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Habit 2: Regularly Reset, Realign, and Recharge
I had the opportunity to share a cup of coffee with two very 
successful leaders, one a CEO/entrepreneur and the other a senior 
pastor. As they shared their challenges, a common point emerged: 
“Leaders have to make decisions and live with the results.” As we 
talked about what “living with” the results meant in practical terms, 
one key point emerged: leadership can be lonely. 

In another conversation with a leader, they shared with me a 
similar concern. “I feel like I’m constantly reacting as a leader and 
spending most of my time dealing with the daily work instead of 
looking ahead and planning,” he said. “I’m tired, and I feel like my 
people are getting burned out.”

Let’s think back to our chapters on Ought-But-Not Leaders and 
organizational threats. Whether it is a feeling of loneliness or burnout, 
the foundation is that we are not getting to the things that replenish 
our energy reserves. In our “ought to” language, we are allowing our 
priorities to be dictated by others. In “threat” language, our ego is 
getting in the way of asking for help or handing things off to others.

It would take less than sixty seconds of searching on Google or 
Bing to come up with credible evidence linking stress with health 
issues. There are things we can do to manage this, but we first have 
to address the very things that are getting in the way. Who reading 
these pages has the following life goals?

•  I plan on working extremely hard, eating whatever I want,
avoiding exercise, and dealing with my Type 2 Diabetes and/or
heart disease when and if it happens.

•  I am willing to sacrifice key relationships in my life for the career
I want. A healthy marriage and close friends would be nice, but
they are not my priorities.
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There are some certainties if you are a leader. Each day and week 
you will be faced with big decisions that could have a huge impact 
on the organization. When you do make a decision, the feedback 
often gets personal: people objecting to or arguing the decision. 
There will be personal attacks on the leader (you) by people outside 
of the decision-making loop. (Ask a pastor about this one!)

Gallup did a study that found people who had three close friends 
at work were 96% more likely to be extremely satisfied with their 
lives. I never read in their results the caveat, “except for CEOs or 
executives.” You may feel different, but you are not.

Leadership sages Stephen Covey and Peter Drucker both shared 
the same advice with leaders around self-care. Covey talked about 
sharpening the saw, which is a time of reflection and self-renewal 
that rejuvenates us so we can return to our work and life with new 
energy and renewed focus. Drucker shares the concept of feedback 
analysis, which is a continuous loop of personal feedback to set 
goals, do the work, and revisit the work to constantly hone your own 
knowledge of where you are at your best.

In order to be able to reset and recharge, most leaders need to 
know that the team is functional enough for them to temporarily 
disengage. They can’t do that if they aren’t dialed into what’s going 
on. The leader who wants to be able to disengage in order to reset 
and realign has to be able to accurately assess the status quo, which 
means they have to be able to listen and grasp what’s going on 
inside and around the leader. Here are a few tips to do that:

•	 Observe. What is your energy level coming to work? Do you 
see your people taking initiative, or do you have to repeat things 
many times or do them yourself? What is your energy level when 
you leave? Take five minutes to answer these questions three times 
a week for the next two weeks. What does it tell you?
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•	 Ask people. How are your people feeling about things? For an 
organization with fewer than seventy-five people, schedule some 
breakfasts and start the conversation with questions like: “What’s 
working? What should we start doing? What should we stop 
doing? What are you wondering about?” Ask and listen. This 
also gives you a chance to share some of the things that are keeping 
you up at night, with the goal of finding some solutions to the 
problems you face.

Both these actions will help you identify things in your own 
work and your organization that are working, and things that are 
broken. It is a key in every conversation to identify what is working, 
because that will provide little boosts of energy for yourself and 
your organization. Progress and getting work done leads to renewed 
energy. Jim Collins calls this the Flywheel Effect in his classic 
book, Good to Great. In his study of successful companies, Collins 
discovered that they all did a great job defining the big goals, 
understanding the work that needed to be done to achieve the 
goals, and celebrating as the work was completed. The flywheel is a 
symbol for the business making progress, and as it turns it develops 
momentum for the business. It becomes easier to turn with every 
successful rotation. We gain energy from successes.

It is important for you to listen to yourself and your business, 
but it is also important to develop a circle of people around you 
who can provide needed empathy, support, and ideas for your work. 
Here are three ways to accomplish that:

•	 Get a small network (three to five people) of peers: Part 
of my work is with second-stage growth companies, which are 
smaller companies entering a stage of growth where the business is 
getting bigger than what the leader can manage on his/her own. 
My job is to help the leader increase his or her capacity to lead 
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and to develop a team around them that will share the work of 
leadership. As part of my work, I always encourage a leader to 
find a peer group where they can be with people who are on the 
same journey. Peer groups provide a safe place to share ideas and 
frustrations, get advice, and be reminded that others have bigger 
problems than you. Safety was presented earlier as a real threat 
to leaders getting feedback and ideas from their people. It is also a 
barrier for you when you look inside your company for a place to 
be yourself. While you need to be transparent with your team, if 
you are a CEO, this network should be outside the organization.

•	 Become an expert at:

a. Finding a positive outlet for stress (it is part of your job and it 
is not going away).

b. Taking time twice a year (in addition to your vacations) to get 
away from the office to recalibrate your personal and professional 
priorities and to reenergize. Sharpening the saw and self-
reflection are not urgent tasks, but they are important. I know a 
CEO who has actually found a peer group that takes him away 
from the office each quarter for a couple of days, and he uses that 
time to find support for his work and get some time to recharge.

•	 Make sure your team is practicing the same principles.  

Do you really want your executive team making decisions from 
a place of loneliness, fear, or insecurity? Will your newly-hired 
VP be more productive if s/he is feeling lonely or s/he has one or 
two friends to openly share frustrations with or get advice from? 
When you adopt habits for a healthier self, getting your leadership 
team involved will create a support network around you. I know 
of teams that always schedule some exercise together during their 
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off-sites or engage in fitness challenges once or twice a year. This 
third habit will reinforce your focus in number two and increase 
your chance for overall success.

One reason executive coaching has taken off in the last decade 
is because the pace of business has changed significantly. Making 
a personal change is a challenge, and now it’s even harder because 
there’s so much to do on a day-to-day basis. One big question that 
sums up this habit of reset and recharge is, “Are things where they 
need to be for me personally and for my business?” Within the 
answer has to be a compelling “why” for making a change. The role 
of a coach mirrors that of a peer group in a couple of ways. First, the 
coaching relationship is a safe place to process things that need to 
be talked about, whether they are frustrations or possible solutions 
to a problem. Secondly, it provides both support and accountability 
for the leader, which are the two critical ingredients for making a 
successful personal shift or change. In this way, a coach becomes a 
key partner and sounding board in the work, and will help make the 
changes stick.

Habit 3: Deliberately Develop Your Best People
Ought-But-Not Leaders get frustrated by time—there’s never enough 
of it for them, it passes by them inconsistently, and they can’t figure 
out how to use it effectively. My response to their frustration is to 
pivot them from blaming time to realizing how much of their work 
they allow to be dictated by others. It is a reality that leaders are just 
like anyone else: they have twenty-four hours in a day, and there is 
nothing they can do to add an hour. It is also critical to recognize that 
there will be lots of interruptions in a leader’s day, especially those 
that lead smaller organizations. By the way, 99.9% of organizations 
have less than five hundred people, and they employ roughly 46% 
of all people that are working. My recommendation to leaders is 
focus your limited resources and time towards your best people. 
An overall threat to your organization is that not enough people are 




