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I
Introduction

had intended to write my next book this January. Yet the book I had

planned to write didn’t feel right. And so I chose not to do it yet.

Instead I have found myself writing an altogether different book. There was

no plan to write this particular book at all. It really came out of the blue. A

spur of the moment decision in the middle of a conversation with some

colleagues and one of my mentors.

You see, I had in my mind that all my books needed to be of a certain size and

style. Yet when my mentor held up a small book as an example of one of the

different styles of book an author can create for their audience, and said, ‘You

can always write a book like this,’ the penny dropped.

I have been speaking at a number of global events recently, and the particular

focus of these talks had garnered such strong responses that I realised I

needed to turn these ideas into a book. Quickly. The ideas are so relevant and

needed by leaders right now.

I have been speaking about some of the concepts related to my most recent

book, First Lead Yourself. The focus was how to support yourself as a leader in

a sustainable way, despite the conditions that you might be operating in. As we

know, the last year, 2020, has certainly had its fair share of challenges for

leaders. And while most leaders have responded admirably, they have only just

begun to realise that this is the beginning of a really significant marathon of

leadership. That we have a long way to go until we settle into the new way of

the world, following the transformation that was initiated by the COVID-19

pandemic. And that can feel daunting.

I first spoke about this at the World Coaching Congress in October 2020. And

then I was invited to speak at a number of other events, including the Asia



Pacific Alliance of Coaches (APAC) Coaching Fiesta at the beginning of

December. That is when I started to recognise that people were really

responding to this particular set of concepts. Concepts which for me are

always about making the complex simple and turning it into practical action. I

want to make it really accessible for people so they do not just hear about it,

but they can actually use it and make a difference for themselves.

What I realised following the APAC event was that I really needed to share this

with my own tribe. I had not even realised that I had only shared these ideas

with tribes beyond my own.

In mid-January, I ran another event and shared the ideas with my own tribe.

That garnered even more great responses, personalised emails, and LinkedIn

messages, telling me about the impact and the importance of what people had

learned during the events, and how it had really helped them to find focus and

a way forward in 2021.

A few days later I was in the middle of a conversation and I realised that I

needed to turn these concepts into an easy to read book to make the ideas

accessible for even more people. So more people could have the opportunity

to gain the knowledge and the skills to be able to support themselves, to create

a sustainable way of being able to first lead themselves, to enable them to show

up right now.

The world needs leadership right now. Anything that you can do to support

your own leadership is going to benefit not only you, but also the people and

the world around you.

So here I am, 10 days later, adding the finishing touches to this book for you.

It isn’t perfect. More importantly, it is done and you are reading it right now.

In this book I am going to share with you 5 key concepts that are about setting

you up for sustainable, effective, successful leadership. So that you are

positioning yourself in a way that is supportable, and making sure that you



have the resources to call on so that you can show up as a leader in ’21. And,

of course, beyond – these concepts are going to be valuable into the future.

This is a quick read. No major stories, no extensive background material. I’ve

done the work for you behind the scenes and taken various complex ideas,

theories, research and themes from 2020, and distilled them into 5 simple and

easy to implement principles that you can use straightaway. This book is

straight to the point so you can get on with supporting yourself and your

leadership of self now.

As with everything, though, it’s not just about the reading and knowing; it’s

about the doing. There is a range of activities in this book for you to complete.

I encourage you to take one or more of these principles and turn them into

action. I know that even one will make a difference for you.

I wish you well, and I’d love to hear from you about the difference it makes.



I

CHAPTER 1

GET READY

n this book, I am again focused on leading possibility, and in particular,

how to first lead yourself. As leaders we have such a big role to play, not

just to lead, but also to role model leadership. And I think in these changing

conditions, in the world that we’re living in with all its complications and

complexities, it’s important that people can actually see leadership in action.

Then they can choose who to follow and who they can emulate, and they can

aspire to, and see, what works in terms of leadership practice.

