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First Edition. Printed in the United States of America.

This book is designed to provide general information and perspective on the topics discussed. It is not a substitute for legal, financial, or other professional advice.

For those who are just starting to build.

The foundation you lay today is the ground you stand on tomorrow.
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Introduction: Before We Begin
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This book was not supposed to exist.

––––––––
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I was not planning to write it. I was not sitting at a desk with a blank document and a plan. I was sitting with the particular kind of quiet that follows a layoff — the silence where a calendar full of flights and meetings used to be — and I started writing because I needed to say something I could not find anywhere else.

––––––––
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Not the polished version. Not the LinkedIn post about "exciting new chapter." Not the career advice that pretends a layoff is just a new job opportunity waiting to be reframed.

––––––––
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The real version.

––––––––
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What it actually feels like when a company you gave five years to — sixty percent of your life on the road, your body aging in airport terminals and hotel rooms — decides in a ten-minute meeting that you are a cost worth cutting.

––––––––
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What the system that produced that meeting was actually designed to do.

––––––––
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And what to build on the other side of it so that no system, no quarterly projection, no stranger in an HR meeting can ever put you in that position again.

— — —
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This book is for you if you have been laid off, downsized, restructured, or eliminated. If the language your company used was careful and the outcome was blunt. If you showed up, delivered, traveled, sacrificed — and discovered that none of it was a guarantee.

––––––––

[image: ]


It is for you if you are in the first week or month of shock, still processing what happened. It is for you if you are months out and the initial adrenaline of job searching has given way to something quieter and harder. It is for you if you are employed right now but feeling the instability beneath the surface — the hum of uncertainty that tells you the ground is not as solid as the paycheck suggests.

––––––––
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It is especially for you if you are over forty. If the math of rebuilding feels different at this stage of life than the books written for twenty-five-year-olds suggest it should. If you are looking at the runway ahead and doing the calculation and wondering whether what you have built is enough and whether what you can still build is realistic.

––––––––
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I am in my fifties. I wrote this from inside the experience, not looking back at it from a comfortable distance. The financial stress in these pages is real. The anger is real. The clarity that came from having to look at the system honestly — perhaps for the first time — is real.

— — —

[image: ]


Here is how the book works.

––––––––
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Part One starts where you are right now — in the hit. What it feels like, what it does to your identity and your ego, and why the shame that almost everyone feels is both understandable and misdirected.

––––––––
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Part Two steps back and looks at the system that produced what happened to you. The forty-hour week. The retirement promise. The healthcare tether. Not to generate bitterness — but because you cannot build a strategy to protect yourself from something you have not fully seen. You need to acknowledge first, before you learn from it.

––––––––
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Part Three stabilizes you. The financial triage. The legal reality. The identity work of figuring out who you are when the role is stripped away.

––––––––
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Part Four repositions you. The shift from employee thinking to strategic thinking. The honest conversation about age and risk. The map of thirteen specific paths forward.

––––––––
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Part Five builds the foundation that makes sure this never corners you again.

––––––––
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Each chapter ends with Honest Reflections — questions designed not to be answered quickly, but to be sat with. Some of them will be uncomfortable. That is intentional. The discomfort is the work.

— — —
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One more thing before you turn the page.

––––––––
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You did not fail.

––––––––
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The model did.

––––––––
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The company that removed you was operating exactly as it was designed to operate. It saw a cost. It made a calculation. It executed efficiently and without malice.

––––––––
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That does not make it right. It makes it a system — one that was never fully built for you, and one that you now have the opportunity to stop building for.

––––––––
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What you build instead is what this book is about.

––––––––
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Let's begin.
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PART I The Hit
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Chapter 1: Spat-Out and Shocked
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The meeting was scheduled without warning.

––––––––
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No subject line that prepared you.

––––––––
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No context in the calendar invite.

––––––––
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Just a room, a time, and the quiet feeling that something was wrong.

––––––––
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I had been with the company for five years.

––––––––
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Process auditor. Process improvement director. A role that required me to be everywhere — sixty percent of my time on planes, in airports, in conference rooms across the country and around the world. I had given that company my schedule, my weekends, my presence in cities far from home. I had flown through delays, rescheduled dinners, and missed things I can't get back.

––––––––
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I was good at what I did.

––––––––
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I knew it. They knew it.

––––––––
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And then came the meeting.

— — —
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I had a feeling something was shifting. You develop instincts after enough years in corporate environments. You read the room before you walk into it. You notice who isn't copied on emails. You sense the change in temperature before anyone names it.

––––––––
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So when they told me my position was being eliminated — that the company was looking for ways to "make up a shortfall" due to improperly built projections and forecasts — I wasn't completely blindsided.

