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I’ve had a reputation for “having it all together” my whole life. My family, my teachers, my
coaches, my bosses—they always assumed I could be counted on to take the lead or have the
answer.

And most of the time? They weren’t wrong.

I’m proud of this reputation. And, this reputation belies the struggle I’ve felt to keep it all
together when things get tough. 

Taking the lead, learning new skills, coming up with the answer, finding a solution—these all
come easily to me. My challenge is in how I keep it organized and prioritized in order to do
anything of consequence with my leadership, skills, or solutions.
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I’m constantly wavering between the
certainty that I have the ability to excel at
any task in front of me and the doubt that
I’ll be able to follow through.

Last year, I was talking about an idea for
how to take an event we run to a new level.
I laid it all out. It sounded wonderful—and
totally within our capability of executing.
But, I was hesitant. My community manager
asked me why I wasn’t ready to commit.

I told her that I just wasn’t sure that I could
do it the way I was envisioning. It felt easier
to keep it small and within the realm of
what we’ve already done than to go big and
risk it falling short of expectations. I’ve
often found the distance between what I
can imagine and what I can execute to be
daunting.

Over time, I’ve learned that this is not an
uncommon struggle. You may very well
experience something similar. And if you
don’t, you have your own struggles and
challenges when it comes to turning your
ideas into reality.

For most of my life, I interpreted my
struggle as a personal failing. I had been
gifted talent and brains but lacked the
organizational aptitude and stick-to-
itiveness to do anything with it. I was
broken.

When I started my first business, I
overcame this problem in the only way I
knew how; I ignored it. I keep my ambition
in check and relied on my personal abilities
to see me through.

But as my business grew—and with it, my
ambition—I started to lose control. I tried all
of the project management tools and
organizational systems that promised to
help keep things organized. I spent more
than a hundred thousand dollars hiring
people to create systems and keep me in
check.

And none of it worked. Worse, it reinforced
what I already knew about myself. I was
broken. Deficient. Incapable of making the
impact I wanted to make and achieving the
idea of success I craved.

Throughout this time, I was discounting one
of my greatest strengths. I’m actually a
system creator. 

Now, I know that probably sounds pretty
odd considering everything you’ve read thus
far describing my lack of organization or
ability to conform to systems. But that’s just
the thing! I’m not good at organizing work
the way you’re “supposed to” or sticking to
systems that have been designed to tell you
what to do or being managed by others.
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But what I’m really good at is thinking in
and creating systems.

 

I didn’t need to conform to someone else’s
system for making sense of my work or
keeping track of the things that needed to
be done. I needed to create my own.

In the time since I started building this
system, I discovered that I’m autistic. I’ve
always sensed that I experienced the world
differently than others but now I have a
way of making sense of those differences. I
share this with you not because the lessons
you’ll read on the following pages are
specifically for autistic people or even
neurodivergent people.

I know enough about neurodivergence to
know that I know nothing about
neurodivergence in any way that makes me
qualified to do that!

My hope is that, by sharing a bit about my
neurology, you can embrace whatever
differences you experience in how you
approach planning, organizing, and
executing your work. 

The Commitment Blueprint isn’t a system
you need to follow to the letter. Instead, it’s
a way of thinking about goals, planning, and
execution that invites difference instead of
suppressing it.

I’ve built a whole business around inviting
business owners to find “what works” for
them. And with The Commitment Blueprint,
I invite you to do the same. 

Experiment with the system. Adapt it. Add
to it. Subtract from it. Use it as a jumping-
off point to find your own blueprint for
turning your ideas into reality and growing
into the leader you really want to be.
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01
The process begins by identifying your
vision for the future. You'll do this
separately for your life & business.

02
You'll examine how your current habits and
choices need to adapt to orient you toward
your vision.

03
You'll explore how your business needs to
adapt to make your vision a reality and
choose the changes you're going to focus
on in the short-term.

04
You'll identify projects that will help you
fulfill your Strategic Priorities and lead your
business closer to your vision.

This workbook will guide you through 5 steps for reapproaching your work
and how you structure it. You'll start with high-level work and drill all the

way down to nuts & bolts execution of your plans.

05
You'll create a structure for and an
approach to executing your plan that
allows you to maintain flexibility without
getting off track.
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I moved to a new town after college and at the start of a period of crippling depression. I was
living with my mom and my new step-father, working at the Borders Books & Music in the
nearby city.

