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About This Guide

I wrote this guide to put in your hands some of the most powerful ways 
to transform your leadership influence and impact.

When you think and act with a 10X Mindset, you can transform your 
leadership impact.

The 10X Mindset is a way to future-ready yourself and your teams.

10X leaders are all around you, but you don’t always notice them.

You also may not realize what they are doing differently, but you feel 
the impact.

They walk different, talk different, and inspire from the inside out.

They have a motivational mission and an inspiring vision that creates 
clarity and generates energy that’s contagious.

They face incredible challenges but rise above them through strategy 
and inspiration and innovation.

When you have the skills of a 10X leader, you can embrace whatever 
comes your way and turn your challenges into opportunities for growth 
and greatness.

Enjoy your 10X journey…



10 Ways to 10X Your 
Leadership Impact

Here are 10 Ways to 10X your leadership impact:

1. Adopt a 10X Mindset
2. Create a High-Impact Leadership Vision
3. Define and Embody Leadership Principles
4. Master Adaptive Leadership
5. Leverage Strengths for Exponential Growth
6. Develop Elite Emotional Intelligence (EQ)
7. Cultivate Executive Presence with Impact
8. Drive Strategic Innovation
9. Build a Culture of Extreme Ownership
10. Empower Through Transformational Leadership

Let’s explore each one…



#1. Adopt a 10X Mindset



#1. Adopt a 10X Mindset

Adopt a 10X Mindset means embracing the belief that you can 
achieve results that are 10 times greater than what you initially 
think is possible. 

It’s about thinking big, setting bold goals, and challenging existing 
limits. 

This mindset encourages innovative problem-solving, continuous 
improvement, and the pursuit of excellence. 

By adopting a 10X mindset, you shift from incremental growth to 
exponential impact, pushing yourself and your team to achieve 
extraordinary outcomes.



What is a 10X Mindset?

A 10X Mindset is a way of thinking that focuses on achieving 
results that are exponentially greater than what is currently 
considered possible. 

Instead of aiming for incremental improvements, the 10X Mindset 
challenges individuals and organizations to think boldly, set 
ambitious goals, and pursue strategies that lead to breakthroughs 
and transformative outcomes.



Key Characteristics of a 
10X Mindset

• Thinking Big: It involves setting goals that are 10 times greater 
than your current objectives. This mindset encourages you to 
look beyond traditional boundaries and limitations, pushing you 
to imagine what could be possible with the right effort and 
innovation.

• Innovation and Creativity: A 10X Mindset requires innovative 
thinking and creativity. Achieving 10X growth often involves 
finding new, unconventional ways to solve problems, rather than 
relying on tried-and-true methods.

• Challenging the Status Quo: It’s about questioning assumptions 
and not settling for incremental progress. This mindset prompts 
you to disrupt existing processes and think about how things can 
be done radically differently to achieve superior results.

• Focused Effort: To achieve 10X results, focus and discipline are 
essential. It’s about identifying the high-leverage activities that 
will drive exponential growth and dedicating your time and energy 
to those areas.

• Resilience and Persistence: A 10X Mindset is not just about 
thinking big but also about being resilient in the face of 
challenges. It requires persistence, adaptability, and a 
willingness to learn from failures as you push toward ambitious 
goals.



Limited Model: 
2X Your Future

• When you try to 2X your results, you just do more of what you’ve 
been doing.

• You let your past control your future.
• Your strategies don’t change much.

PRESENT FUTURE



Unlimited Model:
10X Your Future

• Use your FUTURE to shape your PRESENT.
• Big, bold ambitions force you to rethink and choose different 

strategies, today.
• This leads to finding your rapid breakthroughs and 

transformations.

PRESENT FUTURE



Dream Big, 
Start Small

• When people tell me that goals don’t work, especially big ones, I 
show them a different mental model.

• I suggest they split Objectives and Goals:
• Goals should be big, bold, and aspirational.
• Objectives should be SMART (Specific, Measurable, Achievable, 

Relevant, Time-Bound)
• Use your goals to grow and transform.

• Start with compelling outcomes from the future.
• Model and work backwards from different strategies and choices 

that support your bigger, bolder goals.
• Chunk things down into smaller chunks of change.



Begin with the 
End in Mind

How?

• Imagine Your Desired Future: Before taking action, envision what 
you want your life, career, or project to look like at its successful 
completion.

• Define Your Values and Principles: Identify your core values and 
principles that will guide your decisions and actions as you work 
towards your goals.

• Align Your Actions with Your Vision: Make sure your daily activities 
and choices are moving you closer to your end goal and reflecting 
your values.

Why?
• Increased Clarity and Focus: Knowing your destination helps you 

prioritize tasks and avoid distractions.

• Greater Motivation: A clear vision of success fuels your drive and 
perseverance.

• Improved Decision-Making: You can evaluate choices based on how 
they contribute to your long-term goals.

• Enhanced Sense of Meaning: Connecting your actions to a larger 
purpose provides a sense of fulfillment.

“Begin with the end in mind.” – Stephen Covey



3 Ways You Can Practice a 
10X Mindset

Here are 3 ways you can practice a 10X mindset:

1. Redesign a Key Process for Exponential Improvement
2. Set a Bold, Unconventional Goal
3. Empower Your Team with 10X Projects

These examples are not just theoretical—they can be 
implemented immediately in most leadership contexts. 

By challenging yourself and your team to think in terms of 10X, you 
create an environment where innovation, creativity, and bold 
actions are not just encouraged but expected. 

This shift in mindset can lead to transformative outcomes that 
might have seemed unattainable with a more traditional approach.



#1. Redesign a Key Process for 
Exponential Improvement

• Example: Identify a core process in your team or organization—
such as customer onboarding, product development, or sales 
outreach—that is currently functioning but not exceptional. 
Challenge yourself and your team to redesign this process with 
the goal of achieving a 10X improvement in efficiency, quality, or 
impact.

• Real Action: Start by gathering your team for a brainstorming 
session where no idea is too big. Use techniques like "reverse 
engineering" successful models from other industries or "design 
thinking" to come up with radically different approaches. 
Implement a pilot version of the new process and measure its 
results against the old one.



#2. Set a Bold, Unconventional Goal

• Example: Instead of setting a goal to increase sales by 10%, set a 
goal to double your sales in the next quarter. This forces you and 
your team to think creatively and explore strategies that would 
otherwise be considered too risky or ambitious.

• Real Action: Communicate this bold goal to your team and 
encourage them to think outside the box. Consider leveraging 
new channels, partnerships, or technologies that you haven’t 
explored before. Create a rapid feedback loop to test and iterate 
on different approaches quickly.



#3. Empower Your Team with 
10X Projects

• Example: Give each of your direct reports a 10X project—an 
initiative that, if successful, could create a tenfold improvement 
in a key area of the business. This could be anything from 
increasing customer retention rates to reducing costs 
significantly in a particular department.

• Real Action: Assign these projects with clear expectations that 
they should aim for exponential impact rather than incremental 
improvement. Support your team by removing obstacles, 
providing resources, and encouraging them to take calculated 
risks. Review progress regularly and adjust the approach as 
needed.



#2. Create a High-Impact 
Leadership Vision



#2. Create a High-Impact 
Leadership Vision

Develop a compelling leadership vision that inspires and aligns 
your team with a shared purpose. 

