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Praise for Leading Giants



“At 19 years old, my life changed forever when I was mentored by a true leader—a Giant, someone who had strength of character beyond the norm, was committed to self-mastery, and had developed extraordinary leadership abilities that enabled him to bring out the best in every person he led. In Leading Giants, Dave Durand will show you how to become that type of leader—a Giant who is capable of leading other Giants.”


—Hal Elrod, International Bestselling Author, The Miracle Morning Updated and Expanded Edition


“This book provides powerful and practical advice relevant to the challenges facing leaders in today’s culture. In Leading Giants, Dave Durand covers the landscape of topics from value-based leadership to successfully building a healthy culture for your team and much more. This book will not disappoint.”


—Thomas S. Monaghan, Founder, Domino’s Pizza, and Founder, Ave Maria University


“Leading Giants summarizes 30+ years of leadership training and development. Dave provides profound insights grounded in timeless principles that can transform your everyday life. His book is a recipe for becoming an exceptional leader and, more importantly, a guide to becoming a truly magnanimous person. Through engaging anecdotes and actionable advice, Dave inspires readers to cultivate habits of success, making this book an invaluable resource for personal and professional growth.”


—Kevin O’Brien, CEO, Best Version Media


“Dave Durand not only lays out a plan to grow and lead your organization but also provides a road map to leading yourself. Leading Giants is an approachable book with big ideas.”


—Rich Galgano, Founder and CEO, Windy City Wire, and Managing Director, Carefree Capital


“Influence is the key to leadership. Leading Giants moves past the pollyanna approach used by many of today’s ‘influencers’ and dives way into the core of true leadership. You can’t give what you don’t have. Dave shows you how to be the person worthy of leading true Giants. You’ve got to be a Giant to lead Giants.”


—Joe Calloway, Bestselling Author, Becoming a Category of One


“In Leading Giants, Dave Durand offers counterintuitive leadership lessons based on his experiences founding, growing, and selling several companies. If you’re a leader who wants to scale profit and impact—and actually enjoy the journey—this book is for you.”


—Matt Tenney, Founder, PeopleThriver, and Bestselling Author, Inspire Greatness


“Dave Durand is a Giant amongst Giants. His advice, driven by years of successful leadership, exemplifies the modern executive who is more of a listener and consensus builder than the classic executive dictator of years gone by. This book is a must-read for anyone who wants to build and sustain an inclusive and results-oriented organization.”


—Jeff Drazan, Managing Partner, Bertram Capital


“As Dave Durand, a successful entrepreneur and business builder, writes, ‘most leaders are merely ineffective managers in a position of authority.’ To avoid this outcome, use Dave’s time-proven template, developed over 35 years, for how leaders must behave to maximize their impact on the organizations they oversee. Not unlike the preeminent leader George Washington, the father of our country, Dave lives by a well-defined system of self-management techniques that he credits with allowing him to reach the pinnacle of success. You, too, can become a real leader by following Dave’s precepts.”


—Reed Phillips, CEO, Oaklins


“Grounded in timeless truth and written with an eye to the future, Leading Giants is part manifesto and part field guide. If you want to become a Giant and steward your newfound influence for the good of others, this book is for you!”


—Mark Miller, Wall Street Journal and International Best-Selling Author, Culture Rules, and former VP of High Performance Leadership, Chick-fil-A, Inc
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INTRODUCTION



This is a book about building long-term greatness in yourself, your team, and your organization via the mastery of influence and proven leadership strategies. To a large degree, the words leadership and influence are interchangeable. Leadership can’t be effective without influence and having influence almost always presents an opportunity to lead. I will commingle the words at times but also parse out some differences throughout the text. Leading Giants is the antidote to the perils of fleeting success, inconsistent influence, and the failure to build and lead great teams filled with high-powered people.


Most “leaders” are merely ineffective managers in a position of authority. They don’t possess the traits that effective leaders have, so they can’t influence others well. This book will show you how to become more effective, influential, and satisfied in your leadership role by becoming a Giant. A Giant is someone who has strength of character beyond the norm, is committed to self-improvement, intoxicated by the discovery of truth, and compelled to help others become their best self.