Most days, I would hop in my car, take a short drive out of the neighborhood, and then turn
onto the small highway that would spit me out at work. The vast majority of the drive was on
that highway—just straight ahead. I rarely strayed from this course; I had nowhere else to go.
In a new city with little reason to get out and explore, I felt disoriented.

I had grown up in a suburb of Harrisburg, Pennsylvania where I could always orient my
location to the sight of the Appalachian mountain ridge that flanked the community to the
north. In college, I lived in a small town where I could always orient to my campus and the
intersection of Main St and White Oak.
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But whether in the town where I lived or
the city where I worked, I would find myself
feeling turned around. I was unsure at any
given time whether I was facing north,
south, east or west. Any deviation from my
usual route would leave me unsure of where
I was.

I stayed in that area for 8 years. Eventually,
I started to find my bearings. From there, I
moved to the Oregon coast, along the
Columbia River—ancestral territories of the
Chinook, Clatsop, and Kathlamet nations. In
Oregon, I found a strong sense of
orientation again. There was never a time
when I couldn’t see either the river, the
mountains, or the Astoria Column. Even
when I was in an unfamiliar part of town, I
knew exactly where I was.

Navigating a new town is much like
navigating life and work. When we lack a
clear way to orient ourselves, we feel
unmoored, adrift.

We end up sticking to a familiar route
because it gives us a sense of direction and
helps us feel some connection to where
we’re going. But what happens if we want
to survey new territory? What happens if
we run into a detour or a traffic jam?

We need a way to orient ourselves so that
we can explore without feeling completely
lost.

Since you’ve opted to embark on this
process with me, I know you feel the pull to
explore. You’ve likely already made many
choices that have you in unfamiliar territory,
experiencing new things every day. You
might feel pretty confident with your
navigation skills and you’re looking for a
new way to leverage them—or, you feel
disoriented like I did in my new town and
you’re looking for a compass.

You know there will be twists and turns on
your journey. You know there will be
mountains to climb and streams to cross.
You know the conditions around you will
change; sometimes the sun will shine and
sometimes the rain will pour down in
sheets. You’ll come across washed out trails,
speed bumps in the road, or detours that
take you off the straight and narrow path.

All along the way, you will have choices. In
fact, the presence of choice is one of life's
defining characteristics.
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While we might not all have the same choices and the same opportunities (systemic
oppression, mental illness, disability—they can all impact what we have access to), we all have
an opportunity to choose how we show up for any given moment. We have the chance to see
the choice in front of us at all times.

How do we choose? How do we know what to pursue and what to leave behind? How do we
know when to get uncomfortable and when to rest? How do we know when to take a risk and
when to prioritize safety?

We need a way to orient ourselves. We need landmarks, trail markers, a map, a compass so
that we can make choices that serve us.

— Greg McKeown, Essentialism
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A compass helps us orient to our surroundings. It gives us
key information (North, South, East, West) for making the
choice. A compass doesn't tell us where to go—but it can
help us choose the right path.

I'm getting ahead of myself, though. In order to choose a
path, we need to know where we're going.

In the past, the destination I would choose for myself was a
goal. It might have been to hike a particular trail, run a
certain race, hit a bigger revenue target, or land a
prestigious interview.

Sometimes I hit these goals. Sometimes I didn't.

Regardless, I started to notice just how often pursuing a goal
didn't give me a sense of satisfaction. It only led to the
anxiety of finding the next goal, and the next one, and the
one after that. I also noticed that the more I fixated on my
goals, the less aligned with my values my life and work
became.

My goals led me to make choices that didn't reflect who I
wanted to be, what I wanted to stand for, how I wanted to
relate to those around me.
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Sometimes we set goals because we think we're supposed to want some shiny medal or

external marker of success. Sometimes we set a goal to keep up with others, to compete.

Still other times, we set goals out of cultural or social conditioning.

When has a goal steered you away from who you wanted to be, what you wanted to
stand for, or who you wanted to be in relationship with?
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I remember the exact day my approach to goal-setting started to shift. I had just finished
leading a small retreat of business owners in Whitefish, Montana—the homeland of the
Ktunaxa Nation—in June 2017. My husband and mother-in-law met me at the hotel we used
for the retreat that morning so we could go on a hike.