A clear, bold vision drives focus and momentum, multiplying your 
leadership impact.



What is a High Impact 
Leadership Vision?

Creating a high-impact leadership vision is about defining a clear and 
compelling future direction that inspires and aligns your team toward a 
common goal. 

This vision acts as a North Star, guiding decision-making and actions 
throughout the organization. 

Here’s what it involves:

1.Inspiration: A high-impact vision should be inspirational, motivating your 
team to strive for something greater. It’s not just about what you want to 
achieve, but why it matters—both to the organization and to the 
individuals within it.

2.Clarity: The vision must be clear and easy to understand. Ambiguity can 
lead to confusion and misalignment, so it’s important that everyone in 
the organization can articulate the vision in the same way.

3.Focus: A strong leadership vision provides focus, helping the team 
prioritize efforts and resources toward what truly matters. It cuts through 
the noise and ensures that everyone is working toward the same 
overarching goals.

4.Alignment: The vision should align with the organization’s core values 
and mission. When the vision is aligned with these foundational 
elements, it resonates more deeply with the team and ensures 
consistency across all levels of the organization.

5.Engagement: Involving your team in the creation of the vision can 
increase buy-in and commitment. When people feel they have a stake in 
the vision, they are more likely to be engaged and motivated to achieve it.

By creating a high-impact leadership vision, you set the stage for your 
team’s success, providing the direction and motivation needed to achieve 
extraordinary results.



Satya Nadella Example of a 
High Impact Leadership Vision

Satya Nadella's leadership vision when he became CEO of Microsoft in 2014 
is a prime example of a high-impact vision. 

He articulated a clear and compelling direction for the company that was both 
inspiring and transformative. 

Here’s how he did it:

Vision: Empowering Every Person and Organization:  Nadella’s vision was to 
"empower every person and every organization on the planet to achieve more." 
This vision was broad, yet specific enough to guide Microsoft’s strategy and 
operations.
• Inspiration: Nadella’s vision was deeply inspirational. It shifted the 

company’s focus from being primarily a software provider to becoming a 
platform that enables others to achieve their goals. This idea of 
empowerment resonated not just within Microsoft, but also with customers 
and partners globally.

• Clarity: The vision was simple and clear. It was easy for all Microsoft 
employees, from engineers to salespeople, to understand how their work 
contributed to this larger goal. This clarity helped unify the company around 
a common purpose.

• Focus: Nadella’s vision provided a strong focus for Microsoft’s product 
development and business strategy. It led to the prioritization of cloud 
computing, artificial intelligence, and cross-platform services, which were 
areas where Microsoft could empower its users the most.

• Alignment: The vision aligned with Microsoft’s long-standing mission of 
putting technology in the hands of everyone. Nadella took this mission 
further by focusing on how the company’s products and services could help 
people achieve more in their personal and professional lives.

• Engagement: Nadella’s leadership style also involved listening to 
employees and incorporating their input into the vision. This inclusive 
approach helped build buy-in across the company and made the vision 
more relatable and actionable for everyone involved.

By articulating and embodying this vision, Nadella transformed Microsoft’s 
culture and strategy, leading to significant growth and innovation under his 
leadership.



Example #1 High Impact 
Leadership Vision

To lead our organization in becoming a global 
leader in sustainable innovation, by empowering 
every team member to drive meaningful change, 
embracing cutting-edge technology, and creating 

solutions that positively impact both our 
customers and the planet.



Example #2 High Impact 
Leadership Vision

To transform our organization into a hub of 
innovation, where every team member feels 

empowered to pioneer breakthroughs that redefine 
our industry, while fostering a culture of 

collaboration and integrity that drives sustainable 
growth and societal impact.



Example #3 High Impact 
Leadership Vision

To lead with purpose by creating an inclusive, high-
performing organization that leverages diversity of 

thought and advanced technology to deliver 
innovative solutions, enhance customer 

experiences, and contribute positively to the global 
community.



Hold a Vision Workshop

A leader can set aside time today to craft a clear, inspiring vision for 
their team or organization. 

Here’s practical steps:

• Gather Key Stakeholders: Invite key team members or leaders to a 
workshop. This could be an in-person meeting or a virtual session.

• Define the Purpose: Start the session by discussing the core 
purpose of your organization or team. Ask, "What impact do we want 
to have in the next 5 years?"

• Draft the Vision Statement: Collaboratively draft a vision statement 
that reflects this purpose. Focus on how your team can create value, 
innovate, or transform in a way that aligns with your organization’s 
goals.

• Refine and Communicate: Once the draft is complete, refine it into 
a concise statement. Share this vision widely with your team, and 
make it a living document that guides all decision-making 
processes.

• Example: If you’re leading a product development team, your vision 
might be, "To innovate and create products that not only solve our 
customers’ current challenges but also open up new opportunities, 
enabling them to achieve greater success and reimagine what's 
possible in their work and life.“

This exercise helps clarify the future direction and builds alignment 
and excitement within the team, setting the stage for impactful 
leadership.



#3. Define and Embody 
Leadership Principles



#3. Define and Embody 
Leadership Principles

Articulate a powerful set of leadership principles and consistently 
model them. 

Leading by example with strong principles can significantly 
enhance trust and influence across your organization.



What is a Leadership Principle?

A leadership principle is a fundamental belief or guideline that 
influences and shapes how a leader makes decisions, interacts 
with others, and guides their team or organization. 

These principles serve as a compass for leaders, helping them stay 
aligned with their core values and ensuring consistency in their 
leadership style. 

Leadership principles often reflect a leader’s philosophy on how to 
inspire, motivate, and achieve results, and they provide a 
framework for decision-making and behavior in various situations.

The key to creating great leadership principles is encoding your 
values and reenforcing and reminding the behaviors you want to 
see.



Key Differences Between 
Principles and Rules

A principle is a fundamental guideline that provides a flexible 
framework for decision-making, whereas a rule is a specific, rigid 
directive that dictates exact actions. 

Principles offer a broader approach, allowing leaders to adapt to 
different situations while still adhering to core values, whereas 
rules are more restrictive and can be limiting in complex or 
changing environments. 

Using principles encourages critical thinking and empowers 
individuals to make decisions that align with the organization’s 
values and goals, fostering adaptability and innovation. 

This flexibility makes principles particularly valuable in dynamic 
settings where rigid rules may not account for all variables.



Key Differences Between Principles 
and Values

• Values: Core beliefs that influence attitudes and behavior (e.g., 
integrity, respect).

• Principles: Actionable guidelines derived from those values that 
dictate how to behave in specific situations.



Examples of Values

1. Integrity: Always act with honesty and strong moral principles, 
ensuring that trust and respect are built within the team.

2. Empowerment: Enable and support your team members to 
take ownership and responsibility, fostering a sense of 
autonomy and motivation.

3. Accountability: Hold yourself and others accountable for their 
actions and outcomes, ensuring that everyone contributes to 
the team’s success.

4. Continuous Learning: Commit to personal and professional 
growth, encouraging a culture of learning and development 
within the team.

5. Customer Focus: Prioritize the needs of the customer in all 
decisions, ensuring that the products and services delivered 
exceed expectations.



Example of Leadership 
Principles

• Lead by Example: Demonstrate the behavior you want to see in 
others. Whether it’s hard work, ethical behavior, or 
accountability, embodying these traits will inspire your team to 
follow suit.

