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			​Dedication

			To all the people I’ve crossed paths with over the years: thank you. Each of you has taught me something about myself, about how to lead well, and in some cases, about what leadership should not look like. Every encounter, every lesson, has shaped who I am today.

			To the mentors who have influenced my approach to leadership

			Frank Powell, thank you for believing in me and seeing a leader in me when I didn’t see it in myself.

			William F. “Bill” Roach, thank you for being a great example, for being a strong ear of advice, and for pushing me to grow outside of my comfort zone.

			Laura Tew, thank you for showing me how to lead others to their own reflections and how to coach those I was leading. Laura, thank you for leading with grace and kindness.

			Claire Murray, thank you for trusting those under you to do what was asked without micromanaging. Claire, thank you for leading us with transparency.

			Anne Shaw, a true friend and sounding board: thank you for your guidance and for sharing your experiences along the way with me. Thank you for the lunches, for sharing your expertise, for allowing me to pick your brain and learn from you, and for encouraging me to get this across the finish line.

			Josh Keels, thank you, brother, for being my pastor and one of my closest friends. Thank you for that conversation on the beach, where you challenged me to stop talking about Jump Off The Dock and to start writing. Your mentorship, friendship, and continued push have motivated me to get here. Josh, we might not have our pilot’s license yet, but hey, we’re reading the book!

			Mom and Steve, thank you for always seeing the best in me and loving me no matter what crazy things I adventured into.

			Debbie, thank you for always listening and always being the voice of reason.

			Travis, thank you for 43 years of brotherhood and memories. Thank you for being my best friend and for showing me, in moments, how to lead well as a coach. Travis, thank you for giving me a chance many years ago and teaching me how to coach, how to learn the game of football, but more so, how to lead the men who were under you. I love you, brother!

			Most of all, I want to genuinely thank my sons and my wife. Boys, thank you for always inspiring me to be better for you all and always loving me no matter my faults. Thank you for teaching me every day as much as I hope that I teach you.

			Amy, my wife, thank you for trusting this crazy journey with Leading Impact and always pushing me to think outside the box. Thank you for showing me grace and patience as I worked to make this dream come true. Amy, Rhett, Easton, and Maddox, I love you.

			Thank you from the bottom of my heart.

			We did it!
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			​Foreword I

			Some leaders talk about their values. Others live them. For many years, I have had the privilege of watching Trey live his daily life. I have worked alongside him as both a school and district leader, as well as a trusted colleague and friend. Throughout this time, I have seen Trey embody his leadership elements not as a set of strategies pulled from a manual, but as deeply held beliefs that shape how he listens, how he responds, and how he leads.

			While Jump Off the Dock focuses on leadership and leading others, you will soon discover that each of these elements reaches far beyond a title or position. They are principles that can be implemented in your everyday life, in conversations with colleagues, in moments of challenge, and in the quiet decisions that define who you are when no one is watching.

			I once observed Trey working with a group of teachers and school leaders, and the experience left a lasting impression on me. As they shared their challenges and aspirations, Trey did not rush to offer advice or prescribe solutions. Instead, he listened deeply. He engaged everyone by asking thoughtful, purposeful questions that invited reflection, uncovered meaning, and helped each person make powerful connections to their own practice. In that moment, it was clear that Trey was not simply leading a meeting; he was developing leaders.

			One of Trey’s greatest gifts is his ability to help others see both who they are and who they are becoming. He reminds us that leadership is not about control or compliance, it is about connection, growth, and belief.

			Whether you are a school or district leader, a business leader, a community leader, or a leader within your church or family, Jump Off the Dock will provide you with practical tools and meaningful guidance to further develop your leadership capacity.

			This book is more than a professional resource—it is an invitation. An invitation to grow, to reflect, and to lead with clarity and conviction.

			What makes this book especially meaningful is that Trey is not writing from theory alone; he is writing from lived experience. He walks the walk. Each page is shaped by the daily work he does alongside teachers, leaders, and teams, and by the outcomes he has witnessed when people are truly seen, heard, and empowered to lead themselves and others.

			Trey has seen firsthand how this style of leadership builds trust, strengthens teams, and creates lasting change. I hope that his experiences will inspire you to believe in your own capacity to lead with clarity, compassion, and purpose, and to begin creating that same ripple effect in the lives of those you serve.