They drove me up to Big Mountain. We parked and, getting out of the car, I breathed in the
clean mountain air. We purchased 3 one-way tickets for the ski lift and got in line. I had no
idea you could take a ski lift in the summer! Further, I had no idea you could take a ski lift to
the top of a mountain and then only hike down the mountain.  This was a revelation for a
very suburban woman who, up to this point, preferred the safety of a strip mall to the
uncertainty of the great outdoors.

As we ascended slowly on the lift, we passed over beargrass, mountain bikers, and tiny pine
trees. We looked behind us at Whitefish Lake and the Flathead Valley. We soaked up the sun.
Once we were at the top, we could look out over the mountains into Glacier National Park
and on into Canada. It was beautiful. Then we started to hike down on the Danny On trail.
There was still snow on the ground in places. The sun was warm but the air had a slight chill.
The sky was a bright blue and almost completely clear of clouds.

We hiked and talked and laughed (excellent protection against bears). My mother-in-law
pointed out the different flowers and plants along the trail. It was unlike anything I had
experienced before. And I felt completely happy. I knew I wanted more of this experience in
my life.

I wanted to make choices that led me to mountaintops and trails and family and clean air and
strong legs.
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At first, I tried to quantify this new desire
with specific and measurable goals. I made a
list of all the big trails I wanted to hike. My
husband and I decided we'd visit all of the
US national parks in the next 10 years. I
amped up my still-new daily fitness practice.
But it wasn't long before those particular
things just didn't really interest me as much
as finding ways to lean into how I felt on
that mountain. I wasn't chasing an elusive
moment in time—I knew I couldn't recreate
that day.

I was choosing how I wanted to orient
myself and what opportunities I wanted to
create.

A couple of years later, I landed on a word
for how I had been leading myself with this
newfound understanding: commitment.

On my 37th birthday, I could finally
articulate a guiding question for myself:
"What am I willing to totally and completely
commit to?" I shared on Instagram:

One of my signature brands of self-sabotage is
being just slightly less than committed and
giving myself a pass when it doesn't work out.
Enough of that shit. When I am fully
committed, the energy changes, my thoughts
change, my actions change—and therefore, the
results change. If I truly want the results, I
need to be willing to commit.

I want a lot out of life—I suspect you do,
too. And to create the conditions to feel the
way I want to feel and experience the things
I want to experience (in whatever form they
end up taking), I need to change, adapt,
grow. I need to proactively make different
choices than I’ve trained myself—and been
conditioned—to choose.

But change is hard. It's often quite
uncomfortable. Change means making
different choices from your default—which
takes awareness and solid motivation.

adrienne maree brown writes in emergent
strategy:

Commitment is my will to imagine the world
in which I am changed and to make the
choices that bring me into alignment with
that vision.
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When have you experienced a moment of deep satisfaction that could point the way to
your vision for the future?

As you continue through this process, you’ll drill down from this sort of deep (if unclear) inner
knowing of what you want more from life to the commitments you want to make to guide your
choices. From there, you’ll look continue a similar process for discovering what you want to
create with your business, what path you’ll take next to grow in that direction, and how you’ll
create a plan to structure that growth.
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Before we go further, let's dig into the difference—as I see it—between setting goals and
setting commitments.

Goals thrive on expectations and certainty. For years as a business coach, people asked me,
"What is a reasonable goal to set?" And what they meant by that was, "How can I be certain I
can hit this goal?" When we set goals, we want our expectations to match a certain outcome.

Similarly, goals only celebrate outcomes. If "life is a journey" is cliche, so is "it's about the
journey, not the destination." Yet, our whole pop-culture understanding of goal-setting,
productivity, and personal/professional growth revolves around destinations—finite goals
that allow us to measure ourselves against our expectations.
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Finally, goals tend to produce anxiety by
fixing our posture only toward the future.
I'm all for future-thinking (and have a
generalized anxiety disorder diagnosis to
prove it). But we know—scientifically and
spiritually—that rooting our orientation to
the present creates the greatest feeling of
satisfaction and the greatest opportunity
for growth.

Now, let's contrast this approach to setting
commitments.

Commitments prioritize process and
embrace uncertainty. It's not about knowing
what's going to happen—it's about finding
your curiosity for how things will unfold
when you make certain choices.

Commitments celebrate progress. They
invite us to view each choice we make (big
or small) as an opportunity to mark growth.
Commitments are rooted in present
experience. They help us find our values in
every moment. They help us see the choices
in front of us.