• Prioritize and Execute:  In complex situations, identify the most 
critical task, focus on it, and execute it effectively. This principle 
helps leaders manage chaos and drive results by systematically 
tackling priorities.

• Empower and Trust Your Team: Delegate authority and trust 
your team members to take ownership of their responsibilities. 
This encourages innovation and fosters a sense of responsibility 
and growth among team members.

• Make Data-Informed Decisions: Base your decisions on data 
and evidence rather than assumptions or intuition alone. This 
principle ensures that actions are informed by facts, leading to 
better outcomes.

• Adaptability:  Stay flexible and ready to adjust strategies in 
response to changing conditions. Leaders should be willing to 
pivot when necessary to meet new challenges and opportunities.



Microsoft 
Leadership Principles

1. Create clarity. 

2. Generate energy. 

3. Deliver success.

Where most companies' leadership models are 
exhaustive, Microsoft's leadership principles 
contain just six words, split into three phrases.

“Quite frankly, this has exploded like 
wildfire across the company.”

-- Joe Whittinghill
Microsoft’s General Manager of Talent, 

Learning, and Development.



Amazon 
Leadership Principles

1. Customer Obsession

2. Ownership

3. Invent and Simplify

4. Are Right, A Lot

5. Learn and Be Curious

6. Hire and Develop the Best

7. Insist on the Highest Standards

8. Think Big

9. Bias for Action

10. Frugality

11. Earn Trust

12. Dive Deep

13. Have Backbone; Disagree and Commit

14. Deliver Results

15. Strive to be Earth’s Best Employer

16. Success and Scale Bring Broad Responsibility



Apple
Leadership Principles

1. Great Products: We believe that we're on the face of the Earth 
to make great products, and that's not changing.

2. Simple, Not Complex: We're constantly focusing on innovating.  
We believe in the simple, not the complex.

3. Ecosystem: We believe that we need to own and control the 
primary technology behind the products we make.

4. Say No: We believe in saying no to thousands of projects so that 
we can really focus on the few that are truly important and 
meaningful to us.

5. Accept Mistakes: We don't settle for anything less than 
excellence in every group in the company, and we have the self-
honesty to admit when we're wrong and the courage to change.

6. Excellence: We participate only in markets where we can make a 
significant contribution.

7. Collaboration: We believe in deep collaboration and cross-
pollination in our groups, which allow us to innovate in a way 
that others cannot.



Disney 
10 Principles of Leadership

1. Optimism: “Optimism in a leader, especially in challenging times, is 
so vital ...Optimism sets a different machine in motion. Especially in 
difficult moments, the people you lead need to feel confident in your 
ability to focus on what matters, and not to operate from a place of 
defensiveness and self-preservation...The tone you set as a leader 
has an enormous effect on the people around you. No one wants to 
follow a pessimist.”

2. Courage: “I didn’t wan’t to be in the business of playing it safe. I 
wanted to be in the business of creating possibilities for greatness. 
Of all the lessons I learned in that first year running prime time, the 
need to be comfortable with failure was the most profound.”

3. Focus: Iger often returned to advice he received from his former 
boss and mentor Dan Burke: “Avoid getting into the business of 
manufacturing trombone oil. You may become the greatest 
trombone-oil manufacturer in the world, but in the end, the world 
only consumes a few quarts of trombone oil a year!”

4. Decisiveness: “I’ve always instinctively felt...that long shots aren’t 
usually as long as they seem.”

5. Curiosity: “The path to innovation begins with curiosity...Innovate 
or die.” 

6. Fairness: “Strong leadership embodies the fair and decent 
treatment of people...Nothing is worse to an organization than a 
culture of fear.”

7. Thoughtfulness: “It’s simply about taking the time to develop 
informed opinions.”

8. Authenticity: “Truth and authenticity breed respect and trust.” 
9. The Relentless Pursuit of Perfection: “This doesn’t mean 

perfectionism at all costs, but it does mean a refusal to accept 
mediocrity or make excuses for something being ‘good enough.’”

10. Integrity: “True integrity―a sense of knowing who you are and 
being guided by your own clear sense of right and wrong―is a kind 
of secret leadership weapon. If you trust your own instincts and 
treat people with respect, the company will come to represent 
the values you live by.”

Source: Forbes, Ten Leadership 
Lessons From Disney’s Bob Iger



Google 
Leadership Principles

1. Focus on the user and all else will follow.

2. It’s best to do one thing really, really well.

3. Fast is better than slow.

4. Democracy on the web works.

5. You don’t need to be at your desk to need an answer.

6. You can make money without doing evil.

7. There’s always more information out there.

8. The need for information crosses all borders.

9. You can be serious without a suit.

10. Great just isn’t good enough.

Source: 10 Things We Know to Be True
https://about.google/philosophy/



How To Create Leadership Principles

1. Identify Your Core Values
2. Translate Values into Actionable Principles
3. Articulate the Purpose of Each Principle
4. an environment of openness and accountability.“
5. Define Dos and Don’ts
6. Communicate and Reinforce the Principles
7. Review and Evolve the Principles



#1. Identify Your Core Values

• Why: Your leadership principles should be grounded in your core 
values because these values reflect what is most important to 
you and will guide your behavior and decisions as a leader.

• How: Reflect on experiences that have shaped you, consider 
what you believe is essential in work and life, and list the values 
that you consistently uphold. Examples include integrity, 
accountability, innovation, and empathy.



#2. Translate Values into Actionable 
Principles

• Why: Principles are actionable guidelines that help translate 
abstract values into specific behaviors and decisions that align 
with those values.

• How: For each core value, create a principle that expresses how 
that value should be manifested in leadership. For example, if 
"Integrity" is a core value, a corresponding principle might be 
"Lead with transparency and honesty."



#3. Articulate the Purpose of 
Each Principle

• Why: Clearly explaining why each principle exists helps everyone 
understand its importance and ensures alignment within the 
team or organization.

• How: Write a brief explanation for each principle that connects it 
to your core values and illustrates its significance in the context 
of leadership. For example, "This principle exists to ensure that 
all team members trust one another and the leadership, fostering 
an environment of openness and accountability."



#4. Define Dos and Don’ts

• Why: Providing specific examples of acceptable and 
unacceptable behaviors clarifies how the principles should be 
applied in everyday situations.

• How: For each principle, list behaviors that exemplify following 
the principle (Dos) and behaviors that would violate it (Don’ts). 

For example:
• Do: "Communicate openly and truthfully with your team."
• Don’t: "Hide mistakes or mislead others to avoid 

accountability."



#5. Communicate and Reinforce 
the Principles

• Why: For leadership principles to be effective, they need to be 
consistently communicated, understood, and reinforced 
throughout the organization.

• How: Share the principles with your team through meetings, 
written documents, and regular discussions. Lead by example, 
demonstrating these principles in your actions. Provide feedback 
and recognition when team members exemplify these principles



#6. Review and Evolve the Principles

• Why: Leadership principles should be dynamic and evolve as 
your organization grows and as new challenges arise.

• How: Periodically review the principles with your team, gather 
feedback, and make adjustments as needed to ensure they 
remain relevant and effective.



Example Principle: 
Inspire a Culture of Innovation

Why: This principle exists to ensure that the organization 
consistently seeks out new ideas, embraces creativity, and 
remains competitive by driving continuous improvement and 
breakthrough solutions.

