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​FOREWORD

This is what frustrates me.

When I see good people, smart people, shy away from speaking their mind.

When I see a leader not stepping into the life they truly want out of obligation.

When professionals shoot off an email to vent their spleen.

When leaders cut others down to size.

When executives use email to ‘express concerns’ or lecture others.

When leaders tell me about how they feel ‘stuck’ in their life out of duty.

When people gossip and shoot down their peers out of petty jealousy (and when I catch myself doing that too).

Here’s the thing.

Your life is made up of moments.

The quality of your life depends on the quality of these moments. And the quality of these moments is completely dependent on how you show up, how you connect, and how you act in each precious moment.

If you are like many leaders I work with, at first it’s likely you don’t take that kind of care in the moment. It’s likely you don’t show up with that kind of focus. Yet.

If so, you are burning relationships. You are frittering away your life in petty worries. You’re getting passed over because you don’t step up and stand out. Because you don’t speak your mind. Because you ​play small instead of living large. Because you are afraid to rock the boat.

Because you are afraid of being seen. Really seen.

And who misses out?

You do. Your family does. Your colleagues do. Your business does.

Every time you shrink instead of expand, you rob the people you care about. Your silence steals ideas and opportunity from your work and hides them away. The world needs each voice and each brilliant light to shine. Every time you hide, you hold the evolution of human consciousness back.

Moments is your handbook to help you speak more clearly, to be seen more strongly, and to be courageous when fear rattles the cage of your heart. I want you to be fierce in your heart, gentle in your presence, and sound in your conviction.

I invite you to lead your life, not just live it.

We can do that – one moment at a time.

Zoë Routh, Canberra 2016

 
​INTRODUCTION

The model of Moments

Leadership, real leadership that changes the course of history, happens in a moment. It’s the choices we make in these moments that tip the scales. Questions such as: “Do I say what I really think or don’t I?”; “Do I speak up or don’t I?”; “Do I connect with this stranger or walk on by?”; and “Do I say yes to this opportunity or let it go?” can change everything.

I wrote Moments because I watched so many of my clients shrink from who they want to be. I believe this is because they are afraid: afraid to act, afraid to speak up, afraid to be seen. I’ve watched them struggle as they led lives unfulfilled until they held their toes to the fire. In these moments they find they cannot stand the pain of being less than who they really are, and choose to take a leap of courage.

I also wanted answers for myself! I too found myself shutting down, sometimes biting my tongue, not bothering to speak my opinion, afraid to be seen, afraid of being rejected or criticised. And I felt the slow crippling of a life less than fully lived.

I want more for myself and more for my clients. All of us deserve to live fully in the sunlight, unashamed to be who we are, and fulfilled in the choices we make.

​The Seen – Heard – Valued Model

This model describes how we find our voice and take action.
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Figure 1: The Seen – Heard – Valued Model

At the bottom end of the spectrum (the smallest circles), we are not centered and we feel vulnerable. Feeling invisible, silent, and ignored, we build no bridges and we are shut down. The professional risk to us is significant. We have no impact or influence, and the frustration turns back on ourselves and eats away at us.

When we find the courage to voice an opinion (as the circles get larger), the risk of being overlooked is cut in half. However, if we do not manage our connection and our messaging properly, we can polarise people. When we do show up, are fully present, and express our opinion, we start to get noticed.

When we manage our emotions, our message, and our intention (the largest circles), we can step in to any difficult moment with confidence. We invite conversation and create connection. These difficult moments become magic moments. We are seen, heard, and valued.

The Influence Model, or how to handle the moments that matter

Being able to exercise this kind of connected leadership in difficult moments takes practice. Like a martial artist, hours in training prepare us for a moment of challenge. We need to hone our Presence, Perspective, and Power.
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Presence is deep self-mastery of our physical, emotional, mental and spiritual self. It requires quiet contemplation and conscious choices of self-nurture.

Perspective is the length and breadth of our thinking. It’s the capacity to consider generations of past influences and the impact of our choices on generations to come. Perspective is about who we hold as stakeholders and the complex systems that weave us together. It’s about being world-centric, no matter where we find our feet planted.

