leadership, entertainment, and sports to politics…journal.

			[image: ]   Journaling has been around for more than five thousand years, and things that have that kind of resilience and persistence are usually valuable and worthy of attention—fads change, fashions change, styles change, but the very best, most worthwhile things persist. It’s that simple.

			So, it’s “make your mind up” time. Are you in, or out? If you’re in we’ll see you on the next page and the first step to lasting leadership greatness.

			Onward!

			“No man can lead others, who cannot lead himself.”

			—Socrates





Ready to make a start?

			Look at you, you made it all the way here; well done! Happy to have you with us. It’s going to be quite a ride—strap yourself in. [image: ]

			One of the first imperatives of Leadership Journaling is to furnish yourself with a really nice journal, of course. A really splendid one. A really, really, really splendid one. You know, all leather-bound and imperious looking. Something that you’d feel proud to have sitting front and center on your desk.

			“Hold the phone!” I hear you cry. “You don’t seriously mean to tell me that I’m going to have to write, do you? By hand? With an actual pen? On real paper? We’re not still living in the Dark Ages, you know?”8

			Yes, I do mean that—on real paper, with an actual, real pen.

			Yes, I have heard of apps, and computers, and the internet, and AI, and everything.

			And yes, I do realize that you practically live on your smartphone.

			And yes, I do recognize that you can type much quicker than you write.

			And yes, I do understand that you haven’t used a pen since high school.

			And yes, I do know that some people don’t think in straight lines.

			And yes, I do appreciate that you might just get a nasty blister.

			…but none of those things can change the overwhelming fact that the adult learning model dictates that the process of writing on paper significantly increases understanding, retention, and application.

			The research conducted by Pam Mueller of Princeton University and Daniel Oppenheimer of University of California, Los Angeles argues that when we write in a notebook by hand, as opposed to typing on a laptop, our understanding and memory retention is significantly increased. Typing, it seems, is best suited to surface-level understanding and retention, whereas writing longhand requires the individual to process the issue much more deeply, and it forces them to be extremely selective with what to commit to paper and what to discard—the selectivity process is critical to the difference since we simply cannot write by hand as quickly as we can type.

			Writing by hand creates a positive feedback loop whereby the outputs become the reinforced inputs—much more so than typing. Writing by hand is much more involved than typing.

			When writing on paper, our brain must first consider the issue.

			We then have to filter out the less-critical elements.

			We then decide what to include, what to exclude, and what to record.

			Our brains then instruct our muscles what words to write as well as how to write them.

			While we do this, our eyes perceive the pen moving across the paper trailing the required words behind it.

			As we read the words that the pen reveals, our brains then repeat these words back to ourselves confirming that those words were indeed our intended words.

			In this way writing by hand creates a continuous feedback loop, connecting the thinking, the editing, the telling, the moving, the seeing, and the reinforcement of repeating and validating.

			The researchers explain, “There is something about typing that leads to mindless processing, and there is something about ink and paper that prompts students to go beyond merely hearing and recording new information.”

			Now that we have gotten over the shock and disappointment of all of that, shall we move on? Thank you.

			Your brand new, bright and shiny journal should have at least two hundred pages of good, high-quality paper—your new leadership thoughts should sit somewhere worthy of them.

			A4 size if you’re in the UK, “letter size” if you’re in the US9; nothing smaller, please. You and your new thoughts will need space to stretch out, put their feet up, and breathe.

			Ideally it should be leather-bound, handmade, and something that deserves engaging with every day. Think Rolls-Royce, Bentley, Hermes, Louis Vuitton. Why do your thoughts and your development deserve any less than this level of quality and perfection?

			Try: www.mydailyleadership.com

			Keep this swanky new journal with you as you read this book—you can write in it as we go along—there will be lots of important prompts for you along the way.

			By the time you get to the end of this book, your Leadership Journaling journey will already be off to an amazing start, and you’ll have begun to notice a significant difference in yourself, your company, and others around you. It will already have become a life-changing, lifelong habit. Marvelous.

			As mentioned, get your hands on a good, high-quality pen too. Again, something that would look splendid sitting on top of the journal that you’d feel proud to have sitting front and center on your desk. Your pen and journal should be something that deserves attention and intentionality every day.

			A fancy calligraphy pen with lots of clever nibs?

			Umm, no.

			Colored gels and scented highlighters?

			Again, no: you’re not nine, and this isn’t arts and crafts.

			A #2 pencil with a brightly colored, monster-shaped eraser at the end?

			Look, if you have to ask….

			A plastic ballpoint chewed at the end?

			** sigh** Can we move on?

			All joking aside, developing your leadership abilities is an important, serious, and worthwhile pursuit. Leadership Journaling is a serious and worthwhile pursuit too—you need a good journal, with good paper, and a good (serious) fountain pen. This is the start of a lifelong journey of development; let’s give it the level of importance that it, you, your people, and your company deserve.

			If you don’t want to make the investment personally, is it your birthday soon? Christmas, maybe? Mother’s Day? Father’s Day? Leader’s Day?10

			#TrustTheProcess

			“Trust the Process” is another cornerstone of Leadership Journaling. The phrase was coined by fans of the NBA’s Philadelphia 76ers. It was first used during a particularly rough patch for the team. It basically means, “Sure, things may look tough now, but we have a plan in place to make it better: and if we do what we said we were going to do, we are 100 percent confident that things will get better. We trust ourselves, and we trust our action plan.”

			#TrustTheProcess is the second motto of the serious journaler.11 Find somewhere splendid near the beginning of your journal to write this one down too.

			Remember, always trust the process because the process is the thing that’s going to get you from A to Z, from good leader to great leader. So, keep going, keep the faith in the process, and don’t ever give up.

			As Sherpa Tenzing likely said to Edmund Hillary as Edmund was struggling to put one foot in front of the other trudging up Everest with nothing but mountain ahead of him and no sight of the summit, half starving, frozen to the core in the teeth of a blizzard, and fighting for every breath, “Edmund, old stick, don’t give up. Keep going. Trust the process.”

			As Hannibal, the ancient Carthaginian general and founder of military strategy said12 to his lead elephant musher who was bemoaning the perils of taking elephants (yes, real life, gray, wrinkly, big, lumbering pachyderms) across dangerous rifts and perilously unstable and narrow ravines over the Alps, “Keith,13 don’t give up. Trust the process.”

			As Thomas Edison doubtless said to his assistant, William Hammer, after yet another disappointment in an extensive list of failed attempts at finding the perfect filament for his new incandescent lamp doohickey thingy, “William, we have to trust the process. I know, let’s try human hair next.”

			The world is littered with countless such examples: you probably already have your favorite story of persistence, grit under pressure, and dogged determination to succeed—if not, they’re easy to find. Use the memory and lesson of your favorite “determination” story when things get tough, and you only have the process to fall back on. The process, if it’s a good process, will always carry you through and win the day.

			Remember, when things get a little tough, trust the process.

			When you’d rather not bother journaling today, trust the process.

			When your leadership development progress seems a little slow, trust the process.

			When you forget to remember the commitment that you made and think you’ve slipped too far to start over again…well, you’ve got the message by now, I’m sure.

			Make a commitment.

			Make a start.

			Trust the process.

			If it’s a good process, the process will always save you, but it must be followed to have any value. Process leads to progress—always.