			Dr. Anne Shaw

		


		
			​Foreword II

			As we look back on our lives, there are many moments that God uses to get our attention—moments we don’t necessarily plan for, moments we would never choose, but moments He redeems for His glory and our growth. Often, those moments don’t come through a pulpit or a program, but through interruption or through stillness or through a quiet invitation to listen.

			Jump Off the Dock was born out of one of those moments.

			As a pastor, I’ve spent years walking with people who love God, desire to live with purpose, and genuinely want to make an impact in their sphere of influence—yet feel unsure how to step fully into what God has called them to. I’ve seen gifted leaders hesitate, capable people doubt themselves, and faithful servants carry more fear than freedom. What I’ve learned is this: most people don’t lack calling—they lack clarity, confidence, and someone willing to walk beside them as they take their next step.

			This book is not about platform leadership or positional authority. It’s about the kind of leadership Jesus modelled—the kind that listens before it speaks, discerns before it acts, asks before it directs, and reflects before it moves on. Leadership rooted in humility. Leadership shaped by presence. Leadership that values people more than outcomes. 

			Throughout these pages, you’ll encounter a simple but profound framework—Listen, Evaluate, Ask, and Develop reflection. But more than a model, you’ll encounter a story. A father kneeling beside his son on a dock. A leader resisting the urge to rush, fix, or control. A moment where courage is invited, not forced. That moment mirrors the way God so often leads us—patiently, intentionally, and with deep care for who we are becoming.

			Scripture calls us to lead as servants, to shepherd hearts rather than manage behavior, and to steward influence with wisdom. This book brings those biblical truths to life in a way that is both practical and deeply spiritual.

			If you are a leader—whether in your home, your church, your workplace, or your community—this book will challenge you. It will slow you down in the best possible way. It will invite you to examine not just what you do, but how you show up. And it will remind you that some of the most transformative leadership moments happen when we choose to walk alongside someone instead of standing above them.

			My prayer is that as you read these pages, the Holy Spirit will gently point out the docks in your own life—the moments where fear and faith meet, where obedience feels costly, and where trust requires action. And when those moments come, may you recognize that God is not asking you to leap alone. He is inviting you to step forward with Him. 

			This book is an invitation to lead with intention, to grow with humility, and to trust that when God calls us forward, He is already present in the jump.

			Grace and peace as you read, and may you have the courage to jump.

			Jason Malone

		


		
			​Foreword III

			We live in a day and time where the world is screaming for leadership. We are missing it in our homes, in our schools, in the workplace, and even in the church. Many books tell you what to do. Rare are the ones that show you how to become.

			From the very first pages, it’s clear this is not a leadership manual built on theories alone. It is a story-shaped invitation—one that calls the reader to pause, to listen, and to step courageously into a kind of leadership that transforms people, not just outcomes.

			As you read this book, you will find yourself seeing your own leadership moments differently. Conversations you rushed. Silences you filled too quickly. Growth opportunities you unintentionally shut down. And if you’re honest, that’s the kind of discomfort that leads to transformation.

			It calls us back to the kind of leadership Jesus modeled: attentive, discerning, invitational, reflective, and deeply human.

			Dr. Josh Keels

		


		
			​Introduction
An Awakening

			There are moments in life when everything changes, when the world stops spinning for a breath, and in that stillness, something deep within awakens. For me, that moment came lying in a ditch, rain softly falling on my face. I was dazed, trying to make sense of what felt like a dream. But it wasn’t. I had opened my eyes to see my Jeep many feet away, upside down. The windows were busted out, the top ripped off, and slowly the stunning truth settled in: this nightmare was actually real.

			In that surreal moment, with the smell of earth and rain around me, I realized I was still alive. I hadn’t just survived an accident, I had collided headfirst with purpose. That crash did more than shake my body; it stirred my spirit in ways I couldn’t yet understand. It marked the moment when the urgency to live with intention, to create genuine impact, was no longer optional.

			The weeks that followed brought not just physical recovery but a profound shift in perspective. As I processed what had happened, I began to recognize something I’d seen but never fully acknowledged: the same potential I was discovering in myself existed in others all around me. I saw it in colleagues who had ideas but hesitated to share them. I witnessed it with parents who knew they could make a difference but weren’t sure how.