You must be a Giant to lead Giants, which takes deep resolve, but thankfully becoming a Giant is incredibly satisfying. People who find the greatest satisfaction and long-term effectiveness in their work know that it’s not so much what you do that matters, it’s who you become when you do it that matters most.


Whenever you try to do something the wrong way or with the wrong tools, it’s either more difficult or impossible. Leading Giants is a guide to using the right tools to make leadership and influence easier. I begin by helping you form yourself with the crucial yet often missed virtues and habits that build greatness in leaders. I will break down high-level ideas into simple, usable forms to help you make better decisions, cultivate fairness, accelerate courage, and build self-control.


From there I will show you how to tap into the universal desires that 100% of us have so you can use them as fuel to inspire, influence, and lead others to greatness. I will continue with further ideas and practical strategies. Being a Giant is more of a journey than a destination, yet there are two things that define a Giant. The first is the decision to master virtue and simultaneously tame vice. This is what I call “virtue-based leadership,” which is the discipline of establishing habits that guide a leader in making consistently good, effective, and moral decisions with relative ease. The second is doing the work necessary to accomplish that goal. A Giant is anyone who is on that path.


The more you master yourself, the bigger you become, until you see head and shoulders above the crowd. Once you are a Giant, you’ll be drawn to leading other Giants. All leaders carry a unique burden. They are guardians, protectors, providers, judges, helpers, servants, counselors, and friends—and it takes a Giant to be all those at once. Unfortunately, the world sends confusing messages about leadership.


Movies and episodic shows, despite exaggerations, reflect real situations in our personal lives and the world at large. This is also true when it comes to how modern heroes and leaders are depicted. In fact, it’s rare to see true heroes or good moral leaders in contemporary storytelling. In almost every popular show, the main characters are antiheroes. An antihero has as many bad traits as good traits, making the audience wonder how he or she will react in any given situation. This type of character makes things exciting and dramatic, which may attract a lot of viewers, but can send the wrong message. The classic antihero applies “values” whimsically, but through twists of fate and imaginative scriptwriting, they emerge the victor. Real life isn’t that way.


Distinguishing between truly great leaders and antiheroes is important from the start. Anyone who specializes in training knows that undoing bad habits is sometimes as important as building good habits. True leaders have integrity, which is why they apply the same moral principles privately as they do publicly. They do the right thing because it is right, and they don’t do the wrong thing because it’s wrong. But antiheroes only think in terms of advancing their agenda. So, right and wrong are not true considerations for them. Goodness and truth are only used if it is convenient, which means lies are used more often. Over time, this weakens them until they have very little or no influence.


While I understand the nature of entertainment and the need to have high-contrast characters that entice people to the theater, to find what great leadership looks like, you’re better off looking past the silver screen. All good leaders inevitably have flaws, but too often, people value vice and condemn virtue. Antiheroes are comfortable with their vices and have no real desire to change. Great leaders, on the other hand, rise above their flaws.


Antiheroes act like nanos, which is the Greek word for dwarf. These are people who exhibit behaviors that are opposite those of Giants. They act big but are vice laden and virtue deprived. As a result, they have less influence over time while Giants continue to grow their influence.


While I distinguish between antiheroes (nanos) and true heroes (Giants), I want to be clear that not all good leaders are “all good,” and not all bad leaders are “all bad.” We all have our vices and behaviors that are unhelpful, unproductive, or harmful. Therefore, this book offers guidance on how to be a great leader despite your shortcomings. Giants are not perfect all the time. The key here is to strive for perfection while understanding that you have shortcomings. This allows you to retain your own standards while having empathy for others who also fall short, just like you. Our shared human nature drives us to either build up or tear down. Even apathetic people slowly erode their character; therefore, we are all either growing or backsliding.


Understanding human nature sheds light on powerful strategies that are only possible through virtue. Human nature does not change as we age, although our understanding of it and how we respond to it does mature. That allows you to draw upon life experiences in varying circumstances to understand the context of situations seemingly unrelated. The virtue you will build in yourself and those you lead will create an orderly and therefore peaceful environment, even in relatively intense organizations. It is an axiom that you can’t have peace without order, and you can’t have prosperity without peace. Virtues are the gateway to that possibility because they are what build character muscles, which enable you to make great decisions, act fairly, move forward during difficulty, and control and direct passions.