			So, dear reader, are you yet ready to take the plunge, dedicate yourself to the Leadership Journaling process, and make a firm and lasting commitment? Come on, get your natty new swimsuit on and dive in; the water is quite lovely.

			If so, grab your journal and your pen and do your best to follow each of the prompts and exercises as we transition through the book. The exercises are intended to increase your self-awareness as well as have you explore your understanding and appreciation of the most privileged position in the world: leadership. As you complete the exercises, your journal will chart your progress and will act as a wonderful record of your development over the first six weeks or so of your amazing new journey of self-discovery and improvement.

			Tremendously exciting stuff.

			“The more you sweat in practice, the less you bleed in battle”

			—Chinese Proverb

			To read more and to download free Leadership Journaling resources including a thirty-day journaling template, as well as  download a list of all of the prompts in this book, visit: www.mydailyleadership.com/resources

			Shop our handmade, leather-bound journals and exclusive carbon-fiber fountain pen and specially formulated inks. Subscribe to our daily journaling prompts. Basically, pop along to find all manner of helpful leadership development advice, self-development paraphernalia, and what have you.





Chapter 1

			Would you have employed you?

			How well are you doing?





How well are you doing?

			Imagine that in some sort of parallel, Willy Wonka, Marty McFly, quantum universe, you had the opportunity to go back in time and interview yourself for the position that you currently hold. How well would you have fared in the interview all those years ago, I wonder? Would you have given the applicant that you interviewed (you) the role, or would you have chosen another candidate?

			It’s really easy to say, “Yes, of course I would have given me the role. After all, I was perfect for the job. I mean, I have the role now, don’t I? And I’ve held it for twelve years, and I’m making a pretty handsome fist of it, aren’t I?”

			Well, maybe, maybe not. I do know one thing for sure, though, you’re not perfect—no one is.

			Since you’re not perfect, what would have been your main concerns in offering you the position? And would you have been right to be worried?

			As the interviewer, what would your interview notes have looked like?

			How would you have debriefed the candidate’s performance to the HR director when she asked about your top three concerns following your interview?14

			What would you have said the candidate’s biggest areas for development and improvement were?

			…and now back in the present tense, have you done anything about reducing those weaknesses and areas for development lately?

			What about your next role; would you employ you to do that if you had the chance to interview you for it right now, or do you still have some way to go to be “ready” for it?

			What about the role that you ultimately aspire to; would you (or anybody else, for that matter) employ you to do that role today, I wonder?

			What I’m talking about here is the extent to which you have a well-developed capacity for honest self-introspection and self-evaluation, and do you possess a high degree of self-awareness? The best leaders most certainly do—and it’s at the seat of self-development, improvement, and change.

			Here’s the catch—almost everyone who has low self-awareness is entirely convinced that they have a very well-developed sense of themselves. And almost everyone who possesses a very well-developed self-awareness skill knows that they do not. Ouch!

			NEWSFLASH

			Leaders who have a well-developed sense of self-awareness typically do very well at developing their leadership skills; those who don’t, invariably don’t.

			Your First Journal Entry

			Quick, go get it—I will wait!

			Consider this: How would you rate your overall leadership performance over, say, the last two quarters? Give yourself a score from 1 to 10.15

			In fifty to one hundred words, write down in your Leadership Journal specifically where have you excelled these last sixty days or so, and specifically where have you fallen short, and why.

			You will be encouraged to read back on this, your first entry, in around a month, so be sure to make sure that your answer is thoughtful, considered, and worthy of the future leader that you are to become. This first exercise should take you around ten minutes to complete.

			If you’re struggling to give yourself honest, specific, frank (to the point of brutal) feedback, you will likely not develop your leadership skills nearly as quickly as you should…nor as diligently as you could. A lesson for us all.

			Self-awareness is like a muscle—use it to build it, leave it to lose it.

			Increasingly large numbers of leaders understand, rate, measure, and develop their self-awareness muscles in their Leadership Journaling: it’s one of the main benefits of journaling, after all.

			For reasons that we will explore later in this book, successful leaders need to have a very acutely developed self-awareness muscle, not least because honest feedback is often in very short supply. Again, more on this later.

			Congratulations, by the way, for making your first serious entry in your journal, you’re already on your way to self-awareness mastery and leadership greatness. Hoorah! [image: ]

			Whilst we have just considered whether or not you would have employed you, let’s spend a few moments considering whether I might have employed you too.

			Would I have employed you?

			Throughout my career, I have interviewed countless candidates for a variety of roles from executive leadership positions to entry-level interns and everything in between.

			In my current role as executive coach and business consultant, I am often asked to help our clients find exceptional candidates. I have a very established interview process that includes a fixed set of interview protocols; one of which includes being sure to ask each candidate the same set of critical questions.

			Depending on the specifics of the role, the set of questions varies, of course; but each candidate for the particular role would receive the same set of eight to ten questions during the interview. The answers and responses to each of these questions are graded and recorded, which makes it easier to compare and contrast skill sets, attitudes, and abilities of candidates when preparing shortlists.

			An interview is, at its heart, a three-C assessment: Capability, Credibility, and Chemistry.

			 

			Capability:

			Does the applicant have the skill sets, competencies, and wherewithal to successfully execute the demands of the role—and the role that could potentially follow it? Basically, is the person capable of doing an excellent job?

			Credibility:

			Do the candidate’s work history, experiences, results, and achievements suggest that they would be a natural and suitable person for consideration? Would it be obvious to all of the new-hire’s work colleagues why this person was given the role? Would you feel comfortable with this individual out and about representing you and your company with your logo on their lapel?

			Chemistry:

			Would the candidate fit easily into the company structure and culture—basically, is there core value alignment on both sides?

			 

			Depending upon the particular challenges of the role, the manager, the team, the company position, the goals, and so on, one of the three Cs inevitably takes priority over the other two: and this has to be also factored in, of course.

			In order to explore the most important of the three Cs above, the interview questions I ask are focused on that particular area, and they are intentionally very tough. They are questions that really stretch the candidate’s thinking, appropriateness, and fit. But, and here’s the million-dollar trick, they are questions designed to get to the heart of the candidate’s levels of self-reflection, self-analysis, and self-awareness. These questions and the process that surrounds them are designed to really separate the wheat from the chaff.16

			Here’s how the process works:

			Let’s imagine that somewhere along the interview, I ask the candidate one of these important self-awareness-revealing questions.

			I would, for example, ask the applicant to take a moment to define the word “quality” as it pertains specifically to light engineering, pet-food manufacturing, the hotel sector, SAAS, middle management, cost-accounting, or whatever market or vertical that the business operates in and/or for whatever particular role the candidate is applying for.

			Now then, “quality” is a tricky concept to be able to extemporaneously describe with any real precision, especially under the pressure and confines of a job interview. Give it a quick go now; how might you answer the “quality” question? It’s a slippery concept, is “quality,” and no mistake.

			I would often hear things like “standards,” and “price,” and “warranties,” and “guarantees,” and “brand,” and so on. But most of the time the answers would be rather weak, confused, and lacking in precision. As I said, “quality” is a tricky concept.

			As the candidate sets about defining the particular concept in question, I would rate their offering from 1 to 10 depending upon the “quality” of their answer.17

			1 = Dreadful. Too ghastly for words. “Beam me up, Scotty.”

			10 = Quick, call the nice folks at Websters, we have a brand-new submission for them.

			Once they finish their thought (or they run out of steam18), I would then ask them to rate the answer that they had just given from 1 to 10.