Power is about the effort to act. Every time we make a choice based on our values, for the greater good, we strengthen our courage muscle. Leadership becomes less about us, our career aspirations, our paltry personal concerns, and more about how we can help.

Deep presence and an expanded perspective give us powerful perception, and conviction to find the best way forward in moments of truth. A broad perspective and a strong sense of power charge our resolve and give us courage in defining moments. The edgy power of true grit combined with an anchored presence allow us to show up with positive impact, creating strong connections in the heat of the moment.

​In the Influence Model, our influence evolves from developing these three leadership superpowers:

• Perception: The ability to see deeply in to an issue with far-reaching consequences

• Resolve: The courage and tenacity to take action and do something

• Impact: Influence and resonance with those we would inspire and encourage.

This is what gives us conviction in our message, the courage to speak, and connection so it lands. Every act of courage lifts us all. Ten thousand acts of courage will actually shift the consciousness of those around us to a happier state of being. And happy humans make a happier world.

When I ask people in my workshops about the moments that matter, they all come back with the following:

• Standing up your boss

• Asking for a promotion

• Speaking up about a matter you believe in

• Asking your partner to marry you

• Saying yes to the proposal

• Telling your partner you want a divorce

• Being there for your kids when they get sick or injured

• Being there for your kids when they have a concert, presentation, or a parent-teacher meeting

• Smelling the roses

• Playing with the chickens (that one’s mine!)

These are the moments that matter. Through Perception, Resolve, and Impact, these moments are expressed in three ways.

​Perception

In Moments we will look at where our perception is most needed, when we need to make a choice about our personal challenges, and what these mean for us at our core.

These are called Moments of Truth:

• Bridging moments

• Crucible moments

• Rock bottom moments.

Moments of Truth (personal)

Personal moments are when we are confronted with who we are, our failings, our challenges, and our shadow. We need to decide if we will live up to the best version of ourselves, or not. These are Moments of Truth.

They often appear as Crucible Moments and Rock Bottom Moments as well. It’s when things get really terrible and somehow we have to scrape our way through to feel better, learn from it, and make amends. Joseph Campbell in his book The Hero With a Thousand Faces1 (1949) describes these experiences as essential to the Hero’s Journey. The Hero ventures forth into the unknown and comes face to face with their self, often depicted as a monster. In stories such as Jonah and the Whale, Jonah is swallowed by the whale and must fight and find his way out. This has become the euphemism for when we are at the darkest stage of our own self-doubts and despair. This is the real guts of the Hero’s Journey, where we are in the belly of the whale and must fight our way out, lest we get digested by the pain from the inside out.

The voice we need at this Moment of Truth is our own inner voice. How we talk to each other and guide ourselves through it is the critical make up of our resolve and perspective in these pivotal moments.

​Resolve

We will explore the moments that require expanded perspective and deep courage. This is when we need fine-tuned resolve.

These are called Defining Moments:

• Challenges to our leadership

• Challenges to our values

• Between a rock and a hard place

• Speaking up.

Defining Moments (ethical)

Ethical moments are where our values are challenged and all choices feel bad. These are otherwise known as a ‘rock and a hard place’. Neither choice feels like a win, and part of us feels we will lose something. Usually we end up metaphorically sawing a hand off like Aaron Ralston, the survivor of a canyoneering accident.2 Some part of our ruined ‘hand’ (or sense of self) is left behind in these moments, and we need to find a way to heal and move on, blemished and scarred. The good news is that if we do deep preparation and deep self-understanding work, we are better able to make these defining decisions without losing too much of our integrity, reputation, or tribe.

Impact

Finally we will examine moments where need our impact most, where we need to have the best connection. These are called the Heat of the Moment.

Heat of the Moment (interpersonal)

Interpersonal moments are when we get caught up with other people. This is the messiness of relationships: personal, professional, and the awkward ones with strangers. These moments press all our buttons. When we engage with others we feel ferociously, we interpret (and misinterpret) messages and actions, and we work to have ourselves seen, heard, and valued. These are often the toughest ​moments because there are things we can control: (ourselves) and things we cannot (others). These kinds of moments are when we need to manage ourselves the most, and where we can often blow up or shut down. These are high stakes situations and where we need great personal power and a broad perspective to handle the torrent of emotions.
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This is a book that encourages greater humanity. It defines leadership as a practice, the practice of connection between human beings. And connection only happens in moments, not meetings. Either we connect in moments or we don’t, and the moment is lost forever.