I’m going to start by providing you with some leadership frames, to give you a

context in which I’m going to be talking about leadership. For those who have

read First Lead Yourself, these will be familiar. Then I’m going to share with you

5 key principles to help you to first lead yourself – principles that will help you

to build simple and sustainable foundations for leadership success in 2021 and

beyond.

Firstly, I think it’s really important to recognise that 2021 is not a clean slate.

We each need to recognise that a range of challenges that arose in 2020 will be

continuing, with more to follow. Added to that, we have a whole lot of people

who, although they might have had a break, are still suffering from some

fatigue, still carrying some surge capacity depletion. With this in mind, it is

essential that as a leader you are looking after yourself and your people.

The world is crying out for leadership, so you also need to be creating a

pathway forward that offers your people a level of certainty and stability.

People need to be able to trust in your leadership and in you to lead them.



Write it down here

What I want you to think about right now, so you can get the most out of this

book, is what feeling you need to bring to really maximise and optimise your

reading and this opportunity. It might be curiosity; it might be focus. It might

be positive intention, or intent to follow through. Or any one of a hundred

other feelings.

ACTIVITY

What is the feeling you need to bring as you read this book?
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CHAPTER 2

THE MODEL

o give you a little context, what I want to do is share with you how I

think about leadership. There are 3 foundation dimensions of leadership.

Of course, the first one is yourself. And that’s where I am going to focus this

book. There is your tribe, all the people around you. And there is your world,

which is the ecosystem in which you operate. That is, all the processes and

systems and culture and policies and so on. When you have those 3

dimensions of leadership in your focus, you create the opportunity to inspire,

to influence and to have impact. And when you are doing all of those things,

that gives you the opportunity to be Leading Possibility.

Leading PossibilityTM



Leading Possibility is not simply going through the motions of leadership; it is

about creating legacy. It is about always having a focus on opportunity, what

can be and what is possible.

In particular, what I am going to focus on in this book is your leadership of

self. I’ll be sharing some ideas about how it is that you can really step into your

leadership so that you are knowing and being and doing leadership. You will be

role modelling leadership for others, and you will also be providing your

people with the stability and the certainty that you are leading. They can see it;

they can see you as leadership in action. And that is such a key thing at the

moment. Everybody is craving leadership.

This has been a big theme through 2020, the need for leadership and for

leaders. I think 2021 is going to be more of the same. 2020 brought in a huge

portfolio of change that was unexpected and everyone was very reactive,

certainly early on. I look at 2020 as the sprint. I think 2021 is the beginning of



the marathon of transformation, a new world, a new world of work, a new way

of operating, both within and outside of work, because we are faced with a

different set of conditions.

We all need to look at how we stay relevant as leaders, and also as businesses.

This means things have to change. What was relevant in 2019 is not relevant,

necessarily, in 2021. And so we have to be able to lead the longer term change

and transformation. That requires sustainable leadership practice.

So let’s start with the foundation, and focus in particular on leading yourself.

There are 3 key things that you need to be thinking about, reflecting on and

taking action on when you consider your own leadership. This is the knowing,

being and doing of your personal leadership. And the first thing is that you

need to Face Up. And that means you need to look in the mirror pretty

regularly and just notice the good, the bad and the ugly. Whatever that may be,

simply notice it. This is about elevating your self-awareness.

The second thing you need to do, knowing yourself, is to Show Up with your

resources in their fullness as much of the time as you can. This is not about

being perfect; it is understanding what your strengths are. It is being mindful

and present. You need to show up at your best using your different capacities

and capability as much as you can. And that’s self-management.

The final component is that you need to Step Up. Step up is about your

growth as a leader, and continuously learning so you always have something

new to offer the people you serve. It is about self-development.

First Lead YourselfTM



These elements are fundamental to being a leader, to that real commitment to

your own leadership, and to the practice of your own leadership. You support

the elevation of your leadership, an evolution of your leadership, and finally, a

revolution of your leadership. This is the First Lead Yourself philosophy.

This is our focus. You and your leadership of self. In this book, I am primarily

focused on helping you to Show Up in 2021 and beyond.