When we make a commitment, we're
choosing our trajectory toward the life (and
business) we really want. We're not ignoring
the future, we're embracing our present as
we step eyes wide open in that direction.
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Commitments are guidance
for daily choices & processes.
How the work is done is as
important as doing it.  

Commitments assume that
outside circumstances are
always changing & that new
things are being learned.  

Commitments are a reminder
to be present and show up
intentionally in work & life.  

Goals are only “successful” if
the desired outcome is
reached. Any means can be
used to reach the outcome. 

Goals assume a persistent
certainty of outside
circumstances. 

Goal-setting creates a future
orientation that undermines
the value of the present. 

VS
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Now is a good time to take a few minutes for reflection. It's possible to see the work of

commitment happening in your life already. After all, you've made plenty of choices up

until this moment (and you'll make millions more). You've grown and shifted direction and

altered your trajectory over time. All along the way, you've been learning.
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At this point, it might be helpful to say that
I’ve learned much more about myself
setting commitments than I ever did setting
goals, too. Because my commitments have
been about working toward my vision for
the future by rooting my experience in the
present and the choices I make every day, I
notice when the choice to uphold my
commitment bumps up against a mental
habit or pattern that was established long
ago. I notice when, as strategist & author
Charlie Gilkey would say, “the most
courageous next step” is the step I’m trying
to avoid.

My commitments help me make the choices
I really want to make so that I can learn
more about myself and make even better
choices in the future.

—

Charlie Gilkey, Start Finishing
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Before we go further, I want to acknowledge a tension that you might be feeling (as I do).
That tension is between the longing to grow toward the future while maintaining an
appreciation of the present.

My yoga teacher, Jason Crandell, speaks of this tension as the practice. He often cautions
about getting hung up on the end result of yoga: how far you can get into any pose or even
what fancy poses you can do at all. The point is not the end result—the point is the practice.

There is value in working hard, finding your edge, and even pushing yourself at times. But
there is also value in letting each pose or movement be what it is. There's value in practicing
and finding peace in the flow or stillness.

We can identify a vision for the future while also finding the value in our current experience,
choices, and work.

We’re conditioned to believe that the “hard” choice is the right choice. We’ve learned that, if
we don’t choose pain, there is no gain. But this conditioning forces us to negate the value of
just being, embracing the present—and who we are in this moment. We can change and grow
without sacrificing our satisfaction now.

Yes, sometimes we’ll choose to be uncomfortable for the sake of growth. Other times, we’ll
choose to rest, to relax, to ease into change. Choice is a practice and, in that practice, we can
learn to appreciate the tension between satisfaction and growth.

Sebene Selassie, on Hurry Slowly
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In what ways do you feel satisfied with your life and work right now? In what ways do you
want to grow? Once you've identified that  constructive tension acknowledged, we can
move on to identifying our vision for the future.
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Vision is a highly misunderstood concept. When we say
[insert celebrity entrepreneur name here] had a vision, it’s
easy to imagine that celebrity entrepreneur knowing exactly
what she was going to build from the get-go. It’s easy to
imagine that she knew what the company was going to look
like, how the product would be developed, and who would
help bring it all to fruition.

But that’s rarely—if ever—true. Instead, that celebrity
entrepreneur had an inkling of how the world could change
and what kind of technology (in the broad sense) could be
invented to create that change. But that inkling is powerful.
Just because it isn’t fully formed—not quite an expectation
of exactly what the future holds—doesn’t mean it doesn’t
hold a world of possibility.

Our celebrity entrepreneur—or the activist in the streets, or
the community leader, or the small business owner on the
corner—made a choice to pursue her inkling and commit to
learning how it could unfold.

A vision is a learning process. It’s your best guess of what
you want for the future given the information you have right
now. It’s an inkling of how things could be different and
what your role in that new world will be.

In this process, we’ll examine both your vision for your life
and for your business.

First, we start with your life.
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What do you want for your
relationships?
What do you want for your health?
What do you want for your mind &
spirit?
What do you want for your finances?
What do you want for your work?
What do you want for your advocacy or
impact in the world?
What do you want for your recreation
or hobbies?

Bring to mind what you want for your life
10 years from now. Take a few moments to
consider your relationships, your work, your
family, your finances, your craft, your
advocacy.

If you’re like most people, you made a
projection based on where you are now and
guessed what could reasonably unfold over
the next 10 years. You imagined yourself on
the same trajectory you’re on right now.

