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R E C O D I N G  Y O U R  L E A D E R S H I P,  P a r t  I n  
We tend to think that the external rewards (pleasure, plan, financial gain) is 
what motivates us. Daniel Pink (author of “Drive”) spent 4 decades of scientific 
research on human motivation. The carrot and stick approach (pleasure and 
pain) is outdated in the 20th century. The secret to high performance and 
personal satisfaction is a deeply human need to:  

•  Drive our own lives (autonomy) 
•  Learn to create new things (growth) 
•  To do better by ourselves and our world (purpose) 

These are at the center point of human motivation. As a leader it’s our job to 
create an environment where people are motivated to be their best selves.  

You might think a leader is supposed to motivate followers. You ask ‘How do I 
motivate people?’ (installing it in them). Leadership is really creating the 
environment where their natural intrinsic already existing motivation can 
flourish. 

C O R E  D E V E L O P M E N T  T R A I T:   L I S T E N I N G  
One of the most powerful leadership traits is…listening. We can’t create an 
environment for growth without listening to them and their needs. The image 
of the leader is usually active, this can get in our way.   

Being the leader is not just about telling people what to do, Creating an 
environment for growth is not something you just bolt on. It needs to be 
integrated into the collective effort itself. When the person who’s motivated to 
follow you takes the actions they need to take to move the mission forward. 
Taking the actions themselves has to be congruent with having them grow. 

At a performance review one of the most powerful questions you can ask is a 
single question:  

“What do you want to be able to do in 6 months  
that you can’t do now?” 
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D E C O D I N G  H U M A N  D R I V E  A N D  M O T I VAT I O N  

T H R E E  K E Y  O B J E C T I V E S  T O  M O T I V A T E  
Your objective is to create an environment where people: 

#1  Have an opportunity to grow 
#2  They believe in the future vision (that it’s real, and that it’s good) 
#3  They have to feel like they are winning (at least most of the time) 

Redefine leadership for yourself in those 3 terms. 

We think that the thing to do to make people feel that they are winning is to 
say ‘At a boy!’ Knowing that they are winning most of the time has to be 
included in:  

•  How you conceive of goals in the first place, 
•  How you choose the direction, and 
•  How you measure how you are going 

It can’t be an add on later of praising people even when they know they are 
failing.  Develop ‘way points’ along the way so that people can experience 
winning along the path toward your larger longer term goals. 

W H Y  C A R R O T  A N D  S T I C K  I S N ’ T  T H E  O N LY  S T O R Y  
The carrot and stick method is not the only story. If we were purely motivated 
by carrots and sticks (pleasure, pain and financial rewards, it would make sense 
that the role of the leader was to make all the decisions (that would be logical) 
these external motivations can work well short term. 

A good example of carrot stick happens when good marketers and salesman 
are trying to get you to make a buying decision.  They use carrot and stick 
style marketing to have you really feel the pain of not having what you want 
and get more associated with the pleasure of what it could be like with their 
product and service. 
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D E C O D I N G  H U M A N  D R I V E  A N D  M O T I VAT I O N  

W H Y  C A R R O T  A N D  S T I C K  I S N ’ T  T H E  O N LY  S T O R Y  
These external motivations can work well short term. We aren’t saying that that 
doesn’t work at all. However, as a leader you are doing much more than 
getting someone to take an action once in the short term. You are actually 
looking to create a sustainable longer term relationship. 

A purely carrot and stick led environment leads people to always be searching 
for bigger and bigger carrots and avoiding bigger and bigger sticks (a 
somewhat hostile environment).   

You’d want to hide bad news and not say the truth (avoid the stick). You can 
imagine a lot less creativity with a leader making all the decisions. You can 
imagine people looking for a bigger job rather than filling the role they are 
uniquely meant to fill.   

There was a case study done in the Silicon Valley and in the 1980s the average 
tenure of executives was 12 years…today it’s less then 3 years pointing at what 
happens when leaders create this type of environment in today’s highly 
competitive organizations. 

What we want you to get is as leadership you are creating a longer term plan. 
You want people to maximally participate in your mission over a longer period 
of time and set up goodwill. 

With this new understanding of motivation we understand why the role of 
leader wouldn’t be to tell you what to do and how to do it or to become the 
one with the most supporters. 