Do:
• Encourage Experimentation: Promote a mindset where team 

members feel safe to propose and test new ideas without fear of 
failure.

• Provide Resources for Innovation: Allocate time, budget, and 
tools for teams to explore new technologies, processes, or 
products.

• Celebrate Innovative Thinking: Recognize and reward team 
members who contribute creative ideas, even if those ideas are 
in the early stages or require refinement.

Don’t:
• Punish Failures of Innovation: Avoid penalizing team members 

for taking calculated risks that do not pan out. Innovation often 
involves trial and error.

• Stifle Creativity: Don’t dismiss unconventional ideas just 
because they challenge the status quo. Be open to diverse 
perspectives and approaches.

• Limit Innovation to Certain Roles: Innovation shouldn’t be 
restricted to a specific department or group. Encourage all team 
members, regardless of their role, to contribute ideas.



How to Implement

Here’s how to implement the leadership principle Inspire a Culture 
of Innovation:

1. Communicate the Principle: Share this principle in team 
meetings, training sessions, and internal communications, 
emphasizing its importance to the company’s success.

2. Lead by Example: Actively participate in innovation by 
proposing your own ideas and engaging in creative problem-
solving. Show that innovation is a priority at all levels of 
leadership.

3. Provide Tools and Training: Ensure that your team has access 
to tools and training that foster innovation, such as workshops 
on creative thinking, access to new technologies, or 
collaborative platforms for idea-sharing.

By turning the value of Innovation into the actionable principle of 
Inspiring a Culture of Innovation, you create a clear guideline for 
how this value should manifest in your organization’s everyday 
actions and decision-making processes. 

This principle, supported by specific dos and don’ts, helps 
everyone understand what innovative behavior looks like and 
encourages a proactive, creative work environment.



#4. Master Adaptive Leadership



#4. Master Adaptive Leadership

Go beyond situational leadership to master adaptive leadership, 
enabling you to thrive in complex, rapidly changing environments. 

This agility allows you to lead effectively in any situation, 
multiplying your impact.



What is Adaptive Leadership?

Adaptive leadership is a leadership approach that emphasizes 
the ability to navigate and lead through change and uncertainty. 

It focuses on the leader's capacity to mobilize people to tackle 
tough challenges, adjust to new realities, and thrive in complex 
environments. 

Unlike traditional leadership models that rely on authority and 
stability, adaptive leadership is dynamic and flexible, encouraging 
leaders and their teams to continuously learn, innovate, and adapt 
to changing circumstances.



Key Characteristics of 
Adaptive Leadership

1. Focus on Change and Adaptation:  Adaptive leaders 
recognize that change is constant and inevitable. They focus 
on helping their teams adapt to new conditions, whether these 
involve market shifts, technological advances, or 
organizational restructuring.

2. Learning and Experimentation:  This leadership style 
promotes a culture of continuous learning and 
experimentation. Adaptive leaders encourage their teams to 
try new approaches, learn from failures, and refine their 
strategies based on what works and what doesn't.

3. Empowering Others:  Adaptive leadership involves 
empowering team members to take ownership of challenges 
and develop solutions. It’s about mobilizing people to solve 
problems, rather than providing all the answers from the top 
down.

4. Navigating Conflict:  Change often brings conflict, and 
adaptive leaders are skilled at managing and navigating these 
tensions. They understand that conflict can be a source of 
innovation and progress if handled constructively.

5. Focus on the Long Term:  Adaptive leadership is concerned 
with long-term success. It involves thinking strategically about 
how to position the organization to thrive in the future, even if 
that requires making difficult decisions or sacrifices in the 
short term.



Example of Adaptive Leadership

An adaptive leader in a healthcare organization might guide their 
team through the adoption of new technology that changes how 
they deliver patient care. 

Instead of dictating how the technology should be used, the leader 
facilitates discussions among staff to explore the best ways to 
integrate the technology into their workflows, supports 
experimentation with different approaches, and helps resolve any 
conflicts that arise during the transition.



Impact of Adaptive Leadership

• Resilience in Uncertainty: Adaptive leadership prepares 
organizations to be resilient and thrive in uncertain and rapidly 
changing environments.

• Innovation and Creativity: By fostering a culture of learning and 
experimentation, adaptive leadership encourages innovation and 
creative problem-solving.

• Greater Team Engagement: Teams are more engaged when they 
are empowered to take ownership of challenges and contribute 
to solutions, leading to higher morale and productivity.



How To Practice 
Adaptive Leadership

1. Embrace a Learning Mindset:  Continuously seek to learn 
from experiences and encourage your team to do the same. 
Reflect on actions, ask for feedback, and stay updated on 
trends.

2. Engage in Active Listening: Listen to your team’s concerns 
and ideas to better understand challenges and opportunities. 
Practice empathy and ensure everyone feels heard.

3. Facilitate Problem-Solving and Experimentation: Promote a 
culture where experimentation is encouraged and failures are 
seen as learning opportunities. Provide a safe space for 
innovation.

4. Empower Your Team: Delegate responsibilities based on team 
members’ strengths and support them without 
micromanaging. Allow them to take ownership of their work.

5. Navigate Conflict Constructively: Address conflicts directly, 
encouraging open dialogue to find common ground and 
innovative solutions. Focus on understanding different 
perspectives.

6. Maintain Focus on Long-Term Goals: Align short-term actions 
with long-term objectives. Regularly revisit and communicate 
the organization’s mission to keep the team on track.

7. Be Resilient and Adaptive: Stay flexible and ready to pivot as 
new information arises. Encourage agility within your team to 
adapt to changing circumstances.



#5. Leverage Strengths for 
Exponential Growth



#5. Leverage Strengths for 
Exponential Growth

Maximize Impact by Focusing on What You Do Best: When you 
identify and leverage your strengths, you enable yourself and your 
team to work more efficiently and effectively. 

By focusing on areas where you naturally excel, you can achieve far 
greater results with less effort, leading to exponential growth. 

This approach boosts productivity and enhances job satisfaction 
and team morale, as people feel more competent and engaged in 
their work. 

By concentrating on strengths, you can drive innovation, 
outperform competitors, and accelerate your journey toward your 
strategic goals.

Implement a strengths-first approach at scale, turning individual 
talents into team strengths. 

By amplifying what your team does best, you can exponentially 
increase collective performance.



What is a Strength?

In Go Put Your Strengths to Work, Marus 
Buckingham writes:

“Putting these four signs together, the simplest 
and most useful definition of a strength is this: 
Your strengths are those activities that make 
you feel strong.  
(The flip side is also true: ‘An activity that makes 
you feel weak’ is the best definition of a 
weakness. ) 
This definition captures the insight that how 
you feel while you are doing an activity 
determines how good you get at the activity. “

Strengths are the activities 
that make you feel strong!



Strengths-First Philosophy

1. Find your Deep Strength.
2. Reduce your liabilities.
3. Expand and explore your strengths set.



What Leaders Get Wrong About Doing 
Strengths

• Passive Approach: Leaders often don’t actively focus on 
strengths; they assume strengths will naturally surface without 
intentional development or recognition.

• Lack of Intentionality: Many leaders fail to deliberately identify, 
nurture, and leverage their team members' strengths, hoping they 
will emerge on their own.