This is not your vision. Projections are
useful, too. But they don’t typically inspire
us to change or grow precisely because
they’re based on things not changing.

Try it again. This time, don’t worry about
what’s reasonable. Don’t worry about where
you’re right now and what’s likely to happen
next. Let the projection fade and start to let
a picture of what you want saturate your
mind’s eye.

—

—

—

— Sharon Salzburg, Real Change

Granted, what you think you want can be
colored by social conditioning, family
dynamics, or systems of oppression. It can
be influenced by mental illness or an
abusive relationship.

But that’s why your vision is a learning
process. Whatever you want right now is a
good place to start. You’ll discover more
about what you want—and how that might
be influenced by outside forces—as you
make choices.
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If you haven’t spent some time recently with your vision, now is a good time to take a

pause and really sink into the questions I asked above. It might be helpful for you to

journal, draw, move, or meditate on them. You should have a vision that excites you—

even if it feels a little half-baked—before you move on.
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Who does your vision require you to become?
What habits need to change as you become that person?

Now that you know more about what you want for your life, it’s time to ask some (more)
challenging questions:

Yes, this is where things start to get tricky. Of course, we want what we want without having
to change, to do things differently, to grow. We want the path toward our vision to be as
downhill as my hike down Whitefish Mountain.

That’s not going to happen.

I’ve since gone on many more hikes that took my breath away. Almost all of them involved a
steep climb. The one that didn’t required me to carry bear spray (like pepper spray on
steroids) so I was prepared for the likelihood that we’d come across a grizzly bear on the trail.
I’ve hiked in Alaska, California, Wyoming, North Dakota, South Dakota, Virginia, New
Hampshire, Ohio, Oregon, Washington, and Maine. Plus more hikes in Montana and in my
home state of Pennsylvania. Each hike had its own challenge, it’s own growth edge. I nearly
backed out of my first hikes in grizzly country. I have been paralyzed by fear at the thought of
running into a rattlesnake. I’ve held my bladder through a 6-hour hike because I still haven’t
conquered the growth edge of peeing in the woods.

Every time I’ve faced a new challenge, I’ve become someone new. And each time I become
someone new, I come closer to my vision—and I learn more about what I really want out of
life.

Who does your vision require you to become? What challenges do you need to say “yes” to?
What growth edge do you need to bump up against (and shimmy through)?

Your vision isn’t just the people and stuff around you. It’s certainly not just the work that you
do or the way you spend your time. Your vision is you, fully actualized.

20



( )

Consider who you are becoming as you work toward your vision for your life. Remember

that just because you're not that person right now does not mean your today-you is bad

or somehow faulty. You are not a problem now AND you can want to grow.

21



Remember, your vision is a learning process.
Self-actualization isn’t a destination, it’s a
journey.

So that covers who your vision requires you
to become, now let’s look at the other
question: what habits need to change as
you become that person?

I’ve already talked about how choice is all
around us all the time. One of the reasons
that we don’t see the reality of all of the
choices in front of us at any given time is
because our habits make the choices for us.
We have a default set of actions that we’ve
developed over the course of our lives.

These habits are often rooted in childhood
trauma, social conditioning, capitalism,
white supremacy, sexism, ableism, and many
more systems of oppression. Our habits are
often forms of self-protection and have—at
one point or another—played a useful role in
our lives.

Habits are our natural responses to a world
that is often organized against us. They’re
the assumptions we make about how we’re
“supposed” to act in a given situation.
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Those habits compete with our desire for
change. They help to blur our perception of
choice so that it’s hard to see how we could
do things differently.

I’ll admit that, if you’re unfamiliar with this
kind of thinking, this might sound a bit
melodramatic. It would have sounded
melodramatic to me just 8 or 10 years ago.
Today, I recognize these things as deeply
True.

And that by recognizing that Truth, I’ve
been able to appreciate the habits that have
kept me stuck for what they are while still
untangling them from my personal standard
operating procedures.

You won’t spot all of the habits that hold
you back today. Not hardly. This is your
life’s work.

Now that you’ve started to notice the
differences between who you are today and
who you’re becoming, the different choices
that person makes, and the different
experience they have, consider the patterns.