Throughout the book I provide theory and philosophy in down-to-earth and usable ways, bolstered by practical applications and strategies. Understanding the “why” behind the how-to is essential so you can become a Giant, not just act like a Giant. If you’ve ever had the unfortunate experience of working for hours putting together a “some assembly required” item only to find that the last piece won’t fit, you will understand why I want you to read it cover to cover. The reason the last piece won’t fit is usually due to an earlier error that could have been avoided by paying closer attention to the instructions. Likewise, many of the problems we face inside our organizations are due to skipping important steps early on. I can’t count the number of times I have been invited by leaders to “fix” their employees’ bad attitudes or habits. This is a fool’s errand. I never accept the challenge without being able to find out the root cause, which almost always starts with the leaders at the “top.” Similarly, while it may be alluring to jump ahead to chapters that have the information you seek, keep in mind that the previous chapters hold essential strategies and nonnegotiable action items you must work on to have true success.


THEMES AND THROUGH LINES


As you read, you’ll notice a few themes throughout this book. Among them is the idea that understanding human nature, virtue, and vice is paramount for leading Giants. I want to be clear that I am aware that there are many leaders who have built big companies with selective “values” and are basically antiheroes. You can certainly dictate, bully, and cheat your way to big things, but I would not call them successful. What’s the wake left behind that organization? Did they ruin families, promote dangerous products, and defraud investors? Or did they provide great opportunities and make life better? Rarely is it one or the other, but the weight and impact of the good versus the bad often becomes the catalyst or the demise for a company’s long-term results.


As I mentioned in the first paragraph, this is a book about building greatness in yourself, your team, and your organization via the mastery of influence and proven leadership strategies. With that, any and everything I propose in this book comes from insights that I either learned firsthand from failure or success or through the tremendous examples of my own mentors. I learned and applied them from guides who were true Giants in my life. I’m very lucky that so many insights were given to me through those Giants, such as my parents, mentors, and, beyond them, God’s grace.


It took me 35 years of leading many organizations to gain the experience and insights needed to understand how to scale and lead organizations, and that learning process is not complete. Despite having had success, I am an eternal student to these topics—a pupil of the ever-unfolding layers that come from doing the work necessary to create something of good and true value in this world. It takes time to perfect the understanding required to maintain a healthy, sane, and thriving organizational culture. I chose to condense much of what I have learned over those years into one book that is easy to read and apply for the purpose of gaining immediate results. It is my hope that you accept the advice within these pages as an adventure.


On these pages you’ll find the secrets to creating a thriving organizational culture and becoming a Giant who leads Giants. You’ll gain the confidence to lead with conviction and humility, standing up for what you know is good, true, and beautiful. You’ll experience the freedom that comes from doing difficult things in the face of all dysfunctions or opposition. You’ll refine your ability to adapt, evolve, fine-tune, and appreciate what everyone brings to the table. Ultimately, you’ll increase your productivity and prosperity but in a peaceful, empowered way. But you’ll only do any of this if you take action and implement the insights offered. So, the end of each chapter has a section called “Giant Takeaways,” which summarizes the chapter and gives you tools to make it real, make it last, and make it happen fast.


Leading Giants offers you a comprehensive guide for leading yourself and others to great success. Today more than ever, high-value businesses led by virtuous leaders are needed. You may or may not have your own business. You may be a manager, technician, or engineer who hasn’t yet acted upon your entrepreneurial nudges, or you could be a leader of a massive global corporation. Regardless of your position within any given industry, what you’re about to read will rapidly expand your influence and place you at the forefront of effective leadership. So, take courage, and know that you’re not alone in the quest.
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SECTION 1


The Four Superpowers of a Leader
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As a young entrepreneur I was very inspired by the most popular motivational experts of the day. Hearing them speak was like music to my ears. Any chance I got, I dove deeper and deeper into new books and audio lessons. I grew from what I read, and much of that information helped me lead my teams effectively, but there was something missing. So, I dug deeper and became certified in neuro-linguistic programming and in hypnotherapy (which, admittedly, was quite a dubious certification), and read hundreds of books. It seemed that, while there were many solid ideas, there was also too much complexity. Most ideas yielded temporary results. I wanted something that my team could use to strengthen themselves forever. I observed people who had long-term success, and I discovered they have several similar habits. I called them Legacy Achievers, and in 1998, I wrote a book about them called Perpetual Motivation. Today, I call them Giants. That book shares important insights about what this impressive group did, but as I matured, I noticed something more than just what they did that mattered.