T H E  R O L E S  O F  A  L E A D E R  
Given that autonomy, purpose, and growth is what drives and motivates 
people. We find that there are 6 roles that leaders must play.  The rest of this 
module will explore each of these roles and help give you the skills and 
understanding to master them. 
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T H E  V I S I O N  H O L D E R  
Your job as a leader is to create, hold, clarify and communicate the vision of 
the future that we are collectively moving toward. The more autonomous the 
followers the more crucial a clear vision is for the tens of thousands of 
decisions being made when you are not there.  

S T E P P I N G  I N S I D E  T H E  P I C T U R E  F R A M E  
You are literally creating a vision so clear that it’s like painting a picture with a 
path going off into the distance. It’s so crystal clear that it feels as if we could 
step into the frame and walk down the path you are painting. 

That’s the clarity that’s required for a leader who is the vision holder. 

Leaders have one foot firmly planted in what’s so and the other foot firmly 
planted in this future vision that they see, a world they want to create. As a 
leader you become the bridge between those two - what is and what is to 
come. 

H O W  T O  H O L D  T H E  V I S I O N  
If I were to ask you what your vision is, probably what you would do would be 
to make a picture in your mind of the future you hope to create and start to 
describe the picture that you see. 

For anyone who is not a leader, that is appropriate. Counter intuitively, when 
we say the job of the leader is to hold the vision, the vision is not held in your 
mind.  You are the only one that can see it. That doesn’t help you coordinate, 
motivate and collaborate with other people. They have to see the vision 

The vision you are holding is held in the minds of the team 
 (not in your mind) 

You have to constantly be perceiving the visions that your team sees and 
correcting when the vision they see doesn’t match the one you want them to 
hold. 
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T H E  V I S I O N  H O L D E R  

H O W  T O  H O L D  T H E  V I S I O N  
Ultimately if you have a team of 100 people, collectively the future vision that 
those 100 people believe is most likely is the one that will occur 

If it’s different than the one that you hold, you won’t have effectively led them. 
If you can direct those 100 people to all hold in their minds a vision that they 
think is most likely to occur and it’s a picture perfect match with the vision you 
started with in your mind. Then you will be effectively leading them to create 
that future together. 

They will hide out in any of the dark corners of the painting that can’t be seen 
or felt by them. Those spots where there’s not clarity is what has people stall 
and not make progress. 

As the leader it’s absolutely critical that you hold that vision  
in such a way that there are no dark corners 

The only way to know that is to have someone else to reflect to you your 
vision. Where you can see where they are confused, where they are unclear. 
Use that lack of clarity to be a reflection to you to further describe and get 
clear on your vision 

W H Y  M O S T  V I S I O N I N G  S T A T E M E N T S  A R E N ’ T  U S E F U L  
The idea of needing to create a common vision is a popular one (featured in 
self help and business books). There are some nuances to doing this right. 

So many visioning exercises succeed at creating common language that 
everyone can agree is good, but actually fail to produce an effective vision the 
leader can use to catalyze the organization. 

That’s because most vision statements leave out the most important part. 
What they tend to come up with is all the best possible things that the future 
could hold. 
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T H E  V I S I O N  H O L D E R  

W H Y  M O S T  V I S I O N I N G  S T A T E M E N T S  A R E N ’ T  U S E F U L  
Here’s how nearly all visioning statements look: 

“We want to be #1 in the world” 
“We want to offer the best product with the best people in the world with the 
best shareholder value”  

All of these universally positive statements. They don’t want to leave anything 
out.  

When you add in every possible variation your vision ceases to mean anything.   
All of these universally positive adjectives devalue the use of this as a visioning 
statement. 

A vision statement is actually useful if it helps you make difficult decisions.  

The most important part of a vision is what you are willing to give up 

That is what we feel that most people leave out. If it’s important for you to 
have the highest quality product and be the first to market. How do you 
choose when those are in opposition? You simply can’t always do both of 
these at the same time. There will come a time when you have to choose. ‘Do 
we get it out now? Or…hold off and make sure it’s of the highest quality? 

Really good vision statements help you make those trade offs and decide what 
we are willing to give up. That’s what most people don’t do when they vision 
hold they only give you the universally desirable qualities and they fail to tell 
you what there is to leave out.  When you vision hold we want to make sure 
this is an aspect of how you do it. 