Maybe you notice that today-you avoids
conflict but future-you embraces conflict to
make relationships stronger and find true
consensus whenever possible. Maybe you
notice that today-you plays it safe to avoid
failure but future-you takes risks to do
better work. Maybe you notice that today-
you regularly makes choices that lead to
burnout but future-you prioritizes rest.

It might be a challenge to see these patterns
at first. They’ll show up in can’ts and
shouldn’ts and won’ts. They’ll show up
when you hear a voice in the back of your
head saying “Oh, I could never do that, be
that.” They’ll show up as a record skipping
through different areas of your life and
work.

Once you start to see the patterns, though,
you won’t be able to ignore them.

And that’s when you’re almost ready to set
a commitment.

One more thing to do first and that’s to get
real about the hard part.

— Tara Mohr, Playing Big



Compare and contrast who you are becoming with who you are now. Consider how

becoming someone new requires you to untangle your own habits. Look for how your

default choices make it difficult to live your vision.

24



…
…

…
— Danielle LaPorte, The Desire Map
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Marketing expert Seth Godin writes, “Everything worth
doing has a hard part. If it didn’t, it would have been done
before.” That’s true in communities, it’s true in businesses,
and—yes—it’s true in your life.

As I said, the patterns that show you where you want to
make change often express themselves in can’ts, won’ts, and
shouldn’ts. They voice themselves in limiting beliefs and
excuses. They surface from the never-ending loops we seem
to regularly find ourselves in.

So what’s the hard part? Well, it’s going to be when those
can’ts, won’ts, shouldn’ts, limiting beliefs, and never-ending
loops get between you and what you want. It could be a
small interaction with a friend. It could be at a predictable
point in your big project. It might be an ongoing fight with
your partner or child.

And it’s the hard parts that we have the biggest opportunity
to grow, to reset the habit keeping us stuck.

— Seth Godin
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What pattern was at play in the situation as it unfolded? What choice did you make
according to your today-you habit?

What would you do differently now? How would describe that choice?

Bring to mind a situation you would have liked to have handled differently. Your situation

doesn’t have to be a big deal—it might be a small thing you wish you’d approached from a

different perspective.

When is this pattern likely to surface again? How will you recognize it when it does? And
how will you remind yourself to choose differently?
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Take rest
Create energy
Show up
Work the system
Stay the course
Make room for margin
Let go
Get creative
Simplify
Choose the risk
Embrace uncertainty
Question normal
Choose vulnerability
Expect success
Opt for adventure
Go big
Break free
Accept the invitation

That brings us—finally—to setting your commitments.

Your commitments are your reminder to choose differently in those moments (and every day)
so you can grow toward your vision.

I like to keep these as simple as possible—just 2 or 3 words that I can hold in my brain as a
reminder to notice when I have the option to choose something different from my habit. Here
are some examples that I've either used in the past or that others have found useful:

Don't put pressure to get your commitments "right" right now. Jot down the ideas that come
into your mind or body. Note the ones from the list that connect with the habits & patterns
you'd like to address. You can refine your commitments as you go.
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Your commitment is your compass. When
you're feeling lost, disoriented, or just need
to check that you're on the right path, you
check in with your commitment. You see
how it might point you in a new direction or
suggest a choice when you just couldn't see
one. You see how it affirms a really difficult
decision you made or a risk you took.

Your commitment gives you a way to
reorient yourself over and over again.
I like to work on 3 commitments per year.
At least, that's what's served me so far. Last
year, my commitments were Choose
Uncertainty, Question Normal, and Expect
Success. This year, my commitments are
Adapt & Emerge, Open To Belonging, and
Stay Curious.

You might choose just 1 or 2 commitments,
especially if this is starting to feel a little
overwhelming.

Once you have a set of commitments
chosen, bring your "hard part" situation
back to mind. How would this commitment
have helped you to do things differently?
How would have inspired you to make a
different choice?

Of course, the goal here isn't to judge the
way you handled the situation or the choice
you made. It's just to recognize that you
could have done things differently then—
which means you can do things differently
in the future.

To make your commitments truly effective,
you have to give them meaning. Figuring
out how they’ll help you make different
choices when you’re going through a “hard
part” is one way to do that. But everyday
scenarios can also help. On the next pages,
you'll explore how your commitments will
guide you in decision-making so that you
can start to give them meaning.

29



30

For each prompt, consider how you can use one of your commitments to respond in a way

that's different from how you'd typically respond today.
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In each box, write down a scenario that you want to shift your response to (i.e., arguing

with your spouse, procrastinating on a project). How do your commitments inspire you to

respond differently? 