I observed that many people in business think transactionally. They are motivated to have things, so they do activities to obtain the things they want to have. Whether it’s power, money, or status, they know that if they do X, they can get Y. This is a good thing and a necessary starting place, but if that’s as deep as you think, you remain mentally and morally shallow. You will fall short of becoming a Giant. A Giant asks, “Why do I want that?” or “Who will I become if I have it?” or “How will the way in which I go about getting it shape who I am?” I started to develop the important understanding that it is not what you do but who you become when you do things that matters. Then, like a lightning bolt, I learned of something that I couldn’t believe I had never heard in the hundreds of motivational books I read or talks I listened to—virtue. Sure, an occasional mention of the word was hinted at here or there, but it was never discussed in depth. I began the grand adventure of learning how the great philosophers understood human nature. I was intoxicated by the works of Socrates, Aristotle, and Plato, then Saint Thomas Aquinas and more modern scholars. Since I was not and never will be a philosopher, I would not begin to say I understand their works to any degree that those educated in such fields do. However, I immediately applied what I learned to what I had recognized fell short in traditional self-help, motivation, and business books. I recognized that both philosophy and the virtues were the most powerful catalysts to increase personal performance and sustain success.


Things that were complex became simple and things that were fleeting became long-lasting, even permanent. By studying the Cardinal Virtues and applying them to my own life and the businesses I started and led, I began to understand things at a higher level. Unsurprisingly, I got results 10 times faster than ever before. Traditional motivational gurus taught simple techniques on how to make good decisions, one of these being the “Ben Franklin List” of positive versus negative reasons to do things. This is helpful, but the great minds I mentioned earlier taught the power of decision-making by mastering the virtue of Prudence. The Ben Franklin List approach is like an abacus; Prudence, the first Cardinal Virtue, is like a modern supercomputer.


There’s a leadership deficit in the world today. That’s not to say that there aren’t many people in leadership roles. Rather, I’m saying there’s a massive difference between a person filling a leadership role and a truly good leader. Put me onstage to sing opera, and I suppose you could call me an opera singer, but that doesn’t make me a good vocalist. What we need are galvanized leaders, equipped with the strategies, tools, networks, and resources to enter into a new way of leadership and entrepreneurship. Yet this “new way” is in many ways very old. It’s so old that it’s new again, and it’s simple and accessible. It can be most easily enacted by learning and living by the four Cardinal Virtues, of which I have already mentioned Prudence. Then, there are Justice, Fortitude, and Temperance. In this first section of Leading Giants, I’m going to outline each of these virtues as they can and should form the four cornerstones of not only your professional endeavors but your personal compass.


Living a virtuous life isn’t pious or pretentious. It’s practical and strategic. Cardinal, which is derived from cardo, is the Latin word for hinge, meaning all other virtues, like humility, compassion, and trustworthiness, hinge on how deeply you embody these four Cardinal Virtues. There are more than 60 virtues, but all fall short without the pursuit of the Cardinal Virtues. These four virtues build upon each other, meaning you can’t have Fortitude or Justice until you develop Prudence. Just like you can’t build a solid structure with only one cornerstone, you can’t expect to succeed with only partial virtue. Thankfully, as you begin to become more virtuous, they all feed and inform the others.


Without further ado, let’s begin!










1



Prudence: The Most Powerful Thing in the World Is a Decision


The measure of your success or failure will be determined by the decisions you make. Decisions are what set things in motion, and they have major impacts. They can make the world a better place or destroy it with the push of a button.