V I S I O N  C O M M U N I C A T I O N  E X E R C I S E  
In the Module 9 Workbook we give you a vision communication worksheet. It’s 
a way to create motivation, a way to communicate a powerful vision quickly. 
This is a way of formulating how to speak about your vision to give people the 
right picture to start with. 
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T H E  TA L E N T  AT T R A C T O R  
In addition to being the Vision Holder your job as a leader is to attract the 
team that can make your vision into a reality. 

Entrepreneurs often invest hundreds of hours perfecting the perfect language, 
funnel, and brand touch points in order to attract their customers. When it 
comes to attracting their talent, people will only spend a few minutes typing 
up a job description and just post it on a job board and hope for the best. 

To truly be the talent attractor you have to first realize that it takes your 
attention. Leaders who are surrounded by great teams are constantly 
networking, selling, and marketing to potential team members even when 
there is no clear job opening available. 

Talent attracting doesn’t begin and end the moment you have your job 
description ready to fill the role. It’s a continuous thing you are doing every 
time you interact with people. 

B E I N G  A  M A G N E T I C  L E A D E R  F O R  T A L E N T  
You can’t have a magnetic project or organization without magnetic leaders. 
As a talent attractor it’s your role to compellingly and publically share your 
mission in a way that feels real, tangible, and enrolling.  

As a leader you are the spokesperson for your project. Magnetic is a way of 
speaking about a project that allows people to see opportunities for them to 
insert themselves and participate. 

5  D E T R A C T O R S  T H A T  D I M I N I S H  Y O U R  A B I L I T Y  T O  
A T T R A C T  T A L E N T  
People pickup on your relationship to your mission. If they don’t want to 
experience that relationship themselves then they won’t want to join your 
team. You’ll want to make sure you aren’t doing any of the following 5 things 
which detract and diminish your ability to attract talent: 
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T H E  TA L E N T  AT T R A C T O R  

5  D E T R A C T O R S  T H A T  D I M I N I S H  Y O U R  A B I L I T Y  T O  
A T T R A C T  T A L E N T  
Those 5 detractors that diminish your ability attract talent are: 

#1 Talking about how busy and stressed out you are (frazzled and frenzied) 

#2 Short selling the vision (letting people feel your lack of confidence in your 
vision)  

#3 Over stating the impact of their vision (“It’s a brand new app.  It’s going to 
change the world!”).  Realize your mission just as it is without exaggeration is 
way more compelling. 

#4 Wanting to own too big a part of your project (Being too big for your 
britches).  Talk about your vision with you in an appropriate role leaving room 
for them to participate. 

#5 Having a reluctance to invest in the future (Don’t talk about how little 
you’ve invested to far) 

Make sure you are not making any of those 5 mistakes 

C O M M O N  O B J E C T I O N  T O  A T T R A C T I N G  T A L E N T  
You might be thinking ‘I can’t go hiring a team until I have the resources.’ If 
you wait until you have the resources that can afford and attract the best team 
you’ll never get there. It’s like waiting until your row boat reaches the shore 
before getting strong rowers in the boat.  

We encourage you to accelerate the rate at which you build your team of top 
players. 

B- players seek compensation, A+ players seek a vision they can believe in 

They want to create the organization with you together 
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T H E  TA L E N T  AT T R A C T O R  

W H E N  D O  Y O U  A T T R A C T  Y O U R  N E X T  3  C A N D I D A T E S ?  
Always have in mind the roles of the next 3 people you want to be working 
with regardless of where you are. Most people think about the people they 
need to hire too late. They want to get to a certain point and they can’t get 
there without the people they want to hire next, but without getting there they 
don’t have the money to hire them (catch 22). 

We want you to begin to look for the talent you need to reach your next way 
point and begin that process sooner than you think you should. That’s how you 
are going to get to the next point. 

As the talent attractor think several steps ahead knowing who you’ll need and 
when you’ll need them. We recommend you select the criteria you’ll use to 
trigger when you’ll begin the hiring process…and begin it sooner than you 
think! 

If you are doing the job of reaching out to your network continuously you will 
have likely met many of the people that could fill those roles. 

P R I N C I P L E S  O F  P R O F I T A B L E  J O B  D E S C R I P T I O N S  
The way to do this smartly is to create what we call a profitable job 
description. If you follow these principles you’ll know exactly how much risk 
you are taking on and set yourself up for success. 

#1 Principle of Net Positive Value

Each role (or group of jobs) creates between 2x – 10x the value. If you pay 
someone $50,000 a year they should be creating $100,000 worth of value 
(minimum).  