––––––––
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But here's what I didn't expect.

––––––––
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It still hit.

––––––––
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Hard.

––––––––
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Not because I didn't see it coming. But because knowing something is possible and living through it are two entirely different things. There is no intellectual preparation that fully cushions the moment someone tells you that your role — the thing you organized your life around — is gone.

––––––––
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I walked out of that room and called my wife.

— — —
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She answered on the second ring.

––––––––

[image: ]


I told her what happened. Not in a composed, structured way. Just the facts, delivered with the kind of controlled calm that you perform when you're actually anything but calm underneath.

––––––––
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"We have savings. I know you're going to be shocked and angry. But we're going to be okay."

––––––––

[image: ]


She was right.

––––––––
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And I knew she was right.

––––––––
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But knowing you're going to be okay and feeling okay are not the same thing.

— — —
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The hardest part wasn't the meeting.

––––––––
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It wasn't the walk to the car, or the phone call, or telling people who needed to know.

––––––––
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The hardest part was the days that followed.

––––––––
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The texts from colleagues who heard.

––––––––
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The calls from managers and directors who found out and reached out with the professional version of condolences.

––––––––
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The constant performance of being fine.

––––––––
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I was not fine.

––––––––
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I was pissed.

––––––––
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Not panicked — but angry in the way that you get angry when you've given something everything and the thing doesn't care. When you've rearranged your life around a company's needs and the company reduces you to a line item in a cost-cutting conversation.

––––––––

[image: ]


"Making up a shortfall due to improperly built projections."

––––––––
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Let that sentence sit for a second.

––––––––
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The company built flawed projections. The company made forecasting errors. And the solution to those errors was eliminating people who had nothing to do with building them.

––––––––
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I didn't mismanage their finances.

––––––––
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I didn't build the bad projections.

––––––––
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I showed up. Traveled. Delivered.

––––––––

[image: ]


And yet.

— — —
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Here is what I want you to understand, before we go any further.

––––––––
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This was not my first time being spat out.

––––––––
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About ten years earlier, I had lost a job at a company where I didn't get along with the owner. That exit was different. Messier. More personal in some ways. And at that point in my life, I had no savings to speak of. No position. No cushion between me and the edge.

––––––––
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I panicked then.

––––––––
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Completely.

––––––––
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The fear was immediate, physical, consuming. I wasn't thinking about what was next. I was thinking about what was now — the bills, the obligations, the gap between income and everything that required income to function.

––––––––
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That kind of panic doesn't leave room for clarity.

––––––––
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It doesn't leave room for strategy.

––––––––
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It doesn't leave room for anything except survival.

––––––––
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This time was different.

––––––––
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Not because the hit wasn't real. Not because the anger wasn't real.

––––––––
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But because the position was different.

––––––––
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My wife had a strong career. We had built savings — not because we were wealthy, but because we had been intentional. We had created distance between ourselves and the edge of the cliff. Not a lot of distance. But enough.

––––––––
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Enough to breathe.

––––––––

[image: ]


And breathing — real breathing, not the shallow kind you do when fear is running your math — changes everything.

— — —
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I remember sitting with my wife and telling her what I felt.

––––––––
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Not just the anger. Not just the disbelief. But the thing underneath both of those — the thing that surprised me.

––––––––
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I didn't panic.

––––––––
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After everything — five years of travel, of investment, of performance — being removed from a role by someone else's flawed spreadsheet should have sent me into a spiral.

––––––––
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It didn't.

––––––––
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Because we had built position before we needed it.

––––––––

[image: ]


In my first book, The Leverage Code, I wrote about the difference between operating from need and operating from position. When you need the job, you accept things. You stay quiet. You overextend. Not because you lack strength — but because you lack insulation.

––––––––
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When you have position — savings, options, a partner with income, a cushion between you and collapse — you respond differently. You still feel the hit. But you don't collapse under it.

––––––––
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That night, talking to my wife, I made a decision.

––––––––
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I was going to write about this.

––––––––
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Not just the mechanics of what happened — the corporate math, the merger logic, the way companies erase people without erasing their own profitability. But the experience of it. The anger. The phone calls. The performance of being fine when you're not.

––––––––
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And most importantly — why some people get spat out and spiral, while others get spat out and eventually, quietly, build something better.

––––––––
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The difference is rarely talent.

––––––––
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It is almost always position.

— — —
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This book is called SPAT-OUT because that is exactly what it feels like.

––––––––
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You give years — sometimes decades — to a company. You travel. You sacrifice. You produce. You show up in ways that don't make it into any performance review.

––––––––
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And then one day, in a ten-minute meeting, the company chews through those years and spits you out.

––––––––
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Not with malice.