			Once the candidate offers their self-assessed rating I would, of course, ask them for their reasoning to support their self-evaluation score—as a failsafe just to check that I fully understood their answer as well as their foundational logic.

			Now then, and here’s the critical piece, let’s imagine that the applicant in front of me has given what I consider to be a rather poor answer, which I had rated a generous 3 out of 10. And let’s pretend that the candidate self-assesses their answer and reported it to be a 3 or 4 out of 10 in their own estimation; phew, congruence. Good self-awareness. Alignment. Happy days. Let’s move on to the next question.

			But, what if I had scored their answer as 3 out of 10, and the applicant reported it as a 9 out of 10? Now, Houston, we have a problem.

			Why? The question and self-assessment mechanism are asked not to assess the candidate’s understanding of the principles of “quality.” Let’s be honest, who cares? No, these questions are asked in order to specifically understand the candidate’s level of self-awareness and the extent to which they can dispassionately review their own performance. I’m perfectly OK with hearing a poor answer so long as the candidate also recognizes that it’s a poor answer and can articulate why, and has the professional humility to acknowledge it. Because, if they don’t or can’t or won’t when under the microscope of the interview, what hope do they have for doing so when they’re chairman of the board with very little daily oversight?

			To gauge and fully understand the candidate’s ability to self-reflect with some level of accuracy, I would repeat the exercise by asking for further definitions of other tricky concepts, say, “marketing,” or “democracy,” or “leadership.” I would ask them to describe what is meant by the word “justice” as it applies to work, or to explain what “doing your best at work” might mean, for example.

			The process looks like this:

			The interviewer asks a tricky question relating to the role in some abstract or slightly esoteric way.

			The interviewer rates the answer privately.

			The applicant is asked to self-rate their answer and to share their thoughts in support of their number.

			The interviewer shares their score and their supporting “logic.”

			Significant differences in scores are explored.

			 

			There are two additional nuances to consider:

			When exploring the differences in ratings to a particular answer, did the candidate push back and challenge the interviewer’s rating? Did they agree or disagree with the premise? Did the candidate defend, justify, or rationalize?19

			Candidates’ responses to significant differences of opinion are always very telling also.

			 

			Finally, let’s pretend that there were similar gaping chasms across six or seven of these questions where I scored the candidate low, and they scored themselves unexpectedly high.

			At the end of the interview, I would then ask the applicant this revealing question, “When you speak to your significant other in around twenty minutes to discuss the interview experience, and they ask you how the interview went, what will you tell them?”

			If they give a very favorable account of how things went and of how optimistic they were for a call-back, there would be red flags, fireworks, claxons, and alarms sounding all over the place.

			If, however, they report that their biggest concerns center around the differences between our gradings, there would still be some hope for our beleaguered and hopeful applicant since their self-awareness muscle had just had a rather good workout on the asymmetric bars, and a semblance of it was finally presented.

			Time for Our First Story

			Around twenty-five years ago, I was having an early dinner with my chairman following a board meeting which ran a little late. This inspirational and visionary gentleman was one of the most developmental and insightful managers I have ever had the pleasure of working for and learning from.

			“Tell me,” he asked, with his customary warm smile. “Did you earn your money today, and did you do your best?”20

			Hmmmmm. A spankingly-good question, right? I had always admired his extremely well-honed questioning skills, and this one was no exception.

			Before answering, I considered a few facts…

			I knew that I had arrived very early to the office that day because I had a mountain of work to tackle.

			I knew that I had been working hard all day, with hardly a moment to even have lunch or a cup of coffee.

			I knew that I had made some important and far-reaching decisions.

			I knew that I had fixed some short-term problems, and had found time to coach a couple of my managers.

			I knew that I had attended a couple of meetings and had given some useful input.

			I knew that I had contributed well to the direction of the board meeting, and I knew that, on balance, I had helped make our world slightly better and so was feeling pretty confident that the answer was yes.

			“Yes, I think so. I’ve been working hard all day, so I guess so.” I said, hopefully.

			“To which one?” he asked.

			“Um, to which one? To which one, what?” I inquired.

			“Yes, you earned your money today; or yes, you did your best?”

			Recognizing that this was two questions and not one, and recognizing, too, that the guy asking, in effect, paid me every month, I thought it wise to declare that I did indeed earn my money today. I wouldn’t want him spending too long thinking about that answer at the next check-run.

			“Oh, I see. Yes. Yes, to both.”

			Phew. Terrific. Bullet dodged. Tick one down for me.

			“Oh?” He replied somewhat quizzically. “What makes you say that?”

			Oops! Belay that “tick”!

			“And what about you?” I asked, ignoring his new question. “Did you?”

			Brilliant, I thought. Deflection.

			He thought and then offered, “I’d say yes, and no.” A few more seconds’ thought, and then, “It’s nearly always a ‘yes,’ and it’s nearly always a ‘no,’ I find.”

			“Oh? Tell me more.” I said.

			Double brilliant.21

			He went on to explain that he thought it important for every leader to ask themselves these two questions every day. “It really helps develop self-awareness,” he would say. “Self-awareness is the very foundation of great leadership development.”

			He believed that all leaders worth their salt should be able to look themselves in the mirror at night (every night) and know that they had made the world that their company occupied a little better. “That’s what you’re paid to do,” he would argue. “Earning your money is a perquisite of the job; a ‘minimum standard.’” More on minimum standards later.

			“The answer to that question should nearly always be ‘yes,’” he explained. “Otherwise, you’re a fraud and should go work somewhere else.” Deep.

			“‘Trying your best’ is a completely different proposition altogether.” He said. “What is your ‘best,’ anyway?”

			“Best,” he argued, is an extremely high bar. It’s five gold medals at the Olympics. It’s the 185 lb. mother lifting a car to free a trapped child. Best is walking unaided to the South Pole in the teeth of a twenty-day blizzard. “Best” is overcoming incredible and overwhelming challenges. No Olympic athlete gets personal bests every single day that they train—so why should we expect the CEO, the COO, or the CRO hit “best” every single day? “Best” is really, really tough.

			“The answer to ‘best’ is almost always ‘no,’” he argued. “And a ‘no’ to the ‘best’ question begs the critical supplementary question, “Well, since it’s a “no”, what would, or could, or should I have done, or failed to do today, in order to have done better—in order to have come closer to my “best”?’”

			Brilliant!

			Time for our second journal entry.

			Find somewhere deliciously self-aware in your journal, copy and write the answers to these thorny little gems:
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			Congratulations: you’re still on your way to self-awareness mastery and leadership greatness. Hoorah!22

			Now that we’ve taken a look at you from your own perspective and we have introduced the principle of “every day I will work hard to get better,” let’s give some thought to what your people think of you. You might want to sit down for the next bit; our leaders often find this next segment rather unsettling.

			What Would Your Leadership Report Card Look Like?

			Are you yet a “straight-A” leader in the eyes of those you lead?

			If your people were to write your report card right now, would it say that you’re a straight-A student, or would your Leadership Report Card be mostly Bs with a couple of As? Would it show straight-Bs, perhaps? Some Bs with a couple of Cs? Or would it be largely Cs? Would there even be a disappointing F or two? Would you be supremely proud of what you would read about yourself?