The power to love, hate, build up, or tear down others is only made possible through decisions. Therefore, virtues and vices imbue decision-making. If you want to build an organizational culture that’s permeated by great decisions, then mastering the virtue of Prudence is your top priority. For Giants, it doesn’t stop there. You also need to teach it to others. Prudence, the foundation of virtually every other virtue, is the gateway to building a great organization. Prudence is the first of what Aristotle called the Cardinal Virtues, which he believed and taught make a person happy and good, showing that they give someone the power to flourish.


Throughout history, Prudence was highly regarded and discussed. Now, when it is faintly mentioned, it’s completely misrepresented. The word is more likely to be used to describe an uptight, sheepish, and even uncommitted person. It’s also commonly used to describe a rigid person, called a “prude.” Nothing could be further from the truth. If Prudence were a Marvel character, she would be ranked as the most powerful.


The Cardinal Virtues are crucial for building a great culture and for achieving long-term success. In fact, virtue is the greatest indicator for success, but it can’t be measured by a Myers–Briggs test. If intelligence, experience, and skill were all equalized, who would be more successful? Would it be an honest, hardworking, fair person who makes good decisions or a lazy liar who makes bad decisions? The problem is that, for the most part, virtue and vice are hidden during job interviews and only come to life once a person begins their work. While intuition and experience can help identify the likelihood of a candidate being virtuous or filled with vice, it’s difficult to know until you see them in action. The good news is that a great culture can shift a person on the continuum away from vice and toward virtue, which can make up for any deficits in character. We become like those we interact with, so a virtuous leader attracts virtuous followers, spreading virtue like a contagion to those willing to succeed.


By cultivating all four virtues within your organization, you eliminate complexities that other people unnecessarily add to their organizations. When the members of any group have higher levels of virtue, they’ll make quicker decisions, creating efficiency. You have higher levels of trust, therefore less politics. You have better predictive analysis, therefore better business planning. The list goes on and on. That’s why Prudence is the indisputable foundation of successful leadership and the necessary first step of this book. An added benefit to learning more about the Cardinal Virtues, as well as living them out, is that you will gain insights into human nature that will give you a distinct advantage as a leader. If applied wisely, you will attract and develop Giants because of it.


Words never said: “I loved working there because nobody could make a good decision.”


TRUE STRENGTH COMES ONLY FROM VIRTUE


Oddly enough, I have had a select few people debate the idea that the virtues hold the merit that I promote. This is almost always predicated by a lack of understanding of the true nature of virtues. They fail to see that the Cardinal Virtues are like the muscles of your personal will and intellect. They can grow just as muscles can grow. They need a proper diet and exercise, and when provided, you’ll become stronger than ever before. Having built all my companies with them at the forefront, I have experienced their value firsthand. The merits of virtue are best learned through personal experience, so I’d like to ask you a series of questions:




	Would you rather work with a good decision-maker or a poor one?


	Would you rather work with people who are efficient or so slow that you can’t get anything done?


	Would you rather work with arrogant, prideful people or humble, team-oriented people?


	Would you rather work with fair people or cheaters?


	Would you rather work with courageous people or cowards?


	Would you rather work with lazy people or hardworking people?





Fundamentally, each of these options exemplifies working with a virtuous person or a vice-oriented person. Any vice within an individual will impact an organizational culture, like cracks in the foundation. If not prevented, the waters of vice will cause cracks, seep in, and erode what you’re building. The reason I focus on the virtues rather than traditional motivational terms like grit or tenacity is because the mastery of Prudence, for example, contains within it many sub-virtues. Motivational moods are whimsical, as I wrote about extensively in my book Perpetual Motivation, but virtue goes far beyond just behaving a particular way on any given day.1


The effect of being virtuous is that you actually become someone new with better results because virtues are habits that you work to embody rather than catchy ideas you get in a corporate training that you try out for a while.


When someone speaks of high-minded ideas like Prudence, it may be difficult for some people to get excited. Even if you find the topic compelling, you might think, Well, that’s nice, Dave, but how do I get Prudence? As a young man, I was frustrated by advice I knew was good, but that I didn’t know how to apply, such as, “You’ve got to believe to achieve.” That sounded fine and all, but I still didn’t know how to go from not believing to believing. “I believe I can fly” might have been enough for Peter Pan, but for me, I needed solid, actionable advice. Thankfully, there is a way to instill belief, and I will get to that in future works. For now, let’s get into the nitty-gritty about how to master Prudence and know how to make great decisions. In no time, you’ll realize how practical it is to obtain and teach.