If you know you are creating a net positive value for each person you hire then 
it’s easier to make that decision. Every person is adding more than what it’s 
taking to pay them. It could be a set of people but collectively the amount you 
pay them (fully loaded) should be at least 2x that you are receiving. 
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T H E  TA L E N T  AT T R A C T O R  

P R I N C I P L E S  O F  P R O F I T A B L E  J O B  D E S C R I P T I O N S  

#1 Principle of Net Positive Value (continued)

That value is measured by direct revenue or hard cost savings …not 
convenience. 

What some advise you to do is to hire the people that will do the tasks you 
don’t like doing. That can be done in a way that’s profitable but most of the 
time they don’t because you aren’t using that time to cost save or setting up 
metrics that would have the person measure the success of their job by how 
much time they liberated for you to make more value for your project. 

#2 Principle of Known Quantities

You either have to hire someone that’s achieved the results you want to 
achieve already, or you have to hire someone to do something that you know 
you could do successfully yourself - the system for creating it has already 
happened. 

Hire someone who has done it, been successful at the scale  
you want to do it at 

That means you are hiring people who have done it before. Your opportunity 
for mentorship starts with all the roles you yourself have done successfully. 

Where the principle of known quantities really has to be followed is when 
you’ve hired someone who has never done something before to do something 
you have never done before in your own business.   

All of the mistakes that are going to cause that thing to fail. Will be things you 
won’t see coming because your experience and their experience won’t tell you 
that it’s a bad idea. Don’t do it! 

Use the principle of known quantities to determine the requisite experience, 
traits, and skills that they need 
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T H E  TA L E N T  AT T R A C T O R  

P R I N C I P L E S  O F  P R O F I T A B L E  J O B  D E S C R I P T I O N S  

#3 Performance Based Pay Attraction

Your B players are looking for compensation.  You’re A players are looking for 
a vision they believe in. Performance based compensation, with them getting 
some of the upside if they are successful, tends to attract an A player and 
scare a B player. 

If their pay is dependent on how good a job they do (B and C player is 
probably not that confident). An A player in the same situation will go ‘Wow 
you mean I can get the upside and not cap my salary? I’m in!’  

For you’re A players you want to include performance based pay attraction. 

Offer a base salary only if you are certain that any competent B or C player can 
achieve that outcome if they are using a system that you have used yourself 
and you have a history of performing at a known base level then a base salary 
works. 

If it’s all about achieving more than you’ve achieved and you are filling a role 
that’s designed to expand something at your company not just maintain your 
current systems then use this principle of performance based pay attraction, 

#4 Principle of the Missing Piece

In order to attract talent you have to understand why a person with the 
requisite skills that you need in order to attract talent you have to understand 
why a person with the requisite skills that you need  Won’t be better off just 
starting a business to compete with you. There has to be something that they 
are missing that you are offering in order for it to work.  What missing piece or 
key asset, capability, or advantage does joining your team give them? 

Separate sales, marketing, and fulfillment. Sales is no good if there is no 
fulfillment. Fulfillment roles are no good without sales. If you can get those 
two people and build a team out of them, each part creates a missing piece 
for the other. You can also separate the income from the expenses. 
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T H E  TA L E N T  AT T R A C T O R  

P R O F I T A B L E  J O B  D E S C R I P T I O N S  
In the Recode Module 9 Workbook you’ll be creating descriptions for the next 
3 people you’ll want to be working with.  First you’ll come up with a creative 
title or role, something that would be attractive to them.   

Then you’ll identify the 3 metrics and their respective goals that are going to 
tell you whether they are being successful in that role. When those are 
achieved it’s a profitable job description. 

In addition you’ll write down 3 Capabilities. Then you’ll use the compensation 
and ramp time (the time you think is necessary for them to reach their goals) to 
come up with your risk investment (compensation x ramp time). 

S M O O T H  T A L K E R S  V S  S M O O T H  D O E R S  
If you are building these job descriptions that means pretty soon you’ll be 
doing interviews. We want to warn you between the difference between 
smooth talkers and smooth doers. 

A smooth talker is usually articulate, and can say all the right things, are 
charismatic and leaves you with a feeling of confidence.  A smooth doer is 
often less focused on how things are articulated but is a rock star when it 
comes to taking action, consistency, and implementation. 

If you have a smooth talker do a good interview but their job involves skills 
that need doing (not just talking) then you are going to have a problem.  The 
skill of convincing you to have confidence they can do it and the skill of doing 
it is completely different. 