			We would all like to imagine, of course, that our Leadership Report Card would declare that we are all straight-A leaders: individuals with enormous integrity and vision, extraordinary drive and passion, blessed with unsurpassed strategic and tactical prowess, practically effervescing with unrivalled self-awareness and commercial insight…basically, an all-round good-egg and person voted most likely to win a Nobel Peace Prize for leadership23 before the year is out.24 That’s what “best” looks like, right?

			But, if your people were really asked to complete it completely honestly, would your report card really say those splendid things about you every day, I wonder? What about the day you tried giving up coffee and were as crotchety and ornery as a tired and hungry baby cutting its first tooth and sat in a cold, wet diaper?

			You might think (hope) they would say things like, “Well, he’s firm, but fair.” Or, “She’s a real tough-cookie, a hard-ass, but she knows what she’s doing.” Or, “His methods are brutal, but his record speaks for itself.”

			In other words, sure, you’re a terrible leader, but you get things done—and the ends always justify the means.

			But, dear leader, the ends do not justify the means—or rather, they do for cruddy leaders, but they do not for great ones.

			“Style,” how you get things done, is as important as the results you generate—more so, perhaps.

			Do you lead with “style”: charm, and wit, and intelligence, and self-deprecating humor, and panache?25 Or are you an ogre who “does what needs to be done to get things done?”

			…and don’t fool yourself with the answer.

			You could outright ask them for their heartfelt thoughts, of course. You could send a company-wide leadership appraisal and employee engagement survey. You could explain that you are looking for a true and honest 360, asking everyone to grade you from 1 to 10 against a complete set of critical leadership attributes. The company could assure all participants that the responses to the survey were entirely anonymous. You could spend a small fortune and bring in consultants to ensure evenhandedness in the question sets and guarantee an unbiased assessment of the feedback.

			Ah, but here’s the rub: if you’re not quite as glorious as you maybe think, nor as approachable as you like to believe, nor as supportive or developmental as you hope to be, nor as tolerant as you suspect; what are the chances that they’d tell the truth, the whole truth, and nothing but the truth? Slim. Very slim. Problem.

			You could forgo the consultants and have all your people line up outside your office and simply invite them in one by one to ask them what they think of your leadership prowess. I wonder what they’d say to your face as they sat across from you at your big and imposing desk.

			But, before you pay too much attention to their “frank and honest” feedback, just remember who is asking them, who pays their wages every few weeks, who hires and fires around here, who decides the promotion schedule, who assigns the parking spaces, and who approves the annual pay raises. Bearing all of that in mind, would the truth, the whole truth, and nothing but the truth be their uppermost thought?

			No, it wouldn’t. So, don’t bother inviting them. More on this in Chapter 5.

			There would, of course, likely be lots of saccharine-laced compliments for at least one of your recent initiatives that didn’t stink too much.

			There would likely be some slightly polished recollections of half-decent advice you doled out one time or another.

			You’d hear some cautiously positive platitudes about some inspiring speech you gave somewhere once, I am sure.

			There would be so much equivocation, vacillation, hesitation, and procrastination26 that I wouldn’t even bother asking them: it would, after all, be a bit like asking turkeys to vote for Thanksgiving…and, let’s not forget, turkeys tend not to want to do that if they can at all avoid it.

			That’s the bad news.

			The good news is that, if approached correctly, your Leadership Journal will become your brutally honest Leadership Report Card, as well as the mechanism for significant improvement.27 All it requires is self-awareness, a smattering of self-reflection, a soupçon of time, a smidgeon of self-regulation, and a splash of consistency. But lots more on all these things later.

			Having said all of that about your Leadership Report Card, remember this:

			Great leaders don’t lead in order to make themselves look really smart, they lead in such a way as to make those they lead look really smart.

			In reality, therefore, you want all of those you lead to score all straight As across the board on their report cards. And that’s your real Leadership Report Card, isn’t it? You get straight As when they all do. And if they’re not, neither do you. And if they’re not, whose fault is that?

			If your last round of employee appraisals has them “averaging” at 3 out of a maximum 5 (or whatever your equivalent is of, “Good in parts, but could do better”) then the very same can be said of you since you’re leading this team, right? That’s a “B” at best, right? QED.

			More on this later too.

			Time for Another Story

			My business coach once asked me a tricky question.

			I should explain that before he was my coach, he used to be the captain of a nuclear submarine—one in a long line of submarine captains—in fact, he was a fourth generation submarine captain. Smart family. Good underwater genes, I suspect.

			As you might imagine, nuclear submarines are extremely complex, expensive, and dangerous places; literally chock-a-block full of things that could seriously hurt you—hard surfaces, sharp edges, and pipes carrying liquids and gasses under enormous temperature and pressures. Don’t forget the fact that sometimes the floor slopes down…or up, or to starboard, or to port. Oh, and they also have a bunch of those pesky intercontinental ballistic missiles on board to think of, and simply masses of high-explosive ordnance too. Did I mention the fully functioning nuclear reactor at the back of the boat? Not a place to kick back, rest, relax, and unwind.

			On top of all this, nuclear submarines are a veritable hive of activity 24/7, 365, and every single element of their running and functioning has to be super-smooth, incredibly precise, and ultra-efficient—it’s simply the very best way not to get blown to smithereens and waste literally billions and billions of tax payers’ dollars—to say nothing of the lives of the 150 or so submariners on board.

			Anyway, my coach told me about a time that his sub was on maneuvers somewhere underneath the Arctic Circle. They had been submerged for almost three months and were tracking other “red” submarines across that part of the globe while endeavoring to remain hidden from detection—a difficult, protracted, and oftentimes stressful exercise.

			One night, my coach, the captain, was asleep in his quarters at around 4:00 a.m.—statistically the most dangerous time of the day, coincidentally.

			At the other end of the boat, a twenty-four-year-old technician somehow electrocuted himself while welding to repair a metal pipe. He died almost instantaneously.

			Now, here’s the question: Whose fault was it that the unfortunate young submariner died that particular night?

			Before you answer, here are some options for you to consider:

			Was it the individual’s fault for doing something stupid or dangerous, or for not checking that both his equipment and the environment were safe?

			Was it his manager’s fault for not ensuring that he had been properly briefed?

			Was it his trainer’s fault for not ensuring that he had been properly trained and certified?

			Was it the fault of the person on watch that night for not supervising the work?

			Was it the fault of the person who asked him to fix the pipe at 4:00 a.m.?

			Was it the captain’s fault?

			Was it someone else’s fault?

			Was it no one’s fault?

			Tricky.

			Give it some thought. Answer before moving on. And no vacillating, please: no “either-or”; put your bum on a horse—remember, as a leader, you only have one bum, and it can only go on one horse.28

			According to my coach, the captain of the submarine that fateful early morning, it was 100 percent his fault—the captain’s fault. And let us not forget that he had been soundly asleep at the other end of the boat and rightly had no idea that the unfortunate young submariner was even attempting to repair that ruptured pipe.

			When I asked him why he thought that the accident had been his fault since he had been asleep at the time, hundreds of feet away, he simply replied, “I was the captain. It was my boat. Everything that happens on the boat is the captain’s responsibility. When I took on the responsibility of the captain’s role,” he continued, “I took on the responsibility for everything that happened on the boat—the good, as well as the bad.”

			And, well, who could argue with that logic?

			The best leaders, it seems, accept complete responsibility for all of the shortcomings—from themselves and their teams. What’s more, they widely praise the victories, and they individually shoulder the responsibility for all the failures.