There are three areas of focus when working to master Prudence:




	The first three steps to a great decision


	The importance of secondary decisions


	What gets in the way of good decisions





THE FIRST THREE STEPS


Aristotle defined Prudence in his Nicomachean Ethics as “a state grasping the truth, involving reason, concerned with action about things that are good or bad for a human being.”2 This basically means that a prudential person comes to the knowledge of the right thing to do in a given situation and then acts on it. While I highly encourage you to read deeper works on Prudence, I will make this less philosophical and more practical. The first three steps to mastering a decision are:




	
Counsel: Conceiving the best outcome and the best way to attain it. I call this desiring what is good (about the given situation).


	
Judgment: Choosing the most effective means for attaining the end. For simplicity’s sake, I will refer to this as knowing what is real.


	
Command: The action of carrying out the deed. I will call this doing what is good. (Note: My titles in bold are influenced by Josef Pieper’s book The Four Cardinal Virtues.)3






Think about any situation in life. If you don’t take this first step to Prudence, of desiring what is good, then how can you have a positive outcome in anything—i.e., make a good decision? If you don’t desire what is good in a relationship, how can you make good decisions that cultivate love and respect? If your Uber driver doesn’t desire what is good, do you want him behind the wheel? If your surgeon doesn’t desire what is good, do you want him operating on you? If your boss doesn’t desire what is good, would you trust her to lead you? Or, if you are the boss, and your employees don’t desire what is good, would you delegate to them? Of course not. Desiring what is good is the first and most basic step toward mastering Prudence.


Goodness is more than just one element of the decision. If a married person desires someone other than his or her spouse, there is no good outcome unless a decision is made to abandon the target of the desire altogether. If an employee desires to falsely portray their productivity, there is no good outcome for themselves or their employer other than doing the work. So, in addition to the choice to be and do good, the circumstance itself must also be good. Desiring what is good also means being “considerate” about things versus being rash, which is a vice counter to Prudence. You must consider things to avoid rashness. For example, if an employee walks into your office while you’re on your computer and asks you a question that you barely grasped because your mind was someplace else and you answer without considering the question or the ramifications of the answer, you might rashly give an approval to a bad idea. So . . . “consider it” before you answer.


In business, this is how Prudence works. Let’s say you’re a baker, and your specialty is gourmet cookies. What is good in this given situation? Baking delicious and artful cookies at a fair price. There are other good things that can be desired, but that’s a sufficient summary. If you don’t desire those basic good things, then you can’t hope to obtain them. Even worse, if you desire overpriced, ugly, and disgusting cookies, then you’re out of business before you start. Your business partners, investors, and eventually your customers will provide the counsel you need to conceive of the best cookies you can possibly make, providing what you need to bring this goodness to market.


In order to make these good cookies, you need to make judgments or know what is real. Let’s say you experiment with some new recipes and serve them to a room of 20 willing volunteers. You ask, “What do you think of the cookies?” to which the universal reply is, “They taste horrible!” If you fail to accept the feedback and instead respond by saying, “You’re tasting them wrong!” you’re living outside of reality. As silly as that might sound, many people would rather be “right” to their own demise than be “wrong” and gain prosperity, a concept you’ll see again in chapter 16.


The main vices that work against knowing what is real are precipitation and negligence. Precipitation is the failure to accept good advice and/or acting too quickly. Negligent people either ignore good advice or never seek it before taking action. To know what is real, you must consider the counsel of others or facts of a given circumstance. In this metaphor, it would be to listen to the volunteers. Failing to do so guarantees overall failure. So, as you ask more questions, you may get universal feedback that the cookies are too dry, not sweet enough, etc. This allows you to identify the best approach to make delicious cookies.


So, what’s left in knowing how to make great decisions? The third step is command, or doing what is good. A prudent person not only desires what is good and knows what is real, he or she acts on what they know. So, back to the analogy, by doing what is good, the baker revises the recipe, gets great feedback, and sells tons of cookies. This is good, not only for business but also for providing others with a quality product having gone through the necessary steps to succeed.