Moments encompasses the polarity of these points in time; the deep dive within that allows wide expansion and connections to be made. It focuses on what it takes to make the right choices in the moments that matter most. It’s part personal triumph (what to do in ‘do or die’ moments), part mindfulness, how to have grace under fire, and part leadership handbook.

This book is not about shining bright and advancing one’s own career agenda. It is about being the kind of leader who cuts through with connection and diverts disaster through their very presence and the choices they make on the spot.

The key premise is how to build oneself as a leadership lightning rod in the storm of chaos. Moments describes all the preparation and habits required to build leadership capacity across personal and global contexts, and to be able to handle the extremes of turbulence, in the moment. It’s the balance of leadership being (mindfulness), leadership thinking (strategy), and leadership doing (execution).

As you move through these pages, you will find the courage to walk your talk, say what you mean, and do the right thing.

So, strap on your boots. Let’s seize the moment.

 
​PART ONE

Context


​1. Leadership context

Leadership is a deeply personal expression. Formed by cultural pressures and immediate contextual forces, we also must consider the historical and global trends that drive an even bigger picture of leadership. When we become aware of all these forces, we begin to manage how we lead.

Voice, our ability to express what we really feel and think, is the lifeblood of leading a fulfilling life. If we are not fully self-expressed, we are like a plant growing in shadows, reaching for the light; a little bent and crippled.

When we find our voice we learn how to speak up, to speak out, and speak with others. We get seen, heard, and valued. No matter how terrifying or dangerous we may find them, we feel stronger as we give voice to our innermost thoughts. Hiding our thoughts is hiding a part of ourselves, and ultimately we know we are living a lie.

Being able to speak our truth is liberating. To own the fullness of who we are is like being able to dance naked in full sunlight with absolutely no fear. It’s not quite the feeling of reckless abandon, but of considered freedom.

The people around us are so thirsty for us to speak the truth. When we hear someone speak up for themselves and own their perspective in a gracious manner, we are in turn illuminated, and given permission or invited to be honest, to be genuine, to be authentic. We crave it. Over years of socialisation we have learned to hide away our inner thoughts because they offend, or they frighten, or they don’t fit the status quo. We’ve invented a whole range of reasons for staying quiet and shutting down.

So what gets in our way of speaking up?

I have a Google alert for ‘speaking up’. At least twice a day I read pieces from people who write of the obstacles, consequences, and the outcomes of speaking up. This is usually against an injustice. From afar, we give a nod to those who put themselves in the crossfire for a higher cause. We deem them noble and brave. And we like to think we would do the same.

​But would we?

Here are four ‘types’ of people who don’t speak up:

The Pleaser

The Pleaser’s excuses are masked by their good intentions. They want to make a positive contribution, and hesitate unless they are sure their voice will be welcome. Their real issue is lack of confidence.

The Wounded

The Wounded’s catch cry is: “They’re an asshole.” It is the ‘get out of jail free’ excuse for not confronting a nemesis. The Wounded dismisses the object of their derision as unworthy of any effort, because they are simply less of a person than we are, due to their aberrant behaviour. The Wounded’s reluctance to deal with ‘assholes’ robs them of the opportunity to develop capacity for compassion and empathy. With a narrow view, The Wounded disables their ability to be influential and make good decisions.

The Rationalist

The Rationalist is crippled by: “There’s too much at stake.” They feel there are genuine risks in speaking up and out. The Rationalist feels they may ruffle feathers or tilt the scales. There may be outright rebuffs, dressing down, alienation, ostracism, even sabotage. They feel they may lose their job, reputation, or relationships. The problem here is that the Rationalist may fail to act on their moral compass. They put self-preservation above doing the right thing.