			Captains of nuclear submarines, it seems, are selected for their high level of self-awareness, among other things. They recognize which things are in their sphere of control, and which things are outside their sphere of control, and they act and lead accordingly.

			Are you an “innie” or an “outie”?

			No, not belly buttons, issues. Do you internalize or externalize your issues?

			It’s very easy to blame whatever disappointing circumstances are dogging us on a variety of external factors: the bad economy, the inclement weather, the lack of management support, the uncaring government, the global pandemic, a disadvantaged childhood, and so on. And while those difficulties and others certainly contrive to make progress difficult at times, it’s simply not good enough to have them account for the long-term differences between where you (and the company) are and where you (and the company) want to be.

			The danger with “externalizing” our problems in this way is that it is too easy to be passive in the resolution of them. “Some people are lucky,” these people contend. “They get all the breaks; things always go their way. It’s easy for some; they didn’t have to deal with all of the nonsense of my problems.”

			However, the world is littered with literally countless stories of people overcoming enormous hardships, difficulties, and tribulations and beating all odds to emerge victorious.

			It seems that the people who externalize their problems are forever destined to be defined and limited by them, while those who internalize their problems and take full responsibility for solving them somehow develop the fortitude, creativity, and dogged determination to do something about flipping the script and making a winning hand out of even the crappiest cards they might have been dealt.

			The poor unfortunates who habitually externalize their problems are forever bemoaning the good fortune of those who find a way to succeed, the “lucky” ones.

			The “lucky” ones, however, have, more often than not, realized that whether or not they have contributed to their current predicament, they take responsibility for it as well as the future. Self-accountability is powerful leadership stuff—it’s as powerful as self-awareness.

			Find somewhere suitably responsible to write this critical leadership principle down in your spankingly-new journal:
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			Refer back to this foundational principle every day until you 100 percent accept it.

			You are 100 percent responsible for where you are conceptually right now regardless of the path that got you to this exact spot. The great news is that you are also responsible for where you will be in six weeks, six months, six years from now: so, decide that wherever you will be in the future, you will be there because you chose to be there, and you will accept full responsibility for it. Why? Because it’s always your fault—and most of the time, that’s an amazing and uplifting thing!

			The Recipe for Self-Development

			Self-development requires self-awareness. Self-awareness requires self-reflection. Self-reflection requires self-accountability.

			As it is in many other critical areas of life, accountability (self-accountability), lies at the heart of self-development. If you don’t track and keep score of your own plans and behaviors, who will?

			Just like my coach the ex-submarine captain, and nearly every single inspirational leader whom I have ever worked for, argue, the best leaders work on daily development and daily improvement recognizing that they are the author of their own destiny. Internalization, it seems, requires a high degree of self-awareness.

			To start building your self-awareness leadership muscle, you need to take a regular look in the leadership mirror and start grading your own performance—yes, on a daily basis.

			It’s simply not good enough to live your leadership life by the words of the incorrigible Gloria Gaynor in her song from the Fierstein and Poiret musical, La Cage aux Folles, “I Am What I Am,” nor the words of the incomparable and irrepressible Dr. Seuss when he espoused:

			 

			Today you are you,

			That’s truer than true.

			There’s no one alive

			Who is youer than you!

			 

			Sure, there is no one as good at being you than you. And, sure, you are one of nature’s glorious sunbeams but, let’s be honest, you’ve got a lot of work to do.

			It’s time to become an expert in the kind of leader you want to be. Find an intentional spot in your journal to write:
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			Good. And now another question:

			Who is, or has been, ultimately responsible for all the successes and all of the failures in your team, division, or business: you or your people?

			Your people, right?

			Wrong.29

			You personally are also 100 percent responsible for all the failures in your team, division, or business.

			Drat!

			Collectively, you and your team are all responsible for the successes.

			Hurrah!

			To put it another way, “It is amazing what you can accomplish if you do not care who gets the credit.” Nice one, Harry Truman. Good internalized and low-ego thinking.

			More on this in Chapter 3.

			If only I’d have said…

			How many times have you looked back on an argument that you perhaps shared with a loved one, only to find yourself saying things like this: “When he said that, I should have said this….”? Or, “If only when she did that, I had mentioned that time when she did this…”? Or, “When they suggested that, I should have suggested this…”?

			It’s infuriating, right?

			And doesn’t it always seem to be the case that these pearls of retrospective wisdom and insight come to us in a flash of inspiration…typically three hours too late? Grrrr.

			Sure, you’re still seething about the whole affair, but unfortunately the world and everyone else in it has already moved on: and if you were to offer your nugget of rhetorical genius now, three hours later, it would sound childish, or sulky, or unnecessarily argumentative.

			If only you had thought of the amazing pithy comeback, or the remarkable suggestion, or “helpful” thought in the heat of battle! Well, the world doesn’t always work like that, does it?

			The same is true for leadership skill. There doesn’t have to be an argument, or friction, or heated debate for us, some hours later, to wonder how we could have done better. We can apply the exact same reflective habit to everything that we do every day—in fact, it is to be encouraged—no, it is much more than that, it is mandatory for leadership self-improvement.

			Ask yourself not only, “Did I earn my money today?” and “Did I try my best today?” but also…

			 

			How well did I write that important e-mail?

			How well did I respond to that question?

			How completely did I consider that challenge?

			How objectively did I approach that task?

			How supportive was I with that colleague?

			How efficient was I with my time?

			How well did I delegate?

			How creative was I with that new initiative?

			When I managed that issue, should I have taken the time to coach someone instead?

			 

			…you get the idea, I am sure.

			Self-reflection builds self-awareness. It’s how we get closer to our “best,” remember?

			The Magic Question of Leadership:

			“Where and how could I have done better today?”

			As mentioned, all great leaders have developed a daily habit of self-reflection.

			The best of the best actually consider that question every single day, and they write the answer to this question in their journal—every day.

			Oh, you haven’t been doing that the last twenty years? Hmm, I wonder what that says about your level of responsibility for the improvement of your own leadership skill?30

			At the end of the day (yes, every day), great leaders take a moment to take stock: it’s their Evening Evaluation. They review the day (yes, every day) to ask themselves these types of questions:

			[image: ]   How would I rate my overall performance today?

			[image: ]   Would my Report Card today show A+? A? A-? B+? B?

			[image: ]   Where specifically could I have done better?

			[image: ]   How could I do better next time in order to make that A- into an A+?

			Once you start to embed this high-level, high-functioning daily (yes, daily) self-reflection habit, writing these specific thoughts down in one, easily-accessible place, your leadership skills start to improve enormously—very quickly.

			Remember, wisdom only comes from evaluated experience. Wisdom does not simply come from time served!

			So, let’s make a good, no, a great start. For the rest of the day, pay enormous attention to everything you do and everything you fail to do. Everything you say and everything you fail to say. Everything you think. Everything you read and everything you write. Every decision you make, and every time you kick the decision-can down the road.

			Then, tonight, take a couple of minutes to review your leadership performance from the day. Write down your important thoughts, as well as record your “leadership score.” Where to record it, I wonder? Yes, your Leadership Journal. [image: ]

			Find a perfectly self-aware spot in your Leadership Journal to jot down and complete this sentence…
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			Go on, I’ll wait.…

			Done it?

			Well done, you.

			You’ve continued to make a good start.

			Gold star.

			Go to the top of the class.