When people fail to act on what is good, you see other vices counter to Prudence manifest, such as inconsistency or slowness. An imprudent person is notoriously inconsistent. So, if you work with an inconsistent person, train them in these three steps of counsel, judgment, and command. Likewise, many people take action but not based on what is real. They manipulate data or try to push an idea along just because it was theirs. Driven by ego, they ignore good counsel yet move forward. They possess additional vices counter to Prudence such as craftiness, deceit, and fraud. So, if you want honest, hardworking, and good decision-makers, train them first and foremost on Prudence. This is the essential foundation that must be mastered to be a Leader of Giants.


The example of cookies risks being such a simplified one that you might not receive it for its true weight. That would be a mistake. This tiny little formula of desiring what is good, knowing what is real, and doing what is good is like a snowball at the top of a mountain. I recommend applying this formula to personal past examples of well-made decisions as well as poor decisions. Humble self-discovery is a great way to understand not only yourself but the overall human nature of all those you lead. Humble leaders have the advantage of recognizing general human temptations in themselves; therefore, they learn to make better judgments about the people they lead.


So, begin with yourself—you alone hold the ability to change your own actions and, in time, influence the actions of those you lead. Then, analyze what may have been behind the behaviors of others on the team. Be careful here, though. The purpose of this analysis is to gain intuition, which is supported by personal experience, but not to believe that you can know the true motives of others. Being a humble leader means you will first ask questions with a curious and empathetic point of view, adding context to your intuition or changing your perspective.


This exercise allows you to understand patterns that ordinary people have so you can inspire unbeatable behaviors that create extraordinary success.




EXAMPLE DECISION: “HOW DO WE ENTER A NEW MARKET?”


Did I desire what is good? Did I go to that meeting to make sure people liked my idea to bolster my ego or did I go because I wanted to find the best idea for the business? In other words, did I desire what was good for the organization or did I put myself first?


Did I know what is real? Was my ego bruised because my rival colleague’s idea was accepted and not mine? Did I debate during the meeting based on what made me feel respected or based on what the best idea was for the business?


Did I do what is good? Did I cast my final vote to bolster my self-esteem or based on what was best for the team?





It fascinates me that many executives skip this sort of analysis within their organizations and in their own lives. Often, leaders miss the motive behind how and why people make decisions. They fixate on data alone versus the way human nature intermingles with data. This is often the difference between a naive leader and a leader who thinks dynamically, operating like an organizational alchemist who sees the way the varied ingredients of a circumstance influence the outcome.


THE IMPORTANCE OF SECONDARY DECISIONS


You are reading this book because you made a decision, and that decision was preceded by others, like buying the book or receiving it as a gift. Your primary decision was to buy it and secondary was to read it, which you’re doing now. Then, as you continue reading, you’ll be given countless opportunities to make more secondary decisions such as to apply or not apply the insights within. With that in mind, I have witnessed many people make big primary decisions but not solid secondary decisions, which are necessary to bring primary decisions to fulfillment. They may decide to get a job but not to be great at it. They may decide to take a foreign language class but, ironically, not to practice in order to learn the language. They may decide to have a child but not to be a great parent, or to get married but not to have a great marriage. There are always additional decisions that must be made to fortify the pursuit of what was initially decided.


How often have you been invited to a meeting only to have no good come from it? Or how often have you been in a meeting where great ideas abound, but nothing happens with them after the fact? It is crucial to set out the vision for secondary decisions that need to be made based on the primary or initial decision. This is classically called “thinking it through.” If you decide to do XYZ, what responsibilities will ensue? What decisions will you need to make for the primary decision to be worth it?


It’s an art form to psycho-navigate an “if/then” situation. In other words, you’re wise to theorize about the secondary decisions before you even make the primary decision. This allows you to understand the level of commitment you are entering with the primary decision, following through with your word and deed. Do this and you’ll be a superhero no matter where you work. Remember, if Prudence were a Marvel character, she’d be right at the top. And so will you.