I will share with you 5 key principles that will help you to elevate your

leadership right now. To help you to be your best using the resources and

strengths you already have. To Show Up in 2021… and beyond.
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CHAPTER 3

THE PRINCIPLES

long with the 5 key principles, I’ll share some simple insights into what

you can do to first lead yourself and create the opportunity to really step

into your leadership and 2021.

The 5 Principles: Fill your own cup.

As the saying goes, you can’t pour from an empty cup. So it is really

important that you focus on keeping yourself in the best state possible.

So fill your own cup.

Foster connection.

This was a big theme for 2020, that people feel a loss of connection

with certain parts of their network and social network. This is key.

Focus specifically on the important.

Which good leaders in emergency do very well.

Elevate your practice of leadership.

Be deliberate about how you develop your leadership.

Operate in your zone of genius.

Fulfil your leadership role using your unique strengths, knowledge and

skills.
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CHAPTER 4

PRINCIPLE 1: 

FILL YOUR OWN CUP

hy is this important? Because leaders have had a challenging year,

and there is more ahead. Leaders are fatigued, yet know they need to

show up for themselves, their teams and their organisations. Leaders

need to look after themselves, so they can look after others.

I’m sharing with you a simple exercise designed to help you fill your own cup.

You might want to grab a pen and paper or tablet, whatever you use to take

your notes. This is going to be based on the wheels of life, which you may be

familiar with. It is about understanding, when you think about your need to fill

your own cup, what for you are the things that bring you energy. The things

that really do fill your cup.

This is about identifying the things that you need to have in place to support

you, the factors that influence how able you are as a leader. The things that

influence how resourced you feel, how resilient you feel, how energetic you

feel, how focused you feel. What are the things that you absolutely need in

order to be operating at your best?

ACTIVITY

So start by drawing this wheel (or download the resources for this book

to get the template https://ashleycoaching.com.au/show-up21-

resources/).

http://https//ashleycoaching.com.au/show-up21-resources/


Draw a big circle, and then you’ll be putting some dimensions in it. I

typically put in about 8 dimensions. You might have more, or you

might have slightly less. Perhaps you’ll have 6 or 10, something like

that. Draw your wheel with spokes for your different factors.

Wheel of Success

And now I’ll walk you through the factors.

They are going to be different for everyone. Some of the key factors for me,

and you can just fill out your wheel as we go, are things like sleep – super

important. When you’re sleep deprived, you don’t make good decisions, which

is not great for a leader. So sleep, how you do food that works for you,

exercise. And then from there you’ll probably have different factors. For me,



there’s a family piece that needs to happen, there’s social stuff that I need to

have going on. If I don’t have that, I’m not at my best.

I like to get outside – that’s really key for me. If I don’t get outside, I’ll start to

feel a bit flat after a while. And so on. Also, reading is important to me and

learning is important to me.

You will have different things. Some people have meditation or yoga, or

crafting, or what else? They might have prayer. There is a whole gamut of

things. This is about what is important to you. What are the factors that when

you have that, or you’re doing that, or you are spending time in that, it really

helps to build your energy and your resources?

ACTIVITY

Please fill out your factors on your wheel, just like my example on the

next page…with your unique factors that bring you energy.

Now you are going to complete a quick self-assessment for each of your

factors, within the range of 0 to 10, with 0 in the middle and 10 on the outside.

It’s important to note that you don’t necessarily need to have a factor at 10 for

it to be filling your cup. You may not ever get 10 and that’s fine.

ACTIVITY

Now I want you to ask yourself and assess: Where am I operating right

now? And as I said, you don’t necessarily need to get to 10 for a factor

to be enough to be resourcing you. You make an estimate of each of

those elements right now, and then you join them up. You will end up

with kind of a wonky wheel, like mine below.



•

•

Wheel of Success

I would say sleep is pretty good for me. Food is average. Exercise is good.

