PILLAR 1: FITNESS
Improving profitability through biopsychosocial alignment
Bio (body) – Psycho (mind) – Social (environment)... ﬁtness in leadership requires all 3 arenas to be in alignment.
You are a human after all, and humans are social animals. So your body, mind, and environment all need to be
maintained if you are to perform at your natural best.

Two separate studies of the S&P 1500 across a decade of data, found that companies led by CEOs that run marathons outperform the average in market over asset value. And companies led by CEOs that play golf, underperform the average. The proﬁtability gap between golﬁng CEOs and running CEOs is a staggering 57%. So it’s
not just a matter of spending 4 hours on a sport, but you have to choose the kind of sport that will lead to greater physical ﬁtness and mental stamina.

Mental ﬁtness is just as important to high performance. You’ll notice yourself becoming mentally fat when you
stop seeking out new sources of learning in your industry or profession. When you contribute lazily to your
work. Or when you ﬁnd yourself outmatched by new recruits in their 20s using vocabulary to describe innovations that you are not aware of. The way to get ﬁt is to adopt a lifelong learning posture. The brain needs exercise. Ignore that at your own peril.

Organizational (environmental) ﬁtness requires leaders to pay attention to their company as a social organism.
Humans are not resources, not predictable, not consistent, and not machine parts see what happens. Let’s
concentrate on your physical ﬁtness for now:

ASSESSMENT QUESTION
LEVEL 1
I can touch
my toes.

LEVEL 2
I exercise 3 times
per week for not
less than 45 minutes
each time.

LEVEL 3

LEVEL 4

LEVEL 5

I know my max
heartrate, and I hit at
least twice every
week.

I run a marathon or a
15km obstacle course
race atleast once
every year.

I am one of the people
on my team that sets
the example and
pushes the team
toward group physical
ﬁtness.

NEXT STEP:
LEVEL 1 OR 2

Measure your max heartrate, and hit it twice a week.

LEVEL 3 OR 4

Set a good example by encouraging others around you to become more involved in
physical exercise.

LEVEL 5

Complete the Spartan Trifecta, an Iron Man, or another major sporting challenge.

PILLAR 2: CONFIDENCE
Maximizing confidence through risk and
limitaTIon management
Conﬁdence is a skill, gained through risk, and is 100% contextual. There is no such thing as a generally conﬁdent person. All conﬁdence is context speciﬁc. You might have the conﬁdence to stand on stage and deliver
a keynote speech in front of a thousand people, but that doesn’t mean you will have the conﬁdence to stand
on the same stage in front of the same audience and play guitar. Change the context and the conﬁdence will
change as well.

All conﬁdence is gained through risk. If there’s no chance of failure, no conﬁdence will be gained as a result of
the attempt. The only outcomes of an attempt at anything are winning and learning, and both will raise conﬁdence. Failure is a conscious choice to forgo the learning opportunity that comes from an undesired outcome,
and decline the conﬁdence gain.

Conﬁdence is not enough to get anything done, you also have to have the skill. You need to actually be able to
deliver the keynote speech, or play the guitar. If you think of yourself as more capable than you actually are,
that’s arrogance. If you think of yourself as less capable than you actually are, that’s cowardice. Avoid the traps
by having a clear view of your real competencies, capacity, and capabilities.

ASSESSMENT QUESTION
LEVEL 1
I consider myself to
be a conﬁdent
person.

LEVEL 2
Others regularly tell
me that I am a
conﬁdent leader.

LEVEL 3

LEVEL 4

I fail about 10% of the
time when I attempt
things that I have
never tried before.

I regularly lead my
team into challenges
that I am only 80%
certain they can
achieve.

LEVEL 5
I am regularly paid
to tell my story in
public because I can
raise the level of
conﬁdence in a
crowd.

NEXT STEP:
LEVEL 1 OR 2

Take more risks. Identify a context in which you would like to gain conﬁdence, and attempt
something 4% more difﬁcult than anything you’ve tried before.

LEVEL 3 OR 4

Frame your story of conﬁdence in context, and start to use your story to encourage and
motivate others around you.

LEVEL 5

Consider writing a book. Contact me and I’ll point you in the right direction.