The Apathetic

“The Apathetic’s cry “I’m too tired to care” is insidious. They are so worn out by the pace of their actual and digital lives they do not have the capacity to follow through important leadership commitments. The Apathetic’s willpower battery is drained dry from decision fatigue; from the millions of tiny decisions we need to make. What surprise then that the Apathetic’s lifestyle and work style leave little room for the bigger leadership choices? Speak up? Who can be bothered.

​By not speaking up, The Pleaser, The Wounded, The Rationalist and The Apathetic in all of us lose our integrity. These are high stakes games. Learning to speak up, out and with others takes particular skill, and is something we will unpack in Moments.

2. The risks when we get leadership wrong

Reputation

We are known by how we show up as much what we say and do. How we deliver the message and the energy of our presence either detracts from or supports the message. And our reputation alongside it.

Kevin Rudd, the former Australian Prime Minister, had no problem speaking his mind. Everyone knew what he thought and felt. His opinion was obvious because he tended to broadcast it, like a thunderstorm through a megaphone. He was explosive and derisive. He once yelled at a flight attendant because his special meal was not available. His staff kept their heads down and ran for cover. He was tyrannical in his demands and equally turgid in his reprimands. He ‘spoke his truth’, but the truth is he became known for having the temper of a tyrant. His reputation earned him no friends and little respect.

What was Kevin Rudd’s leadership legacy? He is remembered as someone who did not master himself and had little care and compassion for others. His reputation erased any of his political convictions and achievements, even if they were motivated from a noble purpose. Rudd’s legacy is one of a besmirched reputation. By blowing up, he shut others down.

​Relationships

If we always say what we think and feel in relationships, we might get branded with any number of names, from ‘traitor’, to ‘disloyal’ to ‘shit-stirrer’ or ‘self-serving’.

I’ve been called all of these names after attempting to ‘speak my truth’ about what I saw and felt. At a meeting of executives, I raised what I saw was an important strategic issue for the company: business viability. My intention was to raise this as an important leadership concern that we should all take responsibility for. I had hoped we would rally together to work on the issue and put forward a cohesive problem-solving plan.

When I first announced: “I think there is too little business to support this number of staff” I was met with stony silence. Then panic, anger, and sabotage ensued.

Speaking your truth does not just mean dumping bad news on the table. This tends to act as a ‘poo bomb’ – it lands and splatters over everyone, including the speaker. Relationships suffer. When done well, speaking your truth is a more considered affair, where we think deeply about our own perspective as well as others.

Impact

When not checking our intentions, we can really misfire. The things that dribble out of our mouths have unintended consequences, simply because we did not take a moment to focus our intention for a positive impact.

James 3 is an accomplished, forward-thinking CEO. His views are progressive, and push the bounds of innovation. Not everyone on the board moves as quickly as James. They are often in conflict with him over the pace and nature of changes he wishes to introduce. James finds this frustrating, and experiences the opposition on the board as holding him back and being unwilling to move with the times.

After a while, James managed to get one of his key initiatives off the ground, with some initial successful outcomes. At the next board meeting, these successes were grudgingly acknowledged by the various board members. After the meeting, James sidled up to his ​most vocal opponent and calmly mentioned that it was a good thing they had gone with James’s idea after all. A bit of “I told you so”.

While he was not overtly aggressive as per his usual style, defaulting to passive aggressiveness was not much of an improvement. James was not building rapport or trust with his board members, but playing alpha games – a business version of ‘might is right’.

The intention to slap someone down divides rather than unites people. Though we may win small victories by feeling vindicated, we actually lose the long-term game as we erode our capacity for influence through respect. Intentions need to be checked for genuineness.

3. What broader influences stop us from leading in moments that matter?

Lack of Presence

We invest our attention on the future at the expense of the present. Our ‘future focus’ looks to far horizons, but ensures we can’t see and feel where we’re standing right now.

We are leading with great forward-thinking strategy and detailed planning. We spend countless hours in meetings pondering our future options; projecting our future results. The surge is always to the anticipated rewards of the future.

But where we are failing to lead is right now. Right now, in this rare and precious moment.