Family is okay. Outside time, not great. Reading is good. Learning, okay. So

again, self-assess really quickly where you are right now, and then just join up

those points. And you will get a wonky wheel, something like mine. The idea

here is to understand what is going on for you at the moment and how that is

supporting you.

Consider yourself right now.

How are you feeling?

How full is your cup?

Now consider your wheel. Some things might come to mind already as

opportunities or some of the contributing factors as to why you’re feeling like

you’re feeling.



You might be feeling great because you’re getting a little bit of everything you

need. Or you might be feeling a little bit flat, or unmotivated, or something

like that. And there might be something here that could help you with that.

ACTIVITY

Let’s move to the next step. Pick a different colour to draw with.

Now look at your wheel and consider: Where would I like these

different factors to be so that I really am filling my cup? So I’m feeling

resourced? So I’m feeling capable? So I’m ready to lead in 2021?

For me on my wheel, sleep is already good, food is okay, exercise could

help, some more outside time would definitely help the way I feel.

Family is good. A little bit more reading and learning would be nice.

And so again, join up your points. And you’ll get a different wonky

wheel this time. Most people do. It’s unusual, in my experience, that

someone has got everything exactly where they would like it to be.

Wheel of Success



What you will notice is that between your first wheel where you are, and your

second wheel, where you’d like to be, there are some smaller spaces, and there

are some bigger spaces, and that’s where your opportunity is to really fill your

cup.

For me, I have outside time as my big opportunity. Also exercise, reading and

learning have a smaller opportunity.

Wheel of Success



•

•

Now, knowing that, I can choose to take some action. I could choose to get

some outside time. Perhaps I’ll go for a couple of walks each week on the

beach. That will also help my exercise. And I can create some learning

opportunity for myself, whatever it is that I choose to do.

ACTIVITY

You can do exactly the same thing for yourself.

What are the one or two big gaps on your wheel that would really

help to resource you?

And what do you choose to do about that?

It’s a little bit of self-coaching, which is, of course, such a key when we are first

leading ourselves.



•

•

•

•

•

•

You can then follow that through.

What are you going to do?

When are you going to do it?

What are the steps?

By what date?

What is the commitment you’re making?

Who are you going to share it with?

ACTIVITY

Ask yourself these questions so that you know you really have a follow

through process. Now pop it into your calendar, or whatever other

commitment you need to make, in order to hold yourself accountable

to filling your own cup.

That was Principle 1, which was about helping you to fill your own cup.
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CHAPTER 5

PRINCIPLE 2: 

FOSTER CONNECTION

he second thing I want to talk about is the importance of connection. It

was a really interesting year in 2020 because a lot of people have reported

that their connection with family improved, due to a lot of people

working from home. They were seeing more of their family and spending

more time with them. And that’s a wonderful outcome.

On the other hand, though, there is a range of research showing some other

outcomes. Research from Glint’s employee engagement data in August 2020

found that more than 30% of people felt that they were less connected with

their teams than they had been in 2019. And more than 35% of people feel

that they are less connected with their leaders than they were in 2019. That is

not ideal. This is consistent with the stories I am hearing from the leaders I

work with.

Leaders want people to feel connected, to feel part of the community at work

in terms of both their team and their business. People who feel more

connected are typically more engaged and more productive. Therefore, it is an

area that we need to really be conscious of. It has an impact.

Another thing that makes this important is that people who are connected,

who have a network that extends both within their organisation and outside

the organisation, are generally happier, they are more productive, they are high

performing, they get paid more, they get promoted more often and they are

better liked.



As a leader and an influencer, if you have a strong network, it helps you to

access information, to have a support structure around you, to be higher

performing, to be more productive, to be more effective and to reap the

rewards of that in terms of job opportunities and so on.

So, what I want to share with you are some ideas to think about in terms of

getting a supportive network around you. Creating connection for yourself.

These are based on the work of Robin Dunbar, an evolutionary

anthropologist. This is what he determined in relation to the numbers of

people that humans work effectively with in their tribes, and the numbers they

are able to cope with cognitively.