––––––––
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Not even with awareness.

––––––––
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Just math.

––––––––
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The term is blunt. It's meant to be.

––––––––
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Because the experience is blunt. And the people who've lived it deserve a book that doesn't soften it with corporate language or dress it up in optimism before it earns that optimism.

––––––––
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You were spat out.

––––––––
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That happened.

––––––––
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And it matters — not just financially, but psychologically, structurally, and at the level of identity. Because for most people, the job isn't just income. It's schedule, purpose, community, and a significant piece of how we answer the question: who am I?

––––––––
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When the job disappears, that question becomes urgent in a way it rarely was before.

— — —
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We are going to work through all of it in this book.

––––––––
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Not in a linear, everything-is-going-to-be-fine way. But in an honest, eyes-open way that respects what you've been through while refusing to let you stay there.

––––––––
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We'll start where most books won't — with what the corporate system was actually designed to do, and why your loyalty was never part of that design. Not because you need to be angry at the system forever, but because understanding the system clearly is the first step to stop being surprised by it.

––––––––
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Then we'll move through the stabilization phase — the financial triage, the legal reality, the identity work of figuring out who you are when the title is gone.

––––––––
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And then we'll rebuild.

––––––––
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Not back into the same cage. Not into the same system that just demonstrated it doesn't protect you. But into something more deliberate, more resilient, and built on a foundation that no single employer can pull out from under you.

––––––––
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By the end of this book, you will have a framework for building leverage — real leverage, the invisible kind that changes how you breathe in the hard moments — so that the next time disruption comes, and it will come, you are not standing at the edge of a cliff.

––––––––
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You are standing on ground you built yourself.

— — —
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But first — let's talk about what just happened to you.

––––––––
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Because before strategy, there must be honesty.

––––––––
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And the honest truth is this:

––––––––
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You didn't fail.

––––––––
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The model did.

––––––––
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And once you understand the difference between those two things, everything that comes next becomes possible.

— — —
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What Happened After the Meeting

My wife had a plan before I even fully processed what had happened.

––––––––
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We were going to get massages. Then go for a walk.

––––––––
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It sounds almost too simple. And in the moment, some part of me resisted it — the part that wanted to sit with the anger, to let it metabolize into something useful, to go straight to the desk and start figuring out the next move. That is who I am. Get shit done. Find the problem, fix the problem, move forward.

––––––––
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But she was right to insist.

––––––––
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The massage forced a physical release of something I had been holding tighter than I realized. The walk gave us space to talk — not about strategy, not about money, not about what comes next. Just to talk. About what happened. About how it felt. About the gap between having anticipated something and actually living through it.

––––––––
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Because those are not the same thing.

––––––––
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I had known something was shifting. I had prepared — financially, emotionally, conversationally. My wife and I had already discussed the possibility weeks before the meeting happened. We had looked at our runway. We had had the hard conversations about what we would do if the income stopped.

––––––––
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And still. When it actually happened — when the meeting was over and I was in the car and the badge was deactivated and five years of airports and deliverables and sixty-percent travel was suddenly just gone — it hit in a way that preparation does not fully prevent.

––––––––
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The massage helped. The walk helped. The ability to say out loud, to the person who mattered most, exactly what I was feeling without managing the presentation of it — that helped most of all.

––––––––
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If I had been alone in this, the story would have been different.

––––––––
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Without my wife, without the position we had built together, without the runway that gave us room to breathe rather than scramble — I know exactly what I would have done. Gone home. Watched television for a week. Then sat at the computer applying to every job I could find that paid enough to survive. Not thinking about building something. Not thinking about turning curiosity into income. Just trying to replace the paycheck as quickly as possible.

––––––––
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That version of the story ends in a different place.

––––––––

[image: ]


Position is not just financial. It is the difference between a crisis that forces you into the first available exit and a difficulty that gives you room to choose the right one.

— — —
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The Manager Who Left a Month Earlier

There was one colleague I called in those first days. A manager I had been close with — someone who had been in the trenches with me, who understood the industry in the specific way that comes from having operated inside it rather than observed it.

––––––––
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He had resigned about a month before I was let go.

––––––––

[image: ]


We talked. We discussed the state of the company, the direction things had been moving, the feeling that something structural was shifting in ways that the official communications were not acknowledging. He had seen it too. That was partly why he had left.

––––––––
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What we did not discuss — what I wish, in retrospect, we had spent more time on — was what I was going to do next. Not the job search. The build. The specific question of what someone with my background and skills could construct independently, outside the structures that had contained both of us for years.

––––––––
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I did not have that conversation because I had not fully framed the question yet. The loss of the job clarified it in ways that being employed had obscured. When you are inside the structure, the structure answers the question of what you are doing with your time. When the structure disappears, the question becomes urgent.