			That accident awakened something I couldn’t ignore: a deep stirring to guide others into discovering what God had placed inside them. Not just to help them identify their talents, but to equip them to use those talents effectively. I realized that leadership isn’t about having all the answers; it’s about helping others find theirs.

			This awakening led me to understand that many of us carry dormant leadership potential, waiting for the right moment, the right tools, or perhaps just the right encouragement to step into something greater.

			This book emerges from that rainy morning awakening. It’s written for those who feel the tug of something more, who know they were made to raise others, but need practical guidance to step confidently into that call.

			Let this be the moment that stirs your own awakening. Not through a dramatic crash like mine, but through the gentler awakening that comes from recognizing the leader you were meant to be and choosing, TODAY, to begin that journey.

		


		
			Sometimes the most powerful thing a leader can do isn’t to act first, but to become the steady bridge between fear and courage.

		


		
			​THE FIRST LEAD CYCLE

			Listen • Evaluate • Ask • Develop Reflection

		


		
			​Chapter 1
The Power of Listening

			Leadership Begins at the Water’s Edge

			The sun danced across the surface of the lake, catching the afternoon glow and tossing a palette of colors across the rippling water. Rhett, a soft blue-eyed eight-year-old with sun-bleached hair and a hesitant smile, stood at the edge of the two-story dock. His small hands clenched and unclenched as he looked down at the cool, glassy water below. It was 15 feet to the water, but to him, it may as well have been a canyon.

			“I want to jump off this dock, Dad,” he said, his voice trembling just slightly.

			I climbed out of my comfortable floating chair, climbed the dock stairs, dodging splinters from the weather-worn planks, and knelt beside him. The wooden boards warm beneath my knees. I looked at him with a confused but honored expression. You see, if you knew anything about this little blonde-haired boy, you’d know adventure and risk weren’t words that often crossed his mind, let alone his vocabulary.

			I didn’t respond immediately. I didn’t brush it off or offer quick reassurance. I didn’t pivot to instruction or encouragement. That was hard because my nature is to fix things. (My wife would give a resounding “Amen” to that.) She lovingly reminds me that while fixing things isn’t always wrong, it’s not always what’s needed most. And she’s right. More times than I’d like to admit, I’ve rushed into a moment with a solution when what the moment actually needed was simply me — present, quiet, and attentive.

			Leaders, how often are we tempted to rush in and fix? To offer solutions before presence? To speak before we’ve truly listened.

			There’s a reason that impulse is so strong. We’ve been rewarded for it. In most professional environments, the person with the fastest answer gets the promotion, earns the respect, closes the deal. Speed and decisiveness are celebrated. Silence, on the other hand, can feel like weakness — like you don’t know what you’re doing. But I want to challenge that assumption, because I believe it has cost us more than we realize. It has cost us connection. It has cost us trust. And ultimately, it has cost us influence — the very thing leaders need most.

			In that moment, I realized this was a critical point in my son Rhett’s growth, and as his father, I needed to lead. Not just react. Not control. But lead. And to lead well, I had to resist the impulse to fix. I had to pause and listen.

			As a father, I was leading. And as leaders, whether you’re guiding a team, a company, or a culture, the posture is the same. Sometimes the most powerful thing you can do isn’t to act first, but to become the steady bridge between fear and courage. We must kneel beside those we lead and serve, not in a physical sense necessarily, but in our hearts’ posture toward those we are leading. That is leadership, servant leadership, and it matters.

			I noticed everything: the slight quiver in Rhett’s voice, the determined set of his jaw, the shifting stance between courage and fear. I didn’t just hear the words; I paused to hear the heart behind them.

			In that moment, I began to lead, not with speaking, but with silence. Not with answers, but with attention.

			Why Listening?

			Before we continue with Rhett’s story and dive into the complete LEAD model, let me address what you might be thinking: Why start with listening? Why make it the foundation when leadership seems to demand more active approaches?

			To be a true leader, whether in the workplace, on the field, or at home, we must recognize that leadership is ultimately about service. Holding a position of influence is not a license to seek recognition, control, or personal gain. Rather, it’s a responsibility to support, uplift, and develop those we lead.