• Overemphasis on Weaknesses: Leaders frequently spend more 
time trying to fix weaknesses rather than building on strengths, 
which can lead to mediocre performance and disengagement.

• Missed Opportunities: By not focusing on strengths, leaders 
miss the opportunity to align team roles with individual talents, 
which can lead to suboptimal team performance.

• Underutilization of Potential: Without a strengths-focused 
approach, the full potential of team members often remains 
untapped, leading to lower overall productivity and fulfillment.



Focus, Flow, and Fulfillment

A Strengths-First approach involves identifying and focusing on 
your natural talents and abilities, and leveraging them in your 
personal and professional life. 

Here's how it works:

1. Achieving Focus
2. Entering Flow
3. Finding Fulfillment

This approach is powerful because it aligns with how you naturally 
think, feel, and behave, which can significantly enhance your 
ability to achieve focus, flow, and fulfillment. 



How Do You Find Your Strengths?

• S – Success.  Strengths are where you feel 
successful.

• I – Instinct.  Strengths are activities that you are 
naturally drawn to.

• G – Growth.  Strengths are where you learn the 
most, come up with the most new ideas, and have 
the best insights.

• N – Needs.  Strengths are where you feel the need 
to spend more time.

Look for the SIGN…



5 Clues to Talent

Yearning To what kinds of activities are you 
naturally drawn?

Rapid 
Learning

What kinds of activities do you seem to 
pick up quickly?

Flow In what activities did you seem to 
automatically know the steps to be taken?

Glimpses of 
Excellence

During what activities have you had 
moments of subconscious excellence 
when you thought, “how did I do that?”

Satisfaction
What activities give you a kick, either 
while doing them or immediately after 
finishing them, and you think, “when can I 
do that again?”



The 34 Key Strengths from 
Marcus Buckingham and 

Donald Clifton

18.Futuristic
19.Harmony
20.Ideation
21.Inclusiveness
22.Individualization
23.Input
24.Intellection
25.Learner
26.Maximizer
27.Positivity
28.Relater
29.Responsibility
30.Restorative
31.Self-assurance
32.Significance
33.Strategic
34.Woo

1.Achiever
2.Activator
3.Adaptability
4.Analytical
5.Arranger
6.Belief
7.Command
8.Communication
9.Competition
10.Connectedness
11.Context
12.Deliberative
13.Developer
14.Discipline
15.Empathy
16.Fairness
17.Focus



Martin Seligman on 
24 Signature Strengths

Source: Character Strengths and Virtues: A Handbook and Classification.

13.Humor and playfulness
14.Industry, Diligence, and 

Perseverance
15.Judgment, Critical 

Thinking, and Open-
Mindedness

16.Kindness and Generosity
17.Leadership
18.Love of Learning
19.Modesty and Humility
20.Perspective  and Wisdom
21.Self-Control and Self-

Regulation
22.Social Intelligence
23.Spirituality, Sense of 

Purpose, and Faith
24.Zest, Enthusiasm, and 

Energy

1. Appreciation of Beauty and 
Excellence

2. Bravery and Valor
3. Capacity to Love and Be 

Loved
4. Caution, Prudence, and 

Discretion
5. Citizenship, Teamwork, and 

Loyalty
6. Creativity, Ingenuity, and 

Originality
7. Curiosity and Interest in the 

World
8. Fairness, Equity, and Justice
9. Forgiveness and Mercy
10.Gratitude
11.Honesty, Authenticity, and 

Genuineness
12.Hope, Optimism, and Future-

mindedness



Remember the 4 E’s

1. Ease
2. Excellence
3. Enjoyment 
4. Energy

The 4 Es are the Result of Using 
Your Strengths



Strengths Statement

1.  I feel strong when I'm solving complex 
problems

2.  I feel strong when I'm leading a group 
project.

3.  I feel strong when I'm helping others learn.

4.  I feel strong when I'm making decisions 
under pressure.

5.  I feel strong when I'm creating something 
new.

6.  I feel strong when I'm mediating conflicts.

Example Strength Statements

Strength Statements Template

“I feel strong when…”



Your Turn:  
Create 3 Strengths Statements

1. “I feel strong when….”
2. “I feel strong when…”
3. “I feel strong when…”



Finding Your Sweet Spot

TALENT PASSION

VALUE

Sweet

Spot

Your best results 
will be the combo 

of your 
talent + passion + 

value!

This is the Sweet Spot that I taught at Microsoft for 
more than 20+ years as a high-performance coach 
and mentor.

You can also find the Sweet Spot in my book, Getting 
Results the Agile Way, a best-seller in productivity 
and time management.



#6. Develop Elite 
Emotional Intelligence (EQ)



#6. Develop Elite 
Emotional Intelligence (EQ)

Master the Key to Exceptional Leadership: Emotional 
Intelligence (EQ) is the cornerstone of effective leadership. 

By developing elite EQ, you enhance your ability to understand and 
manage your own emotions, as well as the emotions of others. 

This skill allows you to navigate complex interpersonal dynamics, 
build stronger relationships, and create a positive, productive work 
environment. 

Leaders with high EQ can defuse conflicts, inspire and motivate 
their teams, and make more informed, empathetic decisions. 

Elevate your EQ to the elite level, mastering the art of influence 
through empathy, awareness, and relationship management. 

Ultimately, cultivating elite EQ is about maximizing your influence 
and impact, both within your organization and beyond.



What is Emotional Intelligence (EQ)?

Emotional Intelligence (EQ) is the ability to recognize, 
understand, manage, and influence your own emotions and the 
emotions of others.

Emotional Intelligence is a critical skill for leaders and 
professionals because it enhances interpersonal interactions, 
improves decision-making, and contributes to better stress 
management. 

High EQ is often linked to greater job performance, leadership 
ability, and overall mental health.



Key Components of 
Emotional Intelligence (EQ)

1. Self-Awareness:  The ability to recognize and understand your 
own emotions, strengths, weaknesses, and values.  Self-aware 
individuals are more confident and able to make better 
decisions because they understand how their emotions affect 
their thoughts and behavior.

2. Self-Regulation:  The ability to control or redirect disruptive 
emotions and impulses and adapt to changing circumstances.  
High self-regulation helps individuals remain calm under 
pressure, avoid impulsive actions, and respond to situations 
thoughtfully.

3. Motivation:  A passion to work for reasons beyond money or 
status, driven by an internal desire to achieve goals.  Motivated 
individuals are more likely to be optimistic, resilient, and 
committed to achieving long-term success.

4. Empathy:  The ability to understand and share the feelings of 
others, seeing things from their perspective.  Empathy allows 
individuals to build strong relationships, manage conflicts, and 
create a supportive work environment.

5. Social Skills:  The ability to manage relationships, build 
networks, and navigate social complexities with ease.  Strong 
social skills enable effective communication, collaboration, 
and leadership, fostering a positive and productive 
environment.



How To Practice Your Emotional 
Intelligence (EQ)

1. Reflect on Your Emotions:  At the end of each day, spend 5 
minutes journaling about your emotional responses to various 
situations. Identify triggers and consider how you might 
manage them better in the future.

2. Pause Before Reacting:  When you feel a strong emotion, take 
a deep breath and count to five before responding. This simple 
pause allows you to regulate your reaction and choose a more 
thoughtful response.