We start with your inner circle, the 5 closest relationships.

And those 5, they might be family members, or they may not be. They might

include, for example, a trusted long-term mentor. Beyond that inner circle, and

very important for leaders, is the circle of 15. There are 15 key relationships

that everybody has. The 15 really strong, robust relationships that become

their core go-to people, and the core people that they also support. The

people who have real impact and influence on your success.

Dunbar’s Number



So the question is, who makes up that 15 for you?

It could be peers, team members, teachers, your leader. It could be partners,

customers or stakeholders. Perhaps it includes industry peers or mentors.

These people could come from anywhere. But it’s up to you to think about:

Who are those 15 super relationships I want to have?

Key Relationships



•

•

•

These are the people who really get you. They are also the people you really

want to be able to help and support, as well as them helping and supporting

you. These are the make-or-break characters in terms of your network.

I want you to really consider who is in that 15 right now.

How well is each relationship working right now?

Who else needs to be in that 15 for this year?

Beyond that, you have a circle of 150 people. You are not as invested in these

relationships as in your 5 and 15, though they are still important. 150 is the

number that we can manage effectively.

For our purposes, and to set yourself up for sustainable leadership, let’s focus

on the 15. This is the number that I want you to think about for fostering

connection.



•

•

•

•

•

What is the state of your 15 important relationships?

And what do you need to do about that?

How are they supporting you?

How are you supporting them?

How recently have you had contact with these 15 people?

The conditions of 2020 changed things. Some relationships didn’t receive

attention. That’s okay, people do understand it was a strange year. It’s now

about being proactive and getting your key 15 back into focus. It’s time to

think about who is in that group and what you need to do to make sure that

the relationship is supporting you both. And that’s not about getting on the

phone for half an hour with every person, every week or anything like that.

You will know what’s needed to keep the relationship current.

ACTIVITY

Right now, brainstorm your key 15 people.

I talk to my clients about relationships in 3 tiers.

There are the hot zone relationships, the ones you’re super invested in, put a

lot of energy and focus into. Think in terms of your inner circle of 5.

There are the warm zone relationships, which you do invest in, but not quite

as much. You don’t put in as much of your attention or as much of your focus,

but you do continue to nurture them because they are important. These are

your key 15.

And then there are the lukewarm relationships where they are perhaps people

that you have known in the past, though right now they are not as relevant, yet

you keep in occasional contact with. Or they are people that you have on your

radar, but you haven’t really initiated the relationship with yet, or you haven’t



•

•

•

•

elevated into the warm or hot status yet. These are your circle of 150

relationships.

Relationship Heat Map

Some things to think about:

Are you making good relationship choices for yourself in terms of

what you need as a leader?

How comfortable do you feel that you have the right kind of network?

How well is your network working for you?

How well are you working for your network?



• What actions do you need to take here to make sure you have your

network layered in the lukewarm, warm and hot zones and aligning

with your 5, 15 and 150 circle?
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CHAPTER 6

PRINCIPLE 3: 

FOCUS SPECIFICALLY ON THE IMPORTANT

he third principle, to focus specifically on the important, came up for me

because I’ve done a lot of work as a productivity consultant over the

years, and looked at what helps people to be high performers. And last

year I did a lot of research in the area of leadership during emergency and

disaster situations. The clear theme in both these areas is that good leadership

means leaders only focus specifically on the important – where they can add

value and make an impact.

They don’t get caught up in the noise. They don’t get caught up in busy work.

They don’t get distracted. They focus specifically and only on the important.

This means, as leaders, being very conscious about the choices we make.

Where do you put your attention, your energy and your focus? You may be

familiar with the Time Management Matrix, which is a Stephen Covey model,

as a way of understanding the different types of work and where you should

put your focus for maximum effect.

There are two things to think about. If you want to be making the biggest

difference you can as a leader, regardless of the conditions, or even in perfect

conditions, rather than pandemic conditions, do not just consider urgency

when you make decisions about what to work on. You also need to consider

impact.