PILLAR 3: discipline
Choosing behavior through dopamine-based
cogniTIve reprogramming
When you are sitting on the couch and suddenly feel motivated to do something productive, your brain gives
you a hit of dopamine to reward you just for thinking about it. If you wait about 40 seconds and don’t do
anything, your brain will give you a second hit of dopamine for avoiding the risk of doing whatever you avoided. In this way, you can train yourself to never get anything done, and still feel pretty good about it.

The key to getting things done is to make a move within 5 seconds after feeling the initial motivation. If the
challenge seems too big, then break it down into a small enough actions that you won’t resist it. I.e. You don’t
have to go to the gym, but you do have to put on your gym clothes. Lowering the challenge makes it more
likely that you’ll try. And that will start to build a pattern of moving in the direction of getting things done.

Motivation will get you to the starting line, but only discipline will get you to the ﬁnish line. Discipline is the
ability to choose your behaviour regardless of how you feel. Making a rational rather than emotional decision
about your behaviour is the key to enduring productivity. Eventually, repetitive behaviours consciously chosen
will become normalised, and then turn into habits.

ASSESSMENT QUESTION
LEVEL 1
I do what needs to be
done, even when
I don’t feel like it.

LEVEL 2

LEVEL 3

LEVEL 4

LEVEL 5

I regularlty and
intentionally program
my own brain to
produce new
behaviors that I know
will contribute to
my future success.

I am regularly called
upon to motivate my
team, because I am
the kind of person
that inspires action
and gets things done.

I don’t use bonuses or
punishments to
motivate my team.
Instead, I know each
of their psychological
motivators, and they
are individually
aligned to our team’s
vision of success.

I lead my team with
bias toward action,
and I regularly launch
projects, products, and
services knowing that
I only have 80% of
the relevant
information.

NEXT STEP:
LEVEL 1 OR 2

Choose an area of your life in which you’ve been procrastinating, and tackle it with an intentional
plan to create a habit from your resistance by using discipline.

LEVEL 3 OR 4

Lead your team to launch a project or initiative with only 80% of the relevant information,
in order to foster a bias toward action.

LEVEL 5

Apply for a coaching certiﬁcation program, so you learn a methodology for passing on your skills
in discipline to others around you.

PILLAR 4: CONNECTING
MulTIplying efforts through curating neurochemical
and sociological bonds
Humans are social animals. We need each other, and we depend on each other. Yet still so many people feel
like they are, “in this alone.” The truth is, you can’t even get through your day without your life intersecting with
a thousand other lives, from the builder that laid the tiles in your bathroom to the barista serving your coffee.
Humans have always survived by connecting with and caring for each other.

The only way that any human has ever experienced love, trust, and belonging, is in the form of a neurochemical called oxytocin. The more oxytocin you produce with others, the more loyalty you’ll have with them, and the
more you can count on them for provision and protection, even when you’re not looking.

Practical tips for connecting with humans include eye contact, friendly (not ﬂirty) physical touch, a thoughtful
gift, a generous word of encouragement, doing a favour for someone, or simply spending time with them. Put
these into practice with your team on a regular basis, and see how much more you care for them, and how
much harder they work for you.

ASSESSMENT QUESTION
LEVEL 1
Other people consider
me to be a caring
and friendly person.

LEVEL 2

LEVEL 3

LEVEL 4

LEVEL 5

My team works hard
for me because they
like me as a person,
not because they
“have to”.

I’m very intentional
about making eye
contact, listening 70%
of the time in
conversations, and
removing distractions
(like my phone) when
I’m meeting with
people.

Most of the people
that work with me
would tell you that I
have dramatically
improved the quality
of their lives, and I
have people outside of
my work that regularly
ask for my advice and
follow it as well.

My team follows me
because of who I am
and what I stand for. If
I asked them to move
to a different city to
start a new company
with me, more than
60% of them would
join me in the new
venture.

NEXT STEP:
LEVEL 1 OR 2

Be more intentional about connecting meaningfully with people around you in practical
ways. Start with eye contact.

LEVEL 3 OR 4

Try to identify which of the suggested connecting methods above works best with each
of your team members at work. Make an oxytocin inventory.