3. Practice Active Listening:  In conversations, focus entirely on 
the speaker without planning your response. Summarize what 
they’ve said before sharing your thoughts to ensure you’ve 
understood their perspective.

4. Cultivate Empathy:  When interacting with others, try to 
imagine yourself in their situation. Ask open-ended questions 
to understand their feelings and motivations better.

5. Seek Feedback Regularly:  Ask trusted colleagues or friends 
for honest feedback on how you handle emotions and 
interactions. Use this feedback to identify areas for 
improvement in your EQ.



Bonus: Manage Stress Effectively

Develop a daily stress management routine, such as mindfulness 
meditation or physical exercise, to keep your emotions balanced. 

By managing stress, you’ll maintain better control over your 
reactions and improve your interactions with others.



#7. Cultivate Executive Presence (EP) 
with Impact



Intensify your executive presence by mastering high-stakes 
communication, decision-making, and strategic thinking. 

This presence not only commands respect but also drives faster, 
more effective decision-making.

#7. Cultivate Executive Presence (EP)
with Impact



What is Executive Presence (EP)?

I like Sylvia Ann Hewlett’s definition here:

“Executive Presence, or EP, is simply 
what you signal to the world, what you telegraph so the world, in 

terms of first, your gravitas: do you really know your stuff cold, do 
you give the impression that you’re 3 questions deep, do you have 

intellectual horsepower, how do you signal that?  
That’s the gravitas piece.  

Secondly, do you have really serious communication skills?  Can 
you get your ideas across?  I mean can you be heard?  Because no 

matter how profound your gravitas, if you can’t somehow get it 
across, it becomes dead in the water..

And then finally, presentation of self.  The way you dress, your body 
movement, the way you stand and walk.  All of this incredibly 

critical in allowing your gravitas again to get across.”
-- Sylvia Ann Hewlett



3 Key Components of 
Executive Presence (EP)

1. Gravitas (How You Act):  This is the core of executive presence 
and includes qualities like confidence, decisiveness, and 
emotional intelligence. It’s about staying calm under pressure, 
making tough decisions, and demonstrating a deep 
understanding of your business or field.

2. Communication (How You Speak):  Clear, concise, and 
articulate communication is essential. This involves not only 
what you say but how you say it—projecting your voice, 
maintaining eye contact, and being able to engage and 
persuade your audience effectively.

3. Appearance (How You Look):  While not as critical as gravitas 
and communication, appearance does play a role in executive 
presence. It’s about looking polished and professional, which 
helps reinforce the authority and credibility you convey 
through your actions and words.



Executive Presence (EP) is a Skill 
You Can Learn

Sylvia Ann Hewlett, a renowned expert on leadership, conducted 
extensive research involving 4,000 professionals across different 
industries to explore the concept of Executive Presence (EP). 

Through this study, she found that Executive Presence is not an 
innate quality but rather a skill that can be developed and refined 
over time.

Hewlett’s research revealed that while some aspects of Executive 
Presence may come naturally to certain individuals, it is largely a 
set of behaviors and skills that can be learned and cultivated. 

This is encouraging for professionals who may feel that they lack 
EP; with deliberate practice and feedback, anyone can improve 
their executive presence.



How To Practice Executive Presence (EP)

Here are three simple, actionable, and highly effective ways to 
practice Executive Presence:
1. Master Your Body Language:  Practice maintaining strong, 

open body language during meetings and conversations. Stand 
tall, make eye contact, and avoid fidgeting. These nonverbal 
cues project confidence and calmness, which are essential 
aspects of Executive Presence.

2. Communicate with Clarity and Confidence:  Before speaking 
in important meetings or presentations, prepare your key 
points and practice delivering them concisely and assertively. 
Focus on using a clear, steady voice and avoid filler words like 
"um" or "uh." This helps to convey authority and ensures your 
message is heard.

3. Stay Composed Under Pressure:  When faced with 
challenging situations or difficult questions, take a moment to 
pause and breathe before responding. This brief pause helps 
you maintain composure, think critically, and respond 
thoughtfully, all of which are critical for demonstrating 
Executive Presence.



#8. Drive Strategic Innovation



Lead with a Forward-Thinking Vision: Driving strategic innovation 
is about aligning innovation with your organization's long-term 
goals and vision. 

It involves identifying emerging trends, leveraging technology, and 
challenging the status quo to create competitive advantages. 

As a leader, you must inspire your team to think creatively and take 
calculated risks, ensuring that innovative efforts contribute 
meaningfully to the organization's strategic objectives. 

This approach not inspires fosters a culture of continuous 
improvement but also positions your organization to thrive in a 
rapidly changing environment.

Shift from strategic thinking to driving strategic innovation, 
consistently pushing the boundaries of what’s possible. 

By inspiring a culture of innovation, you can lead transformative 
change that positions your organization at the forefront of your 
industry.

#8. Drive Strategic Innovation



What is Strategic Innovation?

Strategic innovation is the process of developing new ideas, 
products, services, or business models that align with an 
organization’s long-term goals and competitive strategy. 

It involves looking beyond traditional methods and existing market 
trends to find creative solutions that can provide a significant 
competitive advantage.



Key Aspects of Strategic Innovation

1.  Alignment with Business Strategy:  Strategic innovation is 
about ensuring that innovative efforts are directly linked to the 
company’s strategic goals. This means innovations should 
help the company achieve its mission, enhance its value 
proposition, or open up new market opportunities.

2. Long-Term Focus:  Unlike short-term innovations that might 
focus on immediate gains, strategic innovation aims to create 
sustainable value over the long term. It involves foresight and 
planning, often requiring an organization to anticipate future 
market needs or disruptions.

3. Transformative Impact:  Strategic innovation often leads to 
significant changes in the way a business operates. This could 
involve new business models, entry into new markets, or the 
development of entirely new product lines that redefine the 
company’s position in the industry.

4. Customer-Centric Approach:  Successful strategic 
innovation typically revolves around a deep understanding of 
customer needs and behaviors. It seeks to create innovations 
that deliver exceptional value to customers, often by solving 
problems they didn’t know they had or by creating entirely new 
demand.

5. Cross-Functional Collaboration:  Implementing strategic 
innovation requires collaboration across various functions 
within an organization, including R&D, marketing, operations, 
and finance. This ensures that innovative ideas are feasible, 
marketable, and aligned with overall business strategy.



Apple Example of Strategic Innovation

A company like Apple engages in strategic innovation by creating 
cutting-edge technology products and ensuring that these 
products fit into a broader ecosystem that ties users into their 
brand (e.g., iPhone, iPad, Apple Watch, and iCloud services). 

This alignment of products and services with their strategic goals 
of creating a seamless user experience has helped Apple maintain 
a leading position in the tech industry.

In essence, strategic innovation is about thinking big and long-
term, challenging conventional wisdom, and ensuring that 
innovation efforts drive the company towards its overarching 
strategic objectives.



Example #1: Tech Industry Leader - 
Embracing AI for Personalized Customer 

Experiences

• Scenario: A leader at a large e-commerce company identifies the 
growing demand for more personalized shopping experiences.

• Strategic Innovation: The leader drives a strategic initiative to 
integrate artificial intelligence (AI) across all customer 
touchpoints. This includes developing AI-driven product 
recommendation engines, chatbots for personalized customer 
service, and predictive analytics to anticipate customer needs 
before they even express them. The goal is to create a highly 
tailored shopping experience that increases customer 
satisfaction and loyalty, aligning with the company’s long-term 
strategy of enhancing customer engagement.