So we have an urgency factor, and we have an impact factor. And when I say

impact, I mean, how important is this work? What value does it add? We have



high impact and low impact on the vertical axis. And we have very urgent and

not yet urgent on the horizontal axis. And so we get these four quadrants of

different combinations of urgency and impact.

Time Management Matrix (TMM)

Adapted from Stephen Covey’s “First Things First” Covey Leadership Center, Inc

© 2003

In summary, as leaders, you want to be operating above the horizontal midline

in Quadrants 1 and 2. You want everything you do to be about high impact.

You don’t want it to be low impact. It is not a good use of your time. You are

there to make a difference in your role as a leader, so you need to invest

yourself in the things that add value. You want to be operating above the line.

TMM — Typical Tasks



Adapted from Stephen Covey’s “First Things First” Covey Leadership Center, Inc

© 2003

To give you an example, this Quadrant 3, which is below the line, is low impact

and urgent. This is busy work. You must attend this meeting, you have to take

this phone call, you need to do this report, which no one will ever look at. It’s

busy work. It makes no difference. And yet there is this real adrenaline thing

that goes on there. If you stay in Quadrant 3, you tick off your very long to-do

list and yet, when you get to the end of the day, you wonder: What did I

achieve today?

Yes, I ticked off my list, but what difference did it make?

You know what? It didn’t actually make a big difference.

Focus your limited time, energy, effort and attention on important things.

Think about yourself as this incredibly valuable asset. You need to invest

yourself wisely to make that difference. And so invest yourself in the high

impact.
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When you get new things coming into your space, consider:

How important is this?

Why should I be doing this?

What makes it important?

Challenge. Ask those questions.

Your objective is to be spending no more than about 25% of your time,

hopefully less, in the ‘it is highly impactful’ and ‘it is urgent’ Quadrant 1.

This includes things like something broke, and we need to fix it. It’s things like

a customer needs something urgently. It’s not in the normal delivery space,

something went wrong, we need to fix it for our customer. It could be market

conditions changed, we’ve got to urgently respond to that. It could be we’ve

got a pandemic, we have to respond to that. That’s your important and urgent.

Quadrant 2 is important, and it is not yet urgent. This is the stuff you plan and

complete. So you have, for example, a customer supply chain. It doesn’t go

into Quadrant 1 because we know how to do it. And we plan it, and we

complete it, and we deliver it on time, most of the time. When there is a

problem with it, that’s Quadrant 1.

So Quadrant 2 is about plan and complete. This includes project planning,

business planning, strategic planning – all of that goes in there.

It is also about prevention of problems. So preventative maintenance. And that

could be preventative maintenance on systems, processes, technology, people.

It’s making sure your people go on holidays, or have health and well-being

support, all that kind of stuff goes in there.

Relationship building is another one that goes in Quadrant 2. That is right up

there with what I’ve just talked about in terms of your network, your

connectivity, having that support structure around you. And that is both

within your team and organisation, but also beyond your organisation.



There is considerable research to evidence that people who have a network

that extends beyond their current organisation actually have a more positive

mindset and are high performing (iOpener Institute). So you want relationship

building to be something that you focus on.

And then the final thing that I want to include here is capability building or

development. And again, that’s technology, and it is also people. You need to

be building capability for the future. You need to invest in your people to

develop them so that they can do all the great stuff that you have planned.

And so that you remain relevant.

TMM Your Target Focus

Adapted from Stephen Covey’s “First Things First” Covey Leadership Center, Inc

© 2003

I’m up in the upper right quadrant of the Time Management Matrix. To give

you a sense, the highest performers spend 65% to 85% of their time in this

quadrant. A high impact, value adding activity that is not yet urgent, focusing
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on the specifically important. When you think about your calendar, and you

think about what you are going to commit time to, it should primarily be

Quadrant 2 activity. You need to be clear about the decisions you make so that

you are focused on the specifically important.