			Now take a moment to think about what you have written. Was your leadership performance below the standard that you should expect of yourself—the standard of a great leader? Don’t berate yourself too much. Recognize it, accept it, move on. The good news is that tomorrow you will have a do-over. Decide to fix what needs fixing—whether a situation, a relationship, a problem that maybe you made worse (or caused). Go to bed with your subconscious working on the issue—it’s going to be whizzing away all night in the background anyway, so give it something worthwhile to chew on—you’ll be amazed at how creative a problem-solver your subconscious can be when you’re intentional about nudging it in the right direction.

			The rule is simple:

			 

			Recognize where you have fallen short.

			Forgive yourself for having fallen short.

			Learn the lesson.

			Resolve to get better.

			Fix it tomorrow.

			Move on.

			 

			If you don’t accept it, and you don’t find a way to move on, you won’t sleep very well, I’m afraid. And, if you’ve taken a good look in the mirror lately, you could really do with a good night’s sleep.31

			Remember what Ralph said:

			“Finish each day and be done with it. You have done what you could. Some blunders and absurdities, no doubt crept in; forget them as soon as you can. Tomorrow is a new day. You shall begin it with serenity and with too high a spirit to be encumbered with your old nonsense.”

			—Ralph Waldo Emerson

			Nice one, Ralph.

			Are you the sort of leader now that you wish you had back then?

			Time for Another Story

			There was once a brand new, bright-eyed, freshly minted CEO32 who was given his first leadership position with a large British publicly traded company—a big role, and a big step up for this particular individual. He arrived at work for his first day to discover a handwritten note33 on his desk from this boss, the chairman of the group. The note asked the new CEO to pop along to see the chairman of the group “once he had settled in.”

			As soon as he was able, the new CEO arranged to meet with his boss. After the usual pleasantries, the chairman asked the new CEO whether or not he had ever worked for a terrible manager. “Of course,” he said, “I mean, who hasn’t, right?”34

			With a nod, the chairman reached across his desk to take a blank sheet of paper from his printer. He removed a rather expensive looking fountain pen from his jacket pocket, and he placed it on top of the piece of paper and proceeded to slide both across the highly polished desk towards the CEO.

			“Do me a favor,” said the chairman. “Write me a list of all of the attributes and characteristics of a truly terrible leader.”

			“Okaaaay,” said the CEO, slightly quizzically. And with that he picked up the pen and started to write.

			We can all imagine that his list looked something like:

			A micromanager, inconsistent behaviors, command and control style, someone who leads by fear, egotistical, poor communication skills, inability to create developmental company culture, no strategic thinking skill, inflexible.35

			Having written eight or nine attributes of managerial woe and dreadfulness, the CEO replaced the cap of the pen, placed the pen back on top of the piece of paper containing the list, and slid everything back across the desk again toward the chairman.

			The chairman read the list and nodded. With a smile, he slid everything back across the desk towards his new recruit accompanied by the words, “Precisely. Now, write down some more for me. Imagine someone truly, truly terrible. Get creative.”

			Thinking this exercise rather odd, the CEO, intrigued, took up the pen and wrote a few more. Perhaps:

			Unpredictable, closed-minded, slow to adapt, fearful of change, not customer-oriented, poor at dealing with conflict, promotes cronyism.

			Everything was then slid across the desk once more.

			After reading the expanded list, the chairman, slid everything back across the desk again with the request to try to add just a few more items.

			A few more items were added. Probably:

			Selfish, fails to give credit, poor delegator, no self-regulation, low self-awareness, bully.

			Everything was slid across the desk once again.36

			“Perfect,” said the chairman having read the final list. Putting away his pen, the chairman slid the piece of paper across his desk one final time.37

			“You’re right,” he continued. “That’s exactly what a terrible manager and a dreadful leader looks like. Do me a favor, will you?”

			“Of course.”

			“While you are the boss around here, promise me that you’ll never, ever, ever, do any of the terrible things on that list!”

			“Err? OK?”

			“That’s the spirit. Fold up that piece of paper, put it in your pocket, and carry it with you at all times: I will likely want to ask you about it at some time or other. Treat that piece of paper as your new job description. Semper vigilans.”

			“Errr?”

			“Be ever vigilant.”

			“Oh, yes. Semper that thing. Vigilant. Right.”

			“And welcome aboard.”

			…and with that, a hearty handshake was exchanged, and the rather obscure and profoundly unusual meeting was over.

			Unsurprisingly, the new CEO worked very hard over the next few years to live up (or not live down to) to the ideals hidden in that uniquely powerful list. He carried it with him every single day. The piece of paper became rather ragged after a while: it was typed up, printed, and photocopied often. The list was revised occasionally to become a new list—The Manifesto of Extraordinary Leadership Dreadfullness.

			Over the years many people read the list, and it was passed around the company quite freely. It was pinned to noticeboards. It was pinned up in the canteen. Managers who reported to the CEO were given the list along with a request to point out to the CEO if ever he was displaying any of the characteristics on the list. Every manager or leader who joined the company was invited to write their own list of leadership dreadfulness and carry it with them at all times too.

			Eventually, the key elements of all of the Manifestos went to form parts of the Company Operational Handbook. It was, unsurprisingly, a very well-managed company, profitable, solutions-oriented, developmental, and most people stayed working there happily till they retired.

			How do I know the details of this story so well? I was the freshly minted CEO in the story.

			More on this story in Chapter 7.

			Manifesto of Leadership Dreadfulness: Your turn…

			Find a deliciously clean page or two in your wonderful new journal to create your own list of Leadership Dreadfulness: base it on the characteristics of all of the terrible bosses you ever worked for38 and finish it off by resolving never to stoop so low.

			Refer back to this important list often (every few days, why not?)—you’ll be amazed how quickly you improve as a leader and as a person. Your company, your family, your friends—heck, even yourself—will thank you before too long.

			This important exercise starts to reveal your leadership Core Values. Core Values are the fundamental principles, ideals, commandments, ethos, and beliefs that are really important to you and that define who you are as a person.

			The exercise above is similar to taking a Leadership Core Values assessment—but in reverse. For some, this exercise is significantly more visceral and powerful than for others—but all at least agree that it is a very enlightening and worthwhile leadership drill. The list should be reviewed regularly (quarterly) with a quick self-check measuring how well or badly you are doing!

			If you want to save some time and better understand and reveal your own personal leadership core values, discover the self-assessment tool which can be found at www.mydailyleadership.com.

			Are you a good driver, really?

			Of course, you are, right?

			Most of us believe that we’re pretty good drivers, don’t we? In fact, according to a recent report, around 80 percent of Americans believe not only that they are good drivers, they believe that they are actually an “above-average” driver.39

			Most of us like to think that, when driving, we make really sensible decisions about weather conditions, speed and direction, and are great at anticipating the sometimes-unexpected decisions of all of the other drivers, cyclists, and pedestrians around us.

			We tend to believe that our point of view, our ability to react, and the condition and performance of our vehicle is likely superior to most other road users.40

			How it might be that around 1.35 million people die in road crashes each year, on average 3,700 people lose their lives on the roads every day, and an additional twenty to fifty million suffer non-fatal injuries, often resulting in long-term disabilities—well, how any of that happens is a mystery. That’s obviously all the other drivers around me, right? They’re menaces, they are, but not me; I’m well above average, I am, so there!