LEVEL 5

It’s time for you to consider starting your own company or venture, if you haven’t already.

PILLAR 5: REST
Sustaining efforts through rest and flow for
opTImized performance
If you get less than 6 hours of sleep for 2 consecutive nights, your overall performance will drop by 12.1% and
last for 6 days... even if you “catch up” on your sleep in night 3. Leaders should be sleeping not less than 6 and
not more than 8 hours per night, on average. You need that rest in order to perform at your natural best.

Whenever someone brags about their 16 hour workdays or jokes about their workaholic tendencies, I take that
as a warning sign. They are deﬁnitely not performing as well as they should be, no matter how long they work
each day. Working hours spent is not a real measure of productivity, and if you want to be at your best, you’ll
need to work more focussed hours rather than more hours in general.

Focus is a serious problem for most leaders today. But you can gain your rest when you are awake by using
mindfulness and ﬂow. Mindfulness slows down your perception of time and allows your mind to relax
throughout the day. Flow is a way of slowing your brain down, and speeding your work up. Yes, you can
become 500% more productive in a ﬂow state, while resting parts of your brain at the same time.

ASSESSMENT QUESTION
LEVEL 1
I have a vacation
every year.

LEVEL 2

LEVEL 3

LEVEL 4

LEVEL 5

I sleep not less than
7 hours every night.

I practice meditation
or mindfulness for
10 minutes or more
at least twice every
week.

I lead my team in
mindfulness exercises
during work hours at
least once every week
in order to boost
performance and
align our limbic
systems.

I regularly complete
more than 50% of my
work in a neurological
ﬂow state that lasts a
minimum of 2 hours.

NEXT STEP:
LEVEL 1 OR 2

Practice mindfulness at work at least 2 times each day for 5 minutes, and note what happens
to your general mood and productivity.

LEVEL 3 OR 4

Schedule 8 hours per week into your calendar for working in a ﬂow state, protect that time
with a “closed door policy” ... i.e. no interruptions and no distractions.

LEVEL 5

Start saying “no” to good and valuable things that you want to do, in order to prioritise your
long term and legacy goals.

PILLAR 6: COMPETITION
CurATIng competitors to drive self-development
There are no companies out there, only collections of humans playing economic games with each other. Each
economic team tries to win their economic game each day, in hopes that they will gather enough resources
to ﬁnance the personal goals and dreams of all of the members of the team. So in order to be good at gathering resources, you need to be a good competitor.

The game of business never ends. Winning today doesn’t mean you’ve won the game. The competition never
sleeps, so you will need to always be investing in yourself and your team to make sure you are aware of the
changes in the rules, the innovations in your industry, and the state of play. The game only ends when a team
runs out of resources to play.

To stay sharp, choose people that can act as benchmarks for you in your profession or in your industry. Competing with someone doesn’t mean they have to know about it. If you see a character trait, competency, or set
of skills in someone that you want to collect for yourself, learn it by watching them and monitoring their moves
in the game. Leaders don’t compete to defeat others, they compete to become stronger themselves.

ASSESSMENT QUESTION
LEVEL 1
I participate in a
competitive sport
at least once
every week.

LEVEL 2

LEVEL 3

LEVEL 4

LEVEL 5

I assess the
performance of other
people that I look up
to in order to set
benchmark goals
for myself every
year.

I regularly help others
to set personal and
professional goals
for themselves by
helping them to
identify their
benchmark
competitors.

I have led my team or
organization into an
intentional economic
battle with another
team or organization
that I considered to
be better than we
were.

I have led my team or
organization to rescue
one of our struggling
competitors or pivot
them into an ally, in
order to ﬁght an
economic battle that
was bigger than both
us and our competitor
combined.

NEXT STEP
LEVEL 1 OR 2

Identify someone that’s better than you at doing what you do, pick a metric for competing
with them, and beat them. They don’t necessarily need to know.

LEVEL 3 OR 4

Pick a battle in your industry with another team or another company. Choose a metric that you
think would be valuable, and difﬁcult, for your team to achieve. Go get it.

LEVEL 5

Identify a competitor in the market, and either acquire them, or disrupt them out of the game.