Yes, you will do some Quadrant 1, and you allow some time to react to

Quadrant 1, because we know we always have Quadrant 1. So allow a bit of

time each day for that. Do not fill up your calendar with Quadrant 2; allow

some space to react. In terms of where to focus, if you want to be first leading

yourself, you need to focus on those activities where you make the biggest

difference. Which is high impact, value adding activity.

So when you think about your planning, think about how you are spending

your time, and how you choose what you are going to focus on. Remember

the importance of focusing on the important.

Now, personally, every Friday afternoon I look at the week ahead and I make

those choices. Of course, I’ve got time booked out weeks and weeks in

advance. But I specifically look at the next week or two to make sure that I am

focused on the important and the impactful.

ACTIVITY

Complete the Time Management Matrix for yourself.

Where are you spending your time right now? Which quadrants?

What action do you need to take to ensure you focus specifically on

the important?

How do you plan to stay focused on the important moving

forwards?
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CHAPTER 7

PRINCIPLE 4: 

ELEVATE YOUR PRACTICE

here are two simple ideas I want to share with you to help you elevate

your practice. Before I do that, though, very quickly just consider that

leadership is a practice. It is something that we need to work on in order

to improve. Being a leader does not happen simply because we want it to, or

because we end up in a leadership role. Real leaders continue to learn, to apply

and activate their learning, and in doing so add more to their leadership. They

practise leadership.

Feedback

The first idea to elevate your practice of leadership is to be proactive about

getting feedback, actively eliciting feedback from people. Something we can all

be better at is getting more feedback, and getting more of the right sort of

feedback so that it really contributes to you elevating your practice.

To improve the quality of the feedback you receive, I suggest asking very

specific questions rather than general questions. Asking general questions like

‘What do you think of my leadership?’ will get you general answers like ‘It’s

fine.’ Which doesn’t help you very much.

Asking specific questions like ‘What one thing could I improve in my

leadership approach?’ is likely to elicit a more specific and valuable response. A

response which you can then choose to turn into action.



The other suggestion I have for eliciting useful feedback is to use an above-

the-line approach, which helps people to feel comfortable about offering you

feedback.

Firstly, you can ask someone, ‘What went well?’

For example, ‘What went well in today’s presentation?’ People are comfortable

offering some positive observations to start the conversation. This does not

typically provide you with an opportunity for improvement, though. So we

need part two of this conversation.

You can follow up by asking the other person to complete this statement: ‘It

would be even better if…’

That provides an opportunity for them to share ideas and suggestions for

improvement in a constructive way. Much more comfortable.

Try it out next time you want some useful feedback.

WWW EBI
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Space to Lead

The second idea to help you elevate your practice of leadership is to create the

space to lead.

There are 3 elements to consider here. I have already discussed the idea of

specifically focusing only on the important. In order to be able to do that,

though, you need the right conditions to be able to focus, so that you can be

leading and elevating your practice of leadership.

The first element here to create the space to lead is to consider your physical

environment, the space that you work in.

Is it a space that is conducive to supporting your work? Or is it messy

and cluttered?

Have you got enough space?

Have you got the right kind of equipment?

Can you find the things you need for your work?

The second thing is the calendar space, and I have mentioned a little about this

earlier in the book.

Have you got time to do the important work?

Have you allocated time to do the important work? Or is your calendar

full of meetings that add no value?

The third element is your mental space.

Have you got any mental space or is your brain cluttered full of junk?

Are you trying to remember your to-do list?

Are you stressing about something else that you have not taken control

of ?

Start thinking about your mental space as well.



You need to clean out those 3 spaces so that you do have the space to lead,

which enables you to generate the potential to focus, to think and to create as

a leader.

Space to Lead

There are many things that you can do to support this.

High priorities should be decluttering your work environment, whether you

are working from home or in the office. Decluttering your calendar and

making sure that only the important things go into your calendar. Decluttering

your brain. If you have things you need to remember, put them somewhere

else, for example, on a todo list or in your calendar. Somewhere that is not

your brain. You can only hold about 7 thoughts consciously at the same time.