			Just like our opinion of our elevated driving prowess, lots of leaders think of themselves as “above average” leaders too. In fact, more than half of them tend to think themselves exemplary leaders and managers. Note: they don’t consider themselves good leaders, they consider themselves outstanding leaders, despite the recent poor performance of their business, division, or team. Well, that’s all of the other people around me, right? They’re terrible leaders and managers, they are, but not me.

			Daily journaling has a two-fold benefit: it helps us to identify problematic issues that we might not be fully aware of as well as giving us the tools to address them. Daily self-reflection gives us a much keener sense of self-awareness, and self-awareness lies at the heart of self-development—so let’s continue to make a start. Remember, wisdom comes from evaluated experience—without the evaluation, there is no wisdom.

			Any good doctor will tell you that she can’t begin to proactively fix a problem until the issue has at least been well identified and defined, so you’ll likely have a range of tests and x-rays:

			Like all good doctors who can’t attempt to fix a problem until it is well diagnosed and understood, it’s probably high time for a steaming-hot, hearty mug of leadership self-awareness.

			Give yourself another rating for your current leadership skill and competency 1 to 10 over, say, the last six weeks.

			1 = Truly, truly terrible. Embarrassing, really. It’s the naughty-step for me, and no mistake. How I even got here is a mystery—it probably helps that the chairman is my uncle.

			10 = As close to perfection as is humanly possible. They’ll be building me a statue soon, I’m pretty sure.

			Hint: It’s absolutely not a “10,” I’m afraid.41

			If it isn’t a 10 (and it definitely isn’t), it means there are some gaps. QED.

			Closing the Gaps

			But where are the gaps? How serious are the gaps? How long have the gaps been there? What caused the gaps, and how can I close them? Will the gaps seriously limit me, my people, and my business? Sounds like it’s maybe time for a Leadership Health Check.

			So, how do we take a Leadership Health Check? Where do we go in order to get our leadership blood test, MRI, and x-ray? …and that weird back-tappy-thing that doctors sometimes do?

			And then, what would our daily prescribed (Leadership Journaling) medicine look like? All good questions: and the answer is easy. In fact, it’s as simple as 1, 2, 3.

			 

			1.Take a Leadership Assessment.

			There are lots to choose from.

			Some assessments measure personality types, while others measure communications styles, and others are designed to measure strengths, aptitudes, attitudes, and so on.

			You could do a lot worse than to go to:

			www.mydailyleadership.com/leadershipassessment

			The My Daily Leadership assessment is specifically designed to explore the most critical twenty leadership building blocks. See Chapter 2 for details.

			Whichever assessment you plump for it is incumbent upon you to pay very close attention to the results and resolve to make some fundamental changes—otherwise, well, why even bother taking the test(s) in the first place, right?

			And please don’t be like any of those dreadful leaders with crushingly-low self-awareness scores who wholeheartedly agree with all of the positive comments that the assessment reveals, and then, when reading the not-so-positive comments say things like, “Bah! Nonsense. I mean, how accurate are these things anyway?”

			If you choose the right assessment, it’s accurate. Please pay close attention to the results and its recommendations.

			To intentionally adulterate and misappropriate the genius of Tom Landry of Dallas Cowboys fame:

			“A leadership assessment is something that tells you what you don’t want to hear, which has you see what you don’t want to see, so you can be who you always knew you could be.”

			 

			2.Start your leadership journal.

			Journal every day—yes, every day.42

			Journaling is a bit like daily flossing for the leadership mind.

			Sure, flossing seems to make some theoretical sense, but, let’s be honest, no one wants to really floss every day do they? It’s a bit of a drag, and it can sometimes seems like a waste of time—so, I mean, why even bother?

			Yes, yes, every single dentist on the planet implores us to floss every single time we see them—but, hey, what do they know, they’re only extremely highly-trained and well-paid teeth experts, after all.

			We surely know better, right? I mean I didn’t floss yesterday, and all my teeth didn’t fall out did they?!43

			Use your Leadership Journal to specifically develop your strengths, and, significantly more importantly, to intentionally ameliorate your weaknesses. Your job is to use your journal to work on the particular issues that the assessment identifies. It’s how great leaders grow.

			 

			3.Take another Leadership Assessment six months later.

			The same assessment as the first assessment.

			Track the differences.

			Act accordingly.

			Rinse and repeat…

			…well, forever, I’m afraid.

			What is Leadership anyway?

			It’s time for a definition.

			We all love “rules,” and “secret hacks,” and “Top 10” lists, right?

			 

			“Top 10 reasons for this…”

			“Top 3 secrets of that…”

			“What they don’t want you to know about this…”

			“19 things I wish I knew when I was 19…”

			 

			….you get the idea.

			Go to any bookstore44 and pop along to the business section. There you will discover miles upon miles45 of books on leadership theory and development—all good stuff, of course, but none of it really makes the topic any clearer. In fact, the more leadership books you read, the more confused and conflicted you are likely to become.46

			The good news is that today’s your day since we are going to demystify “leadership” for you in one fell swoop. When you boil it all down to its absolute constituent parts, its absolute basics (the fundamental particles, as the physicists would say), there are only two foundational rules of leadership—yes, just two—in all those miles and miles of books!

			And, since we love our rules and lists so much, here they are. Find a charmingly simple and elegant page in your Leadership Journal to write them both down:

			[image: ]

			Wait, what?

			At first glance, it might seem that these two foundational leadership rules must conflict with one another. However, they coexist perfectly harmoniously. Let’s break them down for now, but we will cover them both in much more detail as we canter through the rest of the book, of course.

			Rule #1: It’s not about you!

			Most leaders can engage with this rule fairly easily, right? It’s self-evidently and patently a good leadership rule. It’s an obvious starting point, if you think about it. Straightforward, simple, and self-contained. A gem of a rule, I’m sure you agree.

			The rule argues that the leader’s job is to focus more on the needs of the people they lead, rather than their own personal needs. OK, got it. They succeed when their teams succeed as mentioned earlier. The leader should spend his or her time helping others. It’s a basic principle of servant leadership, and we all agree with that philosophy, after all. So, it’s 100 percent not about you, it’s 100 percent about them. Got it?

			OK, swiftly on to Rule 2.

			Rule #2: It’s 100 percent all about you!

			See, now it seems to get a trifle tricky, because of Rule 1, right?

			Well, think of it like this…if you want your people to allow you to be their leader, you had better get your leadership shit together and give them something really worthy of followship.

			Ouch! Physician, heal thyself.47

			Or, to paraphrase the very wise and erudite Nelson Mandela, you can’t help change others, till you first change yourself.

			Nice one, Nelson.

			So, you need to work on getting yourself 100 percent prepared to be a great leader.

			More on these two rules later.

			Perhaps now might be the perfect time to start to define Leadership Success.

			How do YOU define Leadership Success?

			Give this a few moments of thought—go on, I’ll wait.

			Most leaders and managers are likely to say, “Leadership Success is reaching your and your teams’ goals.”

			The rest tend to argue that success is one of these three things: “Success is being happy,” or “Success is a good work-life balance,” or “Success is dying with the most toys.”48

			But, what about the person who sets himself very low goals: The person who, through adversity perhaps, has a poor self-image and who doesn’t believe he can achieve very much, therefore sets his goals intentionally low for fear of further disappointment? What about the person who has had very limited opportunity to even get on the success ladder? What about the person who has had a boss deliberately hold them back? What about the leader who has inherited a great team and does nothing more to help them?