We started by getting clear on your personal commitments because they’ll not only help you
build a life you love, they’ll help you lead your business.

Your entrepreneurial leadership will inevitably face the same sorts of challenges and have the
same familiar growth edges as your life outside of business. If you have a nagging
disagreement with your partner, it’s likely that you have a similar nagging disagreement with
a business relationship. If you have a tendency to hide from your friends and try to handle
everything on your own in your personal life, it’s likely that you have a tendency to hide from
your team or colleagues and try to handle everything on your own in your business. If you’re
regularly avoiding important tasks in your personal life, you’re probably avoiding important
tasks in your business, too.
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I want to credit business therapist Nicole
Lewis-Keeber for helping me see this
mirroring of our personal challenges with
our business challenges. Nicole’s work
centers on helping business owners see
how their patterns and Inner Kiddo
influence the way they show up in their
businesses. By surfacing these patterns, she
can help them untangle them and step into
more mature leadership roles.

Your leadership is key to navigating your
business through the inevitable
switchbacks, summits, and junctions it will
face. You’re the one that makes the choices
—big, small, and everything in between—
every single day. Your commitments will be
a reminder to choose toward your vision.

Of course, the leadership of your business is
only one component of actually building a
business. It’s an important one—maybe even
the most important!—but it’s just one
component.

While there are all sorts of decisions to be
made about nuts-and-bolts business
operations, they all start with strategy.
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You are a powerful leader. Every moment before this one has led you here and informs

your next steps. You are prepared and equipped to take the next steps for yourself and

your business. Take a few minutes to reflect on what you've already learned.
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Strategy is a word that’s used to describe all sorts of things
but strategy, at it’s core, is a choice of direction. Strategy
says, “We’re going this way instead of that way.”

Strategy, like your commitments, orients you toward your
vision. In this case, strategy orients the business toward the
vision you hold for the business. Strategy can shift and
evolve over time, as you’ll need to take different paths to
reach your vision, but, at any given time, your strategy
should be focused and clear.

Unfortunately, most small business owners don’t stop to
find their focus on strategy. They concentrate on learning
how to do the latest marketing fad or build a new product or
send the best emails. They get caught up in the doing of the
business without ever having decided what direction all that
doing is taking them.

Nilofer Merchant writes in her book The New How, “Perhaps
people fixate on execution (‘doing what’s required’) instead
of finishing up strategy (‘choosing the direction’) because it’s
easier to see progress during execution than during strategy
formation and development.” We’re so hungry to say that
we’ve accomplished something that we don’t question why
we were accomplishing it in the first place!

The next step in this process, then, is to stop and set your
strategy.
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NAMING YOUR VISION (AGAIN)

What do you want your business to be known for?
What do kind of offers do you want to make?
What do you want for the finances of your business?
Who do you want to serve with your business?
How do you want your business to operate?
What do you want your role in your business to be?
What do you want your business to be really, really good at?
How do you want to use your business for advocacy or community impact?

Just like in your personal life, this step begins with (re)connecting with your vision for your
business. Remember, vision is a learning process. It’s not about having it all figured out, it’s
about learning what you want to build and how you see that coming to fruition today. Even if
you don’t land on specifics, general ideas of what you want for your business will help you set
your strategy and build something you love.

Connecting with the vision you have for your business begins with questions, just like
connecting with your personal vision. Consider:

It’s important to see here that your business is not you. You are in relationship with your
business. You are the leader of your business. You are the creator of your business. And, it is
separate from you.

That doesn’t mean—generally—that you are free to make choices for your business that don’t
line up with your personal values or vision. Why would you want to? That would cause all
sorts of unhelpful tension and stress. But what it does mean is that your vision for your
business should be able to live and breathe on its own. You don’t necessarily have to see
yourself in the answer to every question, every component of your vision.

— Nilofer Merchant, The New How



You have a vision for your life and it's also important to have a vision for your business.

Your vision might be crystal clear but, more likely, it's a little fuzzy or soft around the

edges. Use these questions to consider what you want for your business 5, 10, or 20

years from now.
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Remember: you are not your business. You're in relationship with your business. You can

take care of it and it can take care of you. 