			Listening well is more than good manners; it’s a critical leadership skill rooted in neuroscience and emotional intelligence. In his groundbreaking book Emotional Intelligence, psychologist Daniel Goleman emphasizes that empathy is a cornerstone of effective leadership. He explains that empathic listening builds trust, deepens relationships, and fosters psychological safety — all essential ingredients for growth and change.

			That afternoon on the dock, as I listened not just to Rhett’s words but to the emotion behind them, I experienced firsthand what Goleman describes. By tuning into my son’s tone, body language, and emotional state, I was able to create a moment of genuine connection, one where his fear could be acknowledged and his courage gently supported.

			Think about the leaders who have shaped your life most deeply. I’d be willing to bet they weren’t the loudest voices in the room. They were the ones who made you feel heard. There’s a difference between a leader who talks at people and one who genuinely listens to them, and the people you’re leading always know which one you are. You can’t fake presence. You can fake enthusiasm, you can fake agreement, but you cannot fake the feeling of being truly seen by another person. People know.

			This is why I believe listening is not just the foundation of the LEAD model, it is the foundation of trust itself. Without trust, leadership is just management with a fancier title.

			When we consider listening as the foundation of great leadership, we must turn our eyes to the greatest teacher ever to walk our planet, Jesus. In the book of James, chapter one, verse nineteen, the Bible says, “Let every person be quick to hear, slow to speak, and slow to anger.” (ESV)

			Read that again slowly. Quick to hear. Slow to speak. That’s not the natural order for most leaders. For most of us, it’s the reverse. We are quick to speak and slow to truly hear. But James isn’t giving a suggestion here. He’s describing a posture, a way of orienting the entire self toward others before opening your mouth. It’s countercultural. And it’s transformative.

			Jesus modeled this throughout His ministry. Before He healed, He often asked a question. Before He spoke into a situation, He observed it. He sat with the woman at the well before He redirected her. He asked the blind man, “What do you want me to do for you?” Not because He didn’t know, but because being asked is part of being seen. He understood that people don’t just need answers. They need to know their voice matters.

			That is the kind of leadership we are called to. Not just tactically sound, but deeply human.

			In leadership, listening isn’t passive. It’s an intentional act of humility. It’s a choice to put someone else’s voice before your own. Because in that space, where we hold back our impulse to fix, we make room for others to rise.

			So, What to Do?

			I stood looking at Rhett, knowing the next few moments were really a defining moment for him. It would’ve been easy to give a quick answer. A pat on the back. A firm “Go for it.” Or even a gentle “Maybe next time.”

			But instead, I paused. Not just to listen, but to evaluate.

			I’ve thought about that moment many times since. What if I had jumped straight to encouragement? What if I had said, “You’ve got this, buddy,” before I truly understood what “this” was for him? What did the jump actually mean in his small, brave world? I might have robbed him of something. The chance to voice his own fear. The chance to hear himself say I want to do this and feel the weight of that decision as his own.

			That’s what great leaders do. They resist the reflexive response. They sit in the tension long enough to understand what’s really needed. Because sometimes what looks like fear is actually the early stages of courage, and if you speak too soon, you can interrupt that process entirely.

			Leaders are often tempted to fix, guide, or direct first. But sometimes, the most powerful thing a leader can say is nothing at all. Just be present. Just listen.

			A mentor of mine once told me: “The speed at which you respond is often inversely related to the depth of your understanding.” I’ve never forgotten it. Not because it made me feel smart, but because it convicted me. I had spent years confusing responsiveness with attentiveness. I thought that a fast answer meant a good one. However, depth requires space. Wisdom requires pause.

			The dock, for Rhett, was more than a jump. It was a threshold. A moment where the person he was becoming and the person he had always been stood side by side at the edge. My job as his father, as his leader, wasn’t to push him off or pull him back. It was to stand beside him in that tension and trust that he had what it took to make the decision himself.

			That’s the kind of leader I want to be. The kind who earns the trust of those they lead, not by having all the answers, but by being fully present in the questions. Because when we listen well, we don’t just understand others; we help them understand themselves. This is where transformation begins.
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