The secret to a winning hiring process is to include these mini auditions - a 
small project they can do while you are observing so you can see the quality of 
their work and the style of their thinking or creativity which you have them do 
in an interview setting. The person giving you the highest level of confidence 
and excitement is often the one that struggles the most when implementing. 
The other person who didn’t answer the questions very powerfully ends up 
really kicking butt. 
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T H E  D E L E G AT O R  I N T E R V I E W  L E E  F R A N K L I N  
Background:  Lee had 2300 people reporting to him at Sprint and  built a 
400+ mile fiber optic network with only 15 employees. 

What is delegation? Delegation is a major leadership responsibility because 
leaders do all of our work through other people. There are very few texts on 
the subject of delegation, even though it’s the way we get work done through 
other people.  

A U T H O R I T Y  V S  R E S P O N S I B I L I T Y  
You can delegate authority but not responsibility. Authority is the right or 
assignment to make decisions and carry out a complex task.  

Responsibility:  Whether or not it produces the desired results, it come back to 
rest in the lap of the person who delegated the work. When the results are in, 
the results fall back to you. 

9  S T E P S  T O  D E L E G A T I N G  W E L L  
Step 1: Knowing what you want

Don’t just turn around and hand the authority to someone without being clear 
in your own mind about what you want done 

Step 2: Get agreement on the desired outcome 
Insuring that they understand what you want don. Be quiet and have them 
report it back to you, Listen for where there might be gaps. 

Step 3: Get agreement on the approach

If you are working with someone new, ask  “How will you approach this task”? 
Sort for your confidence level that the person will achieve the desired 
outcome.  Get alignment on the approach. The driving force for any business: 
People want to grow. People will grow if you have confidence in their ability, 
and you absorb the risk.  

Judging how much is a stretch is the true art of delegation. If you arrange it so 
you have the lowest risk, your best people will leave. 
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T H E  D E L E G AT O R  I N T E R V I E W  L E E  F R A N K L I N  

9  S T E P S  T O  D E L E G A T I N G  W E L L  
Step 4: Agree on the timeframe

Stay in agreement on a reasonable time frame when things change. Daily, 
Weekly, or Monthly meetings create routinely “light” conversation. If you get 
in the practice of communication that isn’t high value, then where there is 
something to say, you might not say it because you are in a routine of low 
value communication.  

Not time-based Project-based 

Step 5: Agree on metrics for success

How will we know its been done to satisfaction? 

Step 6: Agree on resources

Let them come up with as much as possible in this whole process.  

Step 7: Agree on the milestones

That’s how you gauge their thinking processes and values. That allows you to 
design a good stretch. We get much better solutions when we are working 
together on thinking it through.


Step 8: Agree on the consequences

If there is any way to talk about the consequences this being done well or not 
well…this is the time to do it.  Its unfair to impose consequences after the fact. 
Not punishments or demerits. Consequences happen in a corporation, but 
also happen within a community for any project. 

Step 9: Leave the delegate alone

What you need to do is let them work free of your interference. 
Micromanagement is the downfall of delegation. Why delegate if you are 
going to in fact manage it? The people who will tolerate micromanagement 
are not your best people. 

You will never be more successful than the people reporting directly to you. 
Your mission is too big for you to be able to do it alone. 
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T H E  C U LT U R E  C U R AT O R  
The culture of your team is how it feels to be on the team.  It’s the result of a 
system of rewards and consequences that govern how people treat each 
other. The types of rewards and consequences that create culture are not the 
types that you normally think about putting in place on a team or project. 

It’s not reprimands, bonuses, or promotions. We’re talking about the subtle, 
social, informal rewards and consequences automatically delivered between 
people. They are primarily unspoken and learned from watching and being 
inside it (rather than reading them on a sign). 

C U LT U R E  E A T S  S T R A T E G Y  F O R  L U N C H  
Most people think the amount of work that one person can get done in a day 
is roughly equal to the amount of work another person (with the same basic 
skills) could get done in that same day. There’s an amount of time every unit of 
work requires. 

Factors like: mood, motivation, good team relationships, a sense of urgency 
and accountability, willingness to make decisions can have a dramatic effect on 
what a person accomplishes in a day. 

It’s closer to the truth to estimate that a person at their most effective can 
accomplish 100x more than a person at their least effective. Culture is what 
drives those factors.  