WHAT GETS IN THE WAY OF MAKING GOOD DECISIONS


It is important to consider some of the things that can hinder good decision-making. At the top of the list is ego. When we make decisions to satisfy our self-esteem, we become irrational. If you have ever worked with or been in a relationship with someone who has narcissistic tendencies, you know what I mean. You find yourself saying, “Wait, what? That doesn’t make sense.” “Why did they react that way?” “How do they see it that way?” “What made them so upset?” Someone with these behaviors causes confusion, creates division, and destroys a healthy culture.


Those who don’t suffer from a diagnosed mental disorder can also make harmful choices driven by ego. Consider a scenario involving two coworkers, Joe and Ally. Joe had recently expressed personal interest in Ally, which she politely declined. Some weeks later in a team meeting, Ally voiced her opinion about a particular project strategy. Even though her approach had merit, Joe, still stinging from the rejection, immediately opposed it without any sound rationale. To an outsider, Joe’s disagreement might seem based on professional differences, but a closer look would reveal it as a decision fueled by wounded ego rather than objective analysis. When our egos are bruised or wanton, we act nothing less than crazy at times. So, put your ego aside or stand on the sidelines until it’s in check before making important decisions.


Second, our emotions can get in the way. Unbridled passion would also go under this umbrella. (No need to take time telling you why decisions under that banner can go wrong!) Emotions are occasionally driven by ego, so there is some overlap, but even positive emotions can negatively impact our ability to make good decisions. A good example is when people experience happy moods, they often become more lax in their standards. However, I want to point out that emotions need not be in competition with our decision-making. When our emotions are aligned with the desire for what is good as well as the reality of the situation, they can fuel us when we respond, command, or act. When we do what is good, we excel. The key is to make sure your intellect leads your emotions. Feel your emotions, but always maintain a slight edge of clear reasoning. Make your decisions with calm judgment and a focus on knowing what is real.


The third major hindrance to decision-making is a lack of information. This one is perplexing to me based on how common it is. I have been in way too many meetings where I witnessed people make decisions without enough information. Taking action without a reasonable dose of information is classically imprudent. So then, what is a reasonable dose? It’s the amount of information needed to assess the upside and downside of a situation or opportunity before the time passes to act. For example, if a nurse asks a doctor, “Should we give the patient the medicine?” is there any other choice? Will they die without it? Will they die because of it? How long do they have before it’s critically needed? These are important questions to ask and they demonstrate that, on one hand, perpetual discernment is not possible, and on the other hand, rash decisions are potentially harmful. Cultivate a studious culture by encouraging lots of questions. Show your team that you are willing to question your own ideas and, if need be, abandon them for a better one when alternate information presents itself.


Measuring the speed of your decisions against the weight of the issue is a good rule of thumb.


Finally, the fourth major hindrance for good decision-making is bias. Bias is not the same as bad intentions, although they can resemble each other. Bad intentions are nonstarters for good decision-making because a good decision always includes desiring what is good. A person can be earnest about desiring what is good, but bias muddies the water. Let’s say you want to add a new product to your mix, and you come from a particular industry that you left because you failed. It is likely that, while you desire what is best for the company, your negative bias toward the old product may get in the way of your decision-making. You may confuse the actual product with a poor marketing strategy or a poorly executed plan. If you are able to put your bias aside, you can add tremendous value to the discussion because you can see that the product idea may be good but you are now able to provide executional cautions to bolster success.


These insights serve as a mirror, reflecting not just your own motivations but also the undercurrents driving your team’s behaviors. Before jumping into decisions, take a moment to introspect and gauge the deeper motivations at play. Applying Prudence is key to your success. By doing so, you’ll be well on your way to reaching Giant status.


GIANT TAKEAWAYS


The effect of being virtuous is that you actually become someone new with better results, because virtues are habits that you work to embody rather than catchy ideas you get in a corporate training and then try out for a while. And so, because Prudence is the foundational virtue, the measure of your success or failure will be determined by the decisions you make.


Here is how to become prudent:




	Implement the three steps of great decision-making.



	
Counsel: Desire what is good.


	
Judgment: Know what is real.


	
Command: Do what is good.







	Prioritize the importance of secondary decisions.


	Don’t let these things get in the way of good decisions: ego, emotions not balanced with desiring/knowing/doing what is good, a lack of information, and bias.
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