Example #2: Healthcare Leader - 
Innovating with Telemedicine

• Scenario: A healthcare executive notices the increasing demand 
for remote healthcare solutions, accelerated by the pandemic.

• Strategic Innovation: The leader spearheads the development of 
a comprehensive telemedicine platform that allows patients to 
receive care from the comfort of their homes. This platform 
includes features such as virtual consultations, remote 
monitoring of chronic conditions, and AI-driven diagnostics. By 
doing so, the leader not only addresses the immediate need for 
remote care but also positions the healthcare organization as a 
leader in digital health, in line with its long-term goal of 
expanding access to healthcare.



Example #3: Financial Services Leader - 
Leveraging Blockchain for Transparent 

Transactions

• Scenario: A leader in a financial institution recognizes the 
potential of blockchain technology to enhance transaction 
transparency and security.

• Strategic Innovation: The leader initiates a strategic project to 
develop blockchain-based solutions for secure, transparent 
financial transactions. This innovation involves collaborating with 
technology partners to create a decentralized ledger system that 
reduces fraud, speeds up transaction times, and lowers costs. 
This aligns with the organization’s strategic goal of becoming a 
leader in secure financial services, providing a competitive edge 
in a highly regulated industry.



How To Practice Strategic Innovation

Here are three actionable, insightful, and concise ways to practice 
strategic innovation:

1. Dedicate Time for Trend Spotting and Market Research:  Set 
aside regular time each week to research industry trends, 
emerging technologies, and competitor strategies. Use this time 
to identify potential opportunities and threats. Stay informed 
through industry reports, thought leadership articles, and 
networking with other innovators. This proactive approach helps 
you anticipate changes and strategically position your 
organization for the future.

2. Inspire a Culture of Open Innovation:  Encourage cross-
functional collaboration and create platforms where employees 
can share ideas freely, such as innovation workshops or idea-
sharing portals. Promote a culture where experimentation is 
valued, and calculated risks are supported. This helps you tap into 
diverse perspectives and generate innovative solutions that align 
with your strategic goals.

3. Integrate Strategic Innovation into Your Decision-Making 
Process:   When making strategic decisions, deliberately include 
innovation as a criterion. Ask yourself and your team, “How can 
we approach this differently?” or “What emerging technology 
could we leverage here?” This mindset ensures that innovation is 
consistently considered in your strategic planning, driving long-
term growth and adaptation.

By embedding these practices into your routine, you can continuously 
inspire and drive strategic innovation within your organization, 
ensuring it remains competitive and forward-thinking.



#9. Build a Culture of 
Extreme Ownership



Inspire Accountability at Every Level: Building a culture of 
extreme ownership means instilling a mindset where everyone in 
the organization takes full responsibility for their roles, decisions, 
and the outcomes of their work. 

Leaders and team members alike are empowered to own their 
tasks and are accountable not only for their successes but also for 
identifying and solving problems. 

In this culture, excuses are replaced with proactive solutions, and 
each person is committed to the overall success of the team. 

By cultivating this approach, you drive higher performance, 
improve trust within the team, and create an environment where 
continuous improvement is the norm.

Create a culture where every team member takes extreme 
ownership of their roles and results. 

This approach drastically increases accountability and 
performance, ensuring that your leadership impact is felt across 
the organization.

#9. Build a Culture of 
Extreme Ownership



What is Extreme Ownership?

Extreme Ownership is a leadership concept popularized by Jocko 
Willink and Leif Babin in their book Extreme Ownership: How U.S. 
Navy SEALs Lead and Win. 

It emphasizes the idea that leaders must take complete 
responsibility for everything in their environment, including the 
actions of their team and the outcomes of their missions.



Key Principles of Extreme Ownership

1. Total Responsibility:  Leaders must own every aspect of their 
mission or business. This means taking full responsibility not 
just for their own actions, but also for those of their team 
members. If something goes wrong, the leader doesn’t blame 
others; instead, they look at what they could have done better 
to achieve success.

2. No Excuses:  In the philosophy of extreme ownership, excuses 
are not acceptable. Leaders must recognize that they are 
responsible for finding solutions to any obstacles or 
challenges that arise, rather than making excuses for why 
something didn’t go as planned.

3. Empowering Others:  While extreme ownership means taking 
responsibility, it also involves empowering team members to 
take ownership of their roles. Leaders set the example, but 
they also foster an environment where everyone feels 
accountable for their contributions to the mission.

4. Continuous Improvement:  Leaders who practice extreme 
ownership are always looking for ways to improve. They 
recognize that even successful outcomes can be refined and 
optimized. This mindset drives a culture of learning and 
constant enhancement.



Impact of Extreme Ownership

By adopting extreme ownership, leaders create a culture of 
accountability and resilience within their organizations. 

This approach builds trust, improves performance, and ensures 
that the team is aligned and focused on achieving their goals, no 
matter the challenges.

Extreme ownership is about taking full responsibility for everything 
within your control and fostering a culture where everyone is 
empowered and accountable for their actions and outcomes.



Addressing Circumstances Beyond Your 
Control

Extreme Ownership acknowledges that there are always 
circumstances beyond your control—unforeseen events, actions 
of others, or external factors. 

However, the core idea is not about controlling every variable but 
about controlling your response to those variables and how you 
prepare and adapt:

1. Focus on Preparation and Process:  You may not be able to 
predict the exact future or control all outcomes, but you can 
control how well you prepare. By focusing on rigorous 
planning, building strong processes, and ensuring clear 
communication, you set the stage for success even when 
facing unexpected challenges.

2. Adaptability and Resilience:  Extreme Ownership doesn’t 
mean you ignore reality. Instead, it’s about being adaptable 
and resilient in the face of adversity. When circumstances 
change, a leader with an ownership mindset quickly assesses 
the situation, makes the necessary adjustments, and leads the 
team through the challenge.

3. Learn and Improve:  When something goes wrong due to 
factors outside your control, Extreme Ownership involves 
analyzing what happened, learning from it, and improving your 
approach for the future. It’s about asking, “What could we have 
done better, even with these constraints?” and then applying 
those lessons going forward.



Balancing Control and Ownership

Extreme Ownership is not about guaranteeing specific outcomes 
or controlling every factor. 

Instead, it's about ensuring that you and your team do everything 
within your power to influence positive results and learning from 
every experience, regardless of the outcome. 

The focus is on the process—how you plan, execute, and respond 
to challenges—rather than on predicting or controlling external 
factors.

You own the process and the response, which in turn maximizes 
the likelihood of success, even in unpredictable environments.



Balancing Accountability and Realism

In a results-driven environment, it’s crucial to balance the need for 
outcomes with an understanding of the factors within and beyond 
control. 

Extreme Ownership encourages leaders to own their role fully, to 
control their process meticulously, and to respond to challenges 
with adaptability and resilience. 

When outcomes fall short, the emphasis should be on what can be 
learned and improved, rather than on assigning blame for factors 
beyond your control.

This approach not only builds trust within teams but also helps 
create a more resilient and innovative organization that can better 
work through the complexities of today’s business environment.