What kind of relationship do you want to have with your business? How do you see your
business as separate from you? In what ways do your business and you overlap?
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Again, you may not be able to answer every
question about your vision for your
business clearly. If you’re new to business
or just new to thinking about your business
separate from your own work, there might
be components of your vision that you’ve
never considered before. That’s wonderful!
It means there is an opportunity to get
curious and start to see new possibilities
you might never have considered.

Sonya Renee Taylor writes in her book The
Body Is Not An Apology, “When we liberate
ourselves from the expectation that we
must have all things figured out, we enter a
sanctuary of empathy.” Be gentle with
yourself. Have empathy for your business.
Allow the picture of what you want to build
emerge slowly.

Let things be fuzzy for a while. Jot down
feelings that come to mind instead of clear
pictures. Take note of what you don’t want
if that’s easier to surface initially. Over time,
and maybe even through this process, you’ll
start to see a more affirmative, clearer
vision for what you’re building.

Once you have some semblance of your
vision for your business, we can dig deeper.

40



Who does my business need me to become?
What systems or tactics need to adapt to toward my
vision?

Again, just like with your personal vision, there are a couple
of questions we need to investigate to find our next steps:

It’s very likely that in considering who your business needs
you to become, you see your commitments reflected back to
you. You see the patterns you want to interrupt and the
different choices you want to make.

You might also gather up some new information. Maybe you
see a new pattern you’d like to address or something that
will need to be examined in time. Maybe you see a different
side to something you noticed before and you can find even
more clarity on how you want to grow. Take note of
anything here that would be helpful as you settle into your
new commitments.

Just like before, there is no need to judge yourself and your
present leadership. Find the value in the present: how you
have built and led your business to this point. And also see
the potential for what you’ll be able to practice toward.

IDENTIFYING OPPORTUNITIES
FOR GROWTH & ADAPTATION

41



Who does your business need you to become? How does your leadership need to adapt to
make your vision reality? What leadership skills do you need to learn to feel confident and
powerful at the helm of your business?

— Sonya Renee Taylor, The Body Is Not An Apology
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Now, let’s turn our attention back to your business. Naming your vision for your business
gives you a look at the space between where it is now and where you want it to be. At first,
this space is just a landscape—you see the gentle curves of the ground, the plants that grow
along the hillside or streams, the variations in color, elevation, and fertility.

But we can look closer. When we ask, “What systems or tactics need to adapt toward my
vision?”, it helps us see the trails that we’ll use to explore the landscape. We start to get
specific about how things can change and mature.

You might find that to reach your vision you need a system for reaching many more potential
customers than you do now. You might spot that you need to automate more of your work so
that your time is free to pursue a new opportunity. You might see that you need a system for
hiring a team to support the business. You might notice that a system you rely on now will
need to be overhauled so that you can rely on it in a new way.

It’s probably helpful to point out here that everything you do in your business is already a
system. If you can’t see the system, it just means that system is highly unoptimized and likely
very inefficient. So don’t panic that you don’t have systems—just recognize that you have the
opportunity to make your systems cleaner and more effective.

Take time to notice how the way you work and the way the business runs needs to adapt to
make your vision a reality.

From here, we’ll start to look for patterns again.

— Jennifer Armbrust, Proposals For The Feminine Economy (#5)



Compare and contrast your current business with the vision you have for it.
Notice how the gap between them starts to show you the choices that
you’ve made (or avoided making). Notice how your habits as a leader have
made it difficult to take action on the things that will bring your vision to
fruition. Notice how what you’ve prioritized to this point was important but
now stands between you and your next steps.

Maybe your business today is scrappy and regularly pursuing new
opportunities to figure out what’s going to stick but your business vision is
well-resourced and steady. Maybe your business today is a solo act that has
allowed you to exert complete control over its early stages over but your
business vision is collaborative and team-oriented. Maybe your business
today is casting a wide net for clients or customers but your business vision
has a much more fine-tuned perspective on whom it serves and why it serves
them.

What patterns start to emerge in the choices, habits, and priorities you see?

The business you have today isn’t bad; it isn't a problem to be solved. You’ve
made the choices you’ve made to this point for a reason. Honor that reason,
see the value in how you’ve gotten to where you’re at. And, know that you
can make different choices now—in fact, you’ll want to make different
choices to make your vision a reality.

As you start to notice the patterns, start to see each one as a potential path
you can take toward your vision. By shifting that pattern and adapting it so
that it is more like the way your business operates in your vision, you’