––––––––
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What I did have, even in those first days, was the beginning of an answer.

––––––––
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I had always wanted to write books. The Leverage Code had been inside me for years — the framework I had been teaching informally in every coaching conversation, every whiteboard session with a struggling manager, every slow-season conversation about what it meant to build position before you needed it. The layoff did not create the desire to write. It removed the excuse not to.

––––––––
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And it added new material. This book exists because of what happened in that ten-minute meeting.

––––––––
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Honest Reflections

When the news landed, what was your first instinct — call someone, go quiet, get angry, go numb? What does that reaction tell you about how you're built?

––––––––
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Did you see it coming? If yes, why didn't you act on that instinct earlier? If no, what story were you telling yourself that kept you from seeing it?

––––––––
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How much of your daily identity — your sense of purpose, structure, and self-worth — was tied to that role? What's left standing without it?

––––––––
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What did you give to that company that didn't show up in any performance review? Is that something you're willing to give to a system that wasn't built to protect you again?

––––––––
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If a close friend described exactly what happened to you — same circumstances, same tenure, same outcome — what would you tell them? Are you telling yourself the same thing?
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Chapter 2: The Spiral — Shame, Anger, and the Ego Collapse
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Nobody tells you about the performance.

––––––––
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Not the performance review that preceded the meeting.

––––––––
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Not the performance metrics they cited when they needed you.

––––––––
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The performance after.

––––––––
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The one where you answer the phone with a steady voice when your former colleague calls to say they heard. Where you describe what happened with just enough calm to signal that you're fine. Where you choose your words carefully — not because you're lying, exactly, but because the full truth feels too exposed.

––––––––
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That performance is exhausting.

––––––––
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And almost nobody talks about it.

— — —
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Here's what I knew about layoffs before mine.

––––––––
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I knew the official language. Restructuring. Reduction in force. Role elimination.

––––––––
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I also knew what people actually thought when they heard someone was gone.

––––––––
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Because I had thought it too.

––––––––
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Every time a colleague disappeared — no announcement, just suddenly absent from the calendar, the email threads, the group chat — there was a quiet calculation that happened in my head.

––––––––
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What did he do?

––––––––

[image: ]


Did he finally get caught at something?

––––––––
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Did he mess up a project? Get into it with his boss?

––––––––
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We tell ourselves we're just curious. That we're piecing together information. That it's not judgment.

––––––––
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It is judgment.

––––––––
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And I knew — the moment I walked out of that meeting — that the same calculation was happening about me.

––––––––
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That's the part they don't prepare you for.

––––––––
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Not the financial shock. Not the logistical scramble.

––––––––
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The quiet, private shame of knowing that people who respect you are now running the same mental math you once ran about others. Wondering what you did. What you missed. What finally caught up with you.

––––––––
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Even when you know — logically, clearly — that you did nothing wrong.

––––––––
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Even when you understand the corporate math better than most.

––––––––
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It still lands.

— — —
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I want to be honest about something.

––––––––
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I'm over fifty.

––––––––
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That changes the calculation in ways that are hard to explain to someone younger.

––––––––
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When you're in your twenties or thirties, a job loss hits your reputation like a threat. Your brand is still being built. Your credibility is still being established. The fear is: what will people think of me? Will this follow me?

––––––––
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By the time you've been in an industry for decades, that particular fear softens.

––––––––
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I wasn't going to "lose followers."

––––––––
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What I was going to lose was something quieter and, in some ways, harder to replace.

––––––––
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The colleagues who knew how brutal the industry actually was. The managers who had been in the trenches with me. The people who spoke the same language — not corporate language, but the real language. The shorthand that develops between people who've survived the same pressure, solved the same problems, been in the same impossible rooms.

––––––––
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That community doesn't transfer easily.

––––––––
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You can't LinkedIn your way back into it immediately. You can't recreate in six months what took years to build. The professional friendships, the mutual credibility, the sense of shared context — that's what a layoff quietly dismantles alongside the paycheck.

––––––––
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And that loss is more personal than most people admit.

— — —
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Two weeks before it happened to me, I was in a room where they discussed cutting management payroll by twelve percent.

––––––––
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I knew the math.

––––––––

[image: ]


I knew who was going to be "reduced" before they did.

––––––––
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I sat with that knowledge and I thought what almost everyone thinks in that moment:

––––––––
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At least it's not me.

––––––––
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Two weeks later, it was me.

––––––––
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There is something uniquely clarifying about that experience — about having watched the machine operate from the inside, believing yourself protected by your visibility and your performance, and then discovering that the machine does not actually see you the way you see yourself.
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