A team of 100 people with a culture of excellence and accomplish can achieve 
as much as a company of 10,000 people with a culture of mediocrity and 
bureaucracy. 

This role is incredible critical as a leader and you as the leader have to hold 
this role (you can’t delegate this) which is why Peter Drucker is famous for 
saying “Culture eats strategy for lunch!” 

R E C O D E  A C T I VAT O R  1 4  M O D U L E  P R O G R A M  
M O D U L E  N I N E  –  R E C O D E  Y O U R  L E A D E R S H I P  
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T H E  C U LT U R E  C U R AT O R  

D O N ’ T  F A I L  G R A C E F U L LY  
John Hamm (CEO, author of “Unusually Excellent”) described the culture of 
failing gracefully. You start out with a goal and everybody thinks you are going 
to win. Often it looks like you are not going to get there people start to decide 
you are not going to win. 

In a culture of failing gracefully people switch from actually trying to win and 
putting effort and energy into winning they switch to putting effort and energy 
into making it okay that they are not going to get there. 

The organization puts most of their energy trying to look good failing rather 
than trying to succeed. Think about the mission and how important it is and go 
for it!  You have to build a culture where that’s what is created and that’s what 
is expected. 

W H A T  T O  P A Y  A T T E N T I O N  T O  
Culture covers every possible interaction between every possible person so it’s 
too big to track all of it. There are some key questions that we want you to 
pay attention to and ask. The highest leverage interactions to pay attention to  
are these: 

1.  How do you decide what to do? (your culture of decision making) 
2.  How do you know if you are on track? 
3.  What happens when you meet or exceed expectations? 
4.  What happens when you fall below expectations? 

Those 4 are the interactions you want to be tracking. In each of these 
interactions (Scale 1-10) as these questions of yourself and everyone in the 
organization. 

1.  Do people feel comfortable telling the truth? 
2.  Do people trust each other to do excellent work? 
3.  Are people inspired to bring their best? 
4.  Do people expect to win in the long run? 

R E C O D E  A C T I VAT O R  1 4  M O D U L E  P R O G R A M  
M O D U L E  N I N E  –  R E C O D E  Y O U R  L E A D E R S H I P  
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T H E  C U LT U R E  C U R AT O R  

D O N ’ T  F A I L  G R A C E F U L LY  
Imagine two different companies and a meeting that’s occurring at both 
companies. Same agenda: We failed to meet our targets. 

1st Company:  Everyone tells the truth. Everyone trusts each other. Everyone is 
inspired to bring their best. They know they are going to win in the long run. 

2nd Company: People don’t tell the truth (culture of blame). They don’t trust 
each other to do excellent work (Yeah right!). Not inspired to be their best (not 
stepping up). They think about they long term and think ‘It’s not going to 
work.’ 

Same circumstance, wildly different culture. Your honest answers to those 4 
circumstances when applied to the 4 high leverage interactions will give you 
an excellent read on your culture.  

It’s going to act like a magnet. Culture can be one of your biggest allies in 
creating an environment of learning and development. They have to rise 
themselves up. It can be your biggest hindrance. Anything you do to try to 
invest in an individuals behavior will be thwarted and brought down by the 
culture. 

C U LT U R E  S U R V E Y  
In the Recode Module 9 Workbook there is a Culture Survey. Start by 
answering for yourself and if you work with other people get their answers as 
well. Any area that averages below a 7 deserves your immediate attention as a 
leader. Finding out what is impacting their experience and being creative 
about solutions:  Structural Changes, Behavioral Changes, Interpersonal 
Changes. 

Your job as a leader is to create the environment where people trust and 
respect each other. This is not the same as being the go-between or mediator 
when people have clashes. You are not a parent. You don’t want to be the 
person people complain to You want to be the person people come to get 
advice for how they themselves can manage those issues and establish trust. 

R E C O D E  A C T I VAT O R  1 4  M O D U L E  P R O G R A M  
M O D U L E  N I N E  –  R E C O D E  Y O U R  L E A D E R S H I P  

18	
  .18 

VIDEO 

6




T H E  S C O R E K E E P E R  
Its your job as leader to decide how the team: 

1)  Will keep score 
2)  Will relate to the score 
3)  Will U-Turn (change direction) along the way 

Pick an external feedback source to determine: 
A)   Do you have the right strategy? 
B)   Are the actions actually working? 