How To Practice Extreme Ownership

Here are three high-impact, highly effective, actionable, and insightful 
ways to practice Extreme Ownership:

1. Take Responsibility for All Outcomes:  Regardless of the 
circumstances, take full responsibility for both successes and 
failures within your team. If something goes wrong, resist the urge 
to blame others or external factors. Instead, analyze what you 
could have done differently—whether it’s clearer communication, 
better preparation, or more effective leadership. Then, take 
concrete steps to address these areas and prevent similar issues 
in the future.

2. Own Your Team’s Development:  Take proactive responsibility for 
the growth and development of your team members. Regularly 
provide constructive feedback, identify skills gaps, and offer 
training or mentorship opportunities. By investing in their growth, 
you ensure that your team is better equipped to meet challenges 
and achieve goals, which reflects directly on your leadership 
effectiveness.

3. Proactively Solve Problems:  Instead of waiting for problems to 
escalate or for someone else to address them, take the initiative 
to identify and resolve issues as soon as they arise. This might 
involve gathering resources, adjusting strategies, or even stepping 
in to support team members directly. By taking ownership of 
problem-solving, you demonstrate leadership and ensure that 
obstacles are addressed before they can impact the team’s 
success.

These practices not only reinforce your commitment to Extreme 
Ownership but also enhance your leadership effectiveness and build a 
culture of accountability and continuous improvement within your 
team.



#10. Empower Through 
Transformational Leadership



#10. Empower Through 
Transformational Leadership

Move from simple empowerment to transformational leadership, 
where you inspire and motivate your team to achieve beyond their 
perceived limits. 

This approach can 10X their performance and, in turn, your 
leadership impact.



What is Transactional 
Leadership?

Transactional leadership is a leadership style focused on the 
supervision, organization, and performance of tasks by using 
rewards and penalties to motivate followers. 

Here is Transactional Leadership:

1. You tell them what to do
2. You check that it got done. 
3. You tell them what to do next.

It's the tell, check, next loop.

This style is built on a clear structure of authority and 
responsibility, where leaders and followers engage in a 
straightforward exchange: the leader gives directives, and the 
follower is expected to complete the task in exchange for rewards 
or to avoid penalties.

Transactional Leadership limits creativity and initiative because it 
focuses more on following orders than on encouraging innovation 
or personal growth.



Key Characteristics of 
Transactional Leadership

1. Clear Structure and Expectations:  The leader sets specific, 
measurable goals and clearly defines the tasks required to 
achieve them. Followers know exactly what is expected of 
them.

2. Contingent Rewards:  Rewards (such as bonuses, 
promotions, or recognition) are provided when followers meet 
or exceed the expectations. This reinforces positive behavior 
and motivates continued performance.

3. Management by Exception:  Leaders intervene only when 
performance does not meet standards or when problems 
arise. This can be in the form of corrective action (active 
management by exception) or only addressing issues after 
they occur (passive management by exception).

4. Short-Term Focus:  Transactional leadership is typically more 
focused on immediate, short-term tasks rather than long-term 
goals or innovation. The emphasis is on efficiency, 
productivity, and maintaining the status quo.



What is Transformational 
Leadership?

Transformational leadership is a leadership style that seeks to 
inspire and motivate followers to achieve their highest potential, 
often resulting in significant personal and organizational 
transformation. 

This leadership approach goes beyond managing day-to-day 
operations and focuses on long-term vision, innovation, and 
change.



Key Characteristics of 
Transformational Leadership

1. Inspirational Motivation:  Transformational leaders articulate 
a clear and compelling vision that inspires and energizes their 
followers. They provide meaning and challenge to their team’s 
work, fostering a sense of purpose.

2. Intellectual Stimulation: These leaders encourage creativity 
and innovation by challenging existing norms and encouraging 
followers to think critically. They promote an environment 
where new ideas are welcomed, and problem-solving is 
approached from multiple angles.

3. Individualized Consideration:  Transformational leaders pay 
close attention to each follower’s needs for achievement and 
growth, acting as mentors or coaches. They offer support and 
encouragement tailored to individual aspirations, helping 
followers reach their full potential.

4. Idealized Influence:  Leaders serve as role models, 
exemplifying the values and behaviors they expect from their 
team. They build trust and respect, which in turn inspires 
followers to emulate their example.



Example of Transformational Leadership

A transformational leader in a tech company might inspire their 
team to develop a groundbreaking new product by emphasizing 
the impact it could have on improving people’s lives, encouraging 
creative problem-solving, and providing personalized support to 
team members as they push their boundaries.

In essence, transformational leadership is about creating positive 
change by motivating and inspiring followers to achieve more than 
they thought possible, both for themselves and for the 
organization.



Impact of Transformational Leadership

• Organizational Change: Transformational leadership is 
particularly effective in driving change within organizations. By 
aligning the team around a shared vision, transformational 
leaders can guide organizations through significant transitions.

• Employee Engagement: Employees under transformational 
leaders often feel more valued, motivated, and committed to 
their work. This leadership style can lead to higher levels of job 
satisfaction and lower turnover rates.

• Innovation: The emphasis on intellectual stimulation and 
challenging the status quo fosters a culture of continuous 
improvement and innovation.



How To Practice Transformational 
Leadership

Here are three highly effective, insightful, and actionable ways to 
practice Transformational Leadership:

1. Inspire and Motivate Through Vision:  Clearly articulate a 
compelling vision for the future that aligns with the values and 
aspirations of your team. Regularly communicate this vision in 
meetings, one-on-one conversations, and through written 
communications to keep it top of mind. By consistently tying 
daily tasks and long-term goals to this vision, you inspire and 
motivate your team to strive for excellence.

2. Develop Your Team’s Potential:  Focus on the individual 
growth and development of your team members. Offer 
personalized coaching, mentorship, and opportunities for skill 
enhancement. Encourage them to take on challenging projects 
that stretch their abilities, providing support and feedback 
along the way. This approach not only builds their skills but 
also fosters loyalty and commitment to the organization’s 
goals.

3. Lead by Example and Model Desired Behaviors:  
Demonstrate the behaviors and attitudes you expect from your 
team. Whether it’s resilience in the face of challenges, ethical 
decision-making, or a commitment to continuous learning, 
embody the values you want to see in others. Your actions set 
the standard for your team and create a culture of 
accountability and integrity.

By implementing these practices, you can effectively cultivate a 
transformational leadership style that inspires, develops, and 
empowers your team to achieve greater success.



Conclusion



Think and Act with a 10X Mindset

In today's fast-paced and complex world, the difference between 
good and great leadership is the ability to think and act with a 10X 
mindset. 

By adopting a 10X approach, you position yourself to inspire and 
lead at a higher level, driving significant impact and growth within 
your organization. 

Whether it’s through cultivating a high-impact vision, leveraging 
strengths, or fostering a culture of extreme ownership, each of 
these strategies is a stepping stone toward transformative 
leadership. 

The journey to 10X your leadership impact begins with a 
commitment to continuous improvement and the courage to lead 
with purpose, integrity, and adaptability. 

Embrace these principles, and you will not only elevate your own 
leadership but also empower those around you to reach new 
heights



Where to Grow 
for More?

For more proven practices in 
leadership, innovation, and high 

performance follow me, JD Meier, 
on LinkedIn:

In/JDMeier

Unleash Your 
Greatest Impact!
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