So if you have more than that, they’re competing for space. Declutter is the

key idea here.

ACTIVITY

Just do it.

Declutter your physical space.

Declutter your calendar space.

Declutter your mental space.

Then you create that space for you to step into your leadership, to elevate your

practice of leadership, because you can think, you can focus and you can

create. And creativity is such a key activity for leaders. It is about new ideas,

new options, new choices. It is about vision, it is about the structure of team

and capability, it is about process improvement, all of this is creative. You need

the space to create and be strategic.
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CHAPTER 8

PRINCIPLE 5: 

YOUR ZONE OF GENIUS

perate in your zone of genius. What I mean is to get in flow, to be in

the space where things are easy for you. The space where you are using

your strengths and you are using your energy, and you are doing things

with ease.

When we think about ourselves as leaders, obviously we want to invest

ourselves in the important, we want to have a nice, great space to be able to

work in, we want to resource ourselves. But we also want to get into that zone

where things are just easier. I’m sure you have done work and it’s just been

hard. It has drained you of energy, maybe it was boring, or it feels like you go

at a snail’s pace and you don’t make a lot of progress. Often it feels like that

because you are working outside your zone of genius.

Think about your current situation.

How much of your time are you currently spending in your zone of

genius?

How do you spend as much time as possible in your zone of genius?

How do you even find your zone of genius?

The first thing is to ask yourself these 3 questions: What do I know?

Which is skills, experience, capability, everything you have learned.

What do I love?



3.

What brings me energy? What makes me happy? What gives me

satisfaction? What do I feel really enthused about? Where am I using

my strengths? That sort of thing.

And then, how can I contribute?

The contribution is about: What are the goals for myself, my team, my

business? What is the vision? What is the mission? So where can I

contribute to that?

That creates the potential for you to be productive, as you use your knowledge

and skills to contribute, and to have passion for what you are doing, because

you know it and you love it. And to be on purpose, because you are

contributing to a space that you love and enjoy, and you are using your

strengths.

This is your zone of genius. Your potential.

Know, Love, ContributeTM
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ACTIVITY

The next step is to really think about those key things for yourself. This

is a straightforward brainstorming exercise. I’d really encourage you to

think about these questions for yourself and capture your ideas. Make a

list or a mind map.

What are all the things I know? My skills, experiences, learning,

knowledge.

What are all the things I love that bring me energy? And that could

be talking to people, it could be going through information, it

could be working in teams, it could be making decisions, teaching

others, building relationships, detail, strategy. There are so many

things.



• How can I contribute to the bigger picture? Again, this is about the

impact, high impact, high value adding.

When you bring those 3 things together, you get into that zone of genius

where you can get into your peak flow state and things happen. And this does

not drain your energy, but instead it brings you energy and you make a big

contribution. You are using all of the great knowledge and skills you have

accumulated over the course of your life.

If you operate in this space as much of the time as you can, you will be making

a contribution, you will be focused on the important, and you will be

supporting your resourcefulness. You are not working against yourself – you

are working with yourself. And this makes it easier to maintain your cup at a

higher level of full because you are not doing things that drain your energy.

If you can apply these ideas and look for the opportunities in your role as a

leader to really be able to bring those things together in your zone of genius,

life is going to be so much easier. There are enough complications in the

world, simply with the rate of change. Forget the pandemic. Just the rate of

change, technological advancement, the real interconnectivity, the speed at

which everything happens, and then put a global pandemic on top – we’ve got

enough complexity. Make it easy for yourself to lead by being in your zone of

genius.

ACTIVITY

Consider what you can do to operate more often in your zone of

genius.



CHAPTER 9

SHOW UP

So these are my 5 key principles to help you Show Up and some ideas to first

lead yourself. If you choose any one of these and make some progress, I’ll be

happy. Any more than that, I’ll be over the moon because I know you will be

better positioned for sustainable leadership.

So Show Up. Take action that will support you and your leadership and rise to

the challenge.

Good luck.

I’d love to know how you go.
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