You can use revenue, number of people, results from a survey, average length 
of time, or something else.  

Y O U R  R E L A T I O N S H I P  T O  T H E  S C O R E  
Powerful leaders have a powerful relationship with the results, and with what 
happens when those results waiver. Status meetings, stats on the home page, 
video monitors with stats, dashboards, are all methods for keeping score. 

Most leaders, when they are new, think that the team’s response to the score is 
up to each person. Leaders need to identify how your going to get feedback 
in the organization, as well as how people will relate to that feedback. 

Y O U R  R E L A T I O N S H I P  T O  F A I L U R E  
Leaders must develop a powerful relationship to failure. When you keep score, 
sometimes the score is  going to be bad.  To have a powerful relationship to 
failure don’t tie it to your personal life story. Set the tone for how to relate to 
feedback, because that’s the way the team will relate to feedback. 

The newer it is, the less chance you will get it right the first time. Set out to win 
the game, be honest about the score, and understand that everything you try 
leads to a better understanding of what you should do to move forward to be 
successful. 

R E C O D E  A C T I VAT O R  1 4  M O D U L E  P R O G R A M  
M O D U L E  N I N E  –  R E C O D E  Y O U R  L E A D E R S H I P  
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T H E  S C O R E K E E P E R  

U - T U R N I N G  
Your job is not only to keep the score, have a powerful relationship to 
feedback, but also to know how and when to U-turn. If you keep getting 
feedback that you are failing, you either need to redefine the goal or redefine 
the team. Organizations that are successful long term are able to u-turn 
quickly. 

F E E D B A C K  M E T R I C S  &  C O N D I T I O N S  
Use the RECODE Module 9 workbook to set feedback metrics for your 
organization.  You’ll identify the top 5 metrics for success for your project and 
describe how you will receive feedback, what systems and methods you will 
use to track feedback, what your stop loss criteria are, and how you will course 
correct along the way. 

R E C O D E  A C T I VAT O R  1 4  M O D U L E  P R O G R A M  
M O D U L E  N I N E  –  R E C O D E  Y O U R  L E A D E R S H I P  
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T H E  G U A R D I A N  O F  F O C U S  &  E X C E L L E N C E  
Your job as a leader is to protect focus and excellence. Sometimes this 
requires the muscle of being able to have difficult conversations. Sometimes 
it’s the right thing to do to ask someone to leave the team so you can guard 
focus and excellence It’s the most commonly avoided conversation, and 
therefore the most costly. 

B E L I E V E  O R  L E A V E  
If you are creating a culture of achievement, you have to believe in people. If 
you don’t believe in someone, your lack of belief is every bit as damaging is 
any “bad” behavior. 

If you don’t believe someone can do their part and you don’t talk to them, you 
are comparing the emotional cost of their performance to the cost of having 
the conversation, but that’s not the entire cost.  

Consider all the costs of not asking someone to leave who you don’t believe 
in: 
1.  The cost of inaction is huge 
2.  Its not better for someone to be in a role that they can’t succeed in. Its 

miserable for them as well as you. 
3.  It teaches the team that you value comfort over success, and being polite 

over growth 

H I R I N G  &  F I R I N G :   H O W  T O  K N O W  W H E N  I T S  O V E R  
How can you tell when you should keep investing, versus knowing its over? If 
you can’t tell whether to let someone go or not, then you are harboring 
inauthenticity. 

Ask yourself, “What am I pretending is true in this relationship?” Journal, or 
get coaching to get perspective to look at what you are not seeing.  

We almost always believe in people’s possibilities. We must believe that they 
will succeed.  

R E C O D E  A C T I VAT O R  1 4  M O D U L E  P R O G R A M  
M O D U L E  N I N E  –  R E C O D E  Y O U R  L E A D E R S H I P  
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T H E  G U A R D I A N  O F  F O C U S  &  E X C E L L E N C E  

Y O U R  O W N  L I M I T A T I O N S  
Often you will fire someone based on your own limitations, not necessarily 
theirs. Its up to the leader to create an environment that they can win inside of 
You couldn’t believe in them even though someone else might have been able 
to (and that’s ok). 

The most accountable stance you can take. Its appropriate to apologize about 
how your limitations have gotten in the way of their ability to succeed on the 
team. 

Wait a minute, “If its my fault, I should keep them on.” If its outside your 
capability, go ahead and admit that. It might be a reflection of your limitations, 
it might be a reflection of theirs.  It doesn’t matter. 