			We need another definition of success, it seems.

			Try this one out for size, see how it fits:

			Success is reaching one’s full potential.49

			You are a leader, therefore, success is measured by reaching your own full potential while helping others achieve the same. Back to Rule 1 and Rule 2 again. It’s almost as if all of these things are connected, isn’t it? [image: ]

			Reaching one’s full potential takes some intentional effort, of course. Reaching one’s full leadership potential takes some work and some dedication too—but, with a little guidance, it is eminently feasible and hugely rewarding.

			Eleanor Roosevelt said that a good leader can inspire confidence in the leader, a great leader can inspire confidence in others.

			Doesn’t getting closer to reaching one’s full potential fill oneself with confidence and positivity about dealing better with the inevitable vagaries of the future?

			Success is not an event, it’s a habit.

			Your daily agenda over time determines your level of success. As any engineer will tell you, the quality of the output of any system is determined by the quality of the inputs as well as the quality and integrity of the processes.

			The good news is that if you make good decisions and take appropriate actions, you can expect good things to happen.

			The not so good news is that your life will never change until you change something that you do daily. Or, to put it another way, if you always do what you’ve always done, you’ll always get what you’ve always got.

			So, if you want something different, something better as a result, you have to do something different, something better early on.

			When you look at successful people, those closing the gap to their full potential, you will notice how they do something every day in order to be successful—success doesn’t suddenly occur by magic out of the clear blue sky for some and not for others: for that matter, neither does failure.

			Both success and failure are the inevitable result of the quality of the inputs and the quality of the process.

			What you become, what you will be six months from now, or a year from now, or a decade from now, is determined by what you do today and every day in between. In other words, you are preparing for something every day—you’re either preparing for success, or you are preparing for failure. It’s a decision, it’s an every-single-day decision, and the decision is yours to make every single day.

			Find somewhere rather delightfully insightful in your journal and write a few critical words that will have an enormous impact (positive or negative) on the quality of your future and those you lead:

			[image: ]

			How you answered that question will be a good predictor of your future success.

			…And, if you didn’t say that you’re preparing yourself for success when you journal every day—or, if you didn’t say that you’re preparing yourself for failure when you fail to journal every day, please go back and fix that now—it seems that you may have completely missed the point that I was trying to make.50

			Thanks. [image: ]

			According to Aristotle,51 we are what we repeatedly do. Excellence is, therefore, not an event, it is a habit—so long as the habits are “excellent,” of course. Success is, therefore, not an event, it is a habit—so long as the habits are “successful.”

			We are all defined by our habitual behaviors and rituals—all of us. Yes, even you.

			Good rituals and habits help us reach our full potential, bad rituals and habits take us in the opposite direction.

			Good thoughts help us reach our full potential, bad thoughts do not.

			Good beliefs help us reach our full potential, bad beliefs do not.

			Good behaviors help us reach our full potential, bad behaviors do not.

			Good skills help us reach our full potential, bad skills do not.

			Good self-awareness helps us reach our full potential, poor self-awareness does not.

			Habits, like interest rates, compound at an alarming rate. Good things beget more good things, bad things ultimately beget more bad things and, ultimately, your mugshot on America’s Most Wanted: it’s just how the world works.

			Think of any exceptional, world-class sports personality who is still participating competitively. This person is among the very elite in their field, right? They are talented and determined individuals. They have worked hard, made enormous sacrifices, and practiced and practiced and practiced some more—often beyond the point where most others have given up: the blisters, the weather, the timing, the effort, and so on, it seems, contrived to get the better of them. The really successful ones endured the things that most others in their sport were not prepared to. They trained and studied and persisted to the point where they became recognized as among the crème de la crème in their chosen field.

			Once they reached the pinnacle of excellence, then what did they do? Relax? Take it easy? Goof off for six months? No, they kept on practicing and training and working at self-improvement, sometimes concentrating on the most minute detail and nuance till the laws of diminishing returns had diminished never to return. They certainly didn’t think, “Well, here I am, now at the peak of my skill and prowess with a five-year contract and juicy sponsorship deals: it’s high time to take a break and to rest on my laurels. What’s more, I will fire my coach, my nutritionist, my agent, my physio, my publicist, and order in pizza with the cheesy crust for the rest of the month. Pass me the TV remote, my training days are over!”

			Why then is it that some leaders52 get to a point of relative career success and think, “Well that’s it, I am now fully-baked in my leadership and career gloriousness; it’s time to step off the learning and developing gas and ‘coast’ as far as self-development is concerned. What got me here will definitely get me there. What’s on TV? Cheesy-crust pizza anyone?”

			A short list of things all leaders habitually do every single day:

			 

			Brush their teeth.

			Floss their teeth.53

			Breathe.

			Think.

			Eat.

			Drink.

			Sleep.

			Communicate (even if only with themselves).

			Make decisions.

			 

			A shorter list of things that really great leaders also do every day:54

			Get intentionally better at leading by journaling every day!

			…Oh, and one more thing!

			   …Well, two things!

			      …Well six things, really—see chapter 3.

			The two things:

			We have already covered the importance of reflection—it leads to self-awareness, remember? We will cover this again in more detail as we continue through the book, of course, but now’s a good time to think about reflective and reflexive practice, and the key similarities and differences.

			Reflective Practice

			Journaling is a reflective practice. It is the engagement in a process of continuous learning and development. In its simplest form, it requires us to think about what we have done recently, or to explore what we typically do under similar circumstances, and what would/could we have done better, and how we might do better next time. This kind of self-reflection requires intentionality and conscious effort.

			We see so many leaders who imagine that they can simply rely on “experience” or “time served” in order to improve—but neither of these things work; all they serve to do is make you more like the you that you already are—there’s no tension, no growth, no change.

			We are talking about more than simply learning from experience—only to the extent, though, that you take the time to dissect the experience and your involvement in it. This is how “insight and wisdom” are developed, and both are critical leadership attributes. Remember, wisdom comes from evaluated experience. The evaluated experience we refer to here is found in reflective and reflexive intentionality.

			More of this in Chapter 4.

			To illustrate what we’re talking about in terms of reflective practice, an example in your journal might look like:

			Today, when Bill told me that his team was going to miss the quarterly numbers, instead of putting more pressure on him by telling him how extremely disappointed I was, and that he had better figure out a recovery plan by first thing tomorrow morning, I should have taken more time to figure out…

			…what resources, training, and support I should have brought to bear in order to better help him achieve his goals.

			…what I can do now in order to help him and his team recover the gap by the end of the next quarter.

			I reacted to this issue as if it was Bill’s fault when, in reality, it was really my fault.

			I’m the leader and it’s therefore always my fault.

			I will call him now and tell him not to worry, and that he and I can meet tomorrow to better discuss and understand the issues.

			Bill and I can jointly create a credible and well-costed recovery plan with clear KPIs along with early milestones for success, as well as potential course correction items if necessary. In this way I will take some responsibility for the ultimate result which is, after all, my deliverable too.

			Nice. No, not nice, gorgeous! Self-awareness. Growth. Teamwork. Intentionality. Wisdom. Accountability. Collaboration. Responsibility.

			Gorgeous with tonic, ice, and a twist of lemon. [image: ]

			Reflexive Practice

			Reflexivity is a different skill—an even more difficult skill to master. But, like all developing skills, it takes some intentionality, repeated drills, and determination in order to master them.
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