Our future focus drives us to wallow in these self-perceived limitations: Are we good enough to live up to expectations? Are we capable of delivering on such huge plans? What if they find us lacking? What if they figure out we have no idea what we’re really doing? Doubt causes hesitation.

​Our future focus sets us adrift in loneliness. All our happiness is staked on some future state. We agonise about it in our own private chamber of pain. We can’t admit this to anyone, of course, because that would give the impression we weren’t up to it. We think that the future – our future – will get passed to someone else.

Our future focus is rife with fantasy and worry. We worry about the future; we worry about the past. We worry about what Bob thought of our presentation. We worry about how Jane will perceive our work project. We worry where the next client will come from, if the neighbours will like our dinner party, if the dog will get over her midnight barking.

Our future focus makes us hungry for happiness. We reach ever forward and find that happiness slippery like an eel. We strive and push and struggle to get our goals. When and if we get there, we pant exhausted, only to stumble towards the next target, groaning. The future is ever in the future.

Lack of Purpose

Our future focus is also a symptom of ‘achievement disease’. This is destructive if not kept in check.

The compulsion to achieve is stamped firmly in our cultural consciousness. From the moment we wriggle in to the world, we are measured against milestones. We wonder if the baby is crawling, talking, and eating within the top percentile. In school we are graded for our performance. We are benchmarked against national standards. Even our clothes have different categories to rate us and drive our sense of self-worth.

At work we slot into a hierarchy, and each year we need to meet performance targets in order to progress and receive rewards. No progress? No rewards. No performance? No recognition.

Our achievement disease is also bound up in our biochemistry.

We are hardwired to seek it out. As cave dwellers, we needed to hunt to survive, and that took effort. Our biochemistry helped promote our survival by flooding our system with endorphins after we chased down prey. The endorphins helped us to get up and hunt ​again, to expend the energy to get the reward; the food and the endorphins. The survival of our species was helped by feeling good about achieving. The rush of deadlines is the modern version of chasing down our prey.

Dopamine is another achievement by-product. Dopamine gets released every time we find what we’re looking for, finish something, or get what we set out to get. It’s part of a savvy search, risk, and reward system. Every time we find something or get something we want, we get a little surge of feel-good. This is why emails, texting, task lists, and video games can develop compulsive behaviour.4 We get hooked on that little hit of achievement. It’s a great sense of satisfaction and it is incredibly addictive. Dopamine is the real juice behind our achievement disease.

Our achievement disease is linked to social acceptance: reach these standards and be part of our club. This fires up our oxytocin – the feel-good chemical that is about belonging and the safety of group identity. Oxytocin is that feeling of love we get from our partner, or between mother and child, or in well-bonded teams. It’s the warm blanket of social safety and the protection of the tribe.

Achievement is linked to personal acceptance: if you get those grades, Mum and Dad will be proud. Win that tender and the board will give you an award. Serotonin is one of the other feel-good biochemicals at work here. Serotonin is also known as the ‘happiness chemical’. We get it from approval, pride, and recognition.

From a biochemical point of view, achievement is the full package: it delivers on addictive endorphins and dopamine, and it sweetens the pot with oxytocin and serotonin.

Why is it causing so much trouble?

The pressure to perform is so deeply seductive that it drives individuals and teams to cheat. The desire to achieve becomes ‘results at all costs’. Achievement becomes about the ends justifying the means. This drive to achieve, this achievement disease, was what derailed ethics at Enron, an energy company in Houston, Texas.

As CEO, Jeffrey Skilling formed a staff of executives who exploited loopholes, fudged financial reporting, and hid debt from failed deals. He lied to and deceived his board, all under the banner of ​achievement, producing results, and performing. It became the largest bankruptcy re-organisation in American history at that time.5 He was convicted of several US federal felonies and was sentenced to 24 years in prison and fined US $45 million.6
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MOMENTS is not just another leadership book but a timely and relevant tonic
for the soul. For people wanting to redefine how they lead and ‘show up’,
Zo#'s deeply resonant and relevant insights will challenge your ideals
and perspective on what it means to consciously bring your whole self to life
and work. Read it. Savour it. Be more.

~ Stephen Scott Johnson, author of Emergent - The Future of Culture.
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