P U T T I N G  P R O J E C T S  O N  T H E  C H O P P I N G  B L O C K  
When someone wants more focus and excellence, they think about the thing 
they want to go towards but the highest leverage thing you can do to have 
more focus, is to put other stuff out of focus. 

Cut as many projects as possible. Embody the power of taking stuff off the 
plate. Its easy to imagine what new assets you need to create. Its less easy to 
declare an end to projects that clearly aren’t working but haven’t definitely 
failed yet either. 

The stragglers suck up a surprising amount of your mental energy, bandwidth 
and resources. Declaring and end to a project feels like you are opting out of 
the benefit. This is a false loss. 

All of the energy and time of the team will be spent on items that have the 
sense of rapid progress. We think that if we allow a (website) project to drag 
on, that one day we will get it done but the truth is if we kill it, at some point 
in the future, it can come up as a priority, and you can handle it rapidly. 

R E C O D E  A C T I VAT O R  1 4  M O D U L E  P R O G R A M  
M O D U L E  N I N E  –  R E C O D E  Y O U R  L E A D E R S H I P  
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T H E  G U A R D I A N  O F  F O C U S  &  E X C E L L E N C E  

T H E  T E A M  S P E E D O M E T E R  
The focus of your team is the speedometer. If everything you do is 100 mph, 
then the team is running fast and everything you do will be accomplished at 
that pace.  

If you have some projects running at 100 mph and some projects at 10 mph.  
Every project has the potential to bog down. There is an existential cost.  Its 
not just about your momentum. 

R E C L A I M I N G  Y O U R  A T T E N T I O N  
For every single one, there’s a tiny piece of your consciousness that’s attached 
to that project. You have a finite amount of consciousness. Imagine that for 
every project you have, you are divvying out a piece of your consciousness 
attached to that project until it is all the way complete. 

When it completes, that consciousness comes back to the whole, and can be  
attached to another project. This includes the things you think you should be 
doing that you are not doing. Cutting a troublesome projects allows you to 
reclaim your attention.  

Newness requires a large amount of consciousness. Freeing that attention is 
one of the highest leverage things you can do for you and your team. Any 
cloudiness or lack of focus, will have people caught up and spin their wheels. 

P R O J E C T  C U T  L I S T  E X E R C I S E  
In the Recode Module 9 Workbook, you’ll find the Project Cut List exercise.  
There you’ll be making a list of all the projects that have been on your plate 
longer than 6 months, 3 months, and 1 month picking at least one large 
project that you are ready to “put to bed” reaching out to anyone who is 
connected to that project, and letting them know.  Notice how you feel after 
doing this. Have as few projects with conditions as possible. 

If any project on your list feels too important to cross off the list forever.  
Consider what would have to be true to make that project your #1 priority? 
Write down the conditions for re-introducing the project as a top priority 

R E C O D E  A C T I VAT O R  1 4  M O D U L E  P R O G R A M  
M O D U L E  N I N E  –  R E C O D E  Y O U R  L E A D E R S H I P  
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I N T E G R AT I O N  &  R E F L E C T I O N S  
For each of the leadership roles, what are the core skills you can develop? You 
need to have all 6 leadership roles: 

The Vision Holder:  Develop the skill of listening. Develop the skill of painting 
the clearest picture you can. 

The Talent Attractor:  Develop the skill of self esteem. Develop the skill of 
seeing the missing pieces 

The Culture Curator: Develop the skill of empathy. Develop the skill of space 
holding 

The Scorekeeper:  Develop the skill of attention on results. Develop the skill 
of holding people accountable. You will be tempted to break attention to 
results to maintain relationship, or to break relationship in order to maintain 
attention to results. The way to hold someone accountable is to keep a strong 
bond with both. 

The Guardian of Focus & Excellence: Develop the skill of speaking your truth 
without judgment or blame. Develop the skill of letting go of the “good” 
ideas


R E F L E C T I O N  Q U E S T I O N S  
Add this dimensionality to the kind of human you show up as for your project.  
The following reflection questions are in your Recode Module 9 Workbook: 

Which role is the most challenging for you? 

What has been the cost to your projects of these challenges? 

What will you do differently in the future? 

R E C O D E  A C T I VAT O R  1 4  M O D U L E  P R O G R A M  
M O D U L E  N I N E  –  R E C O D E  Y O U R  L E A D E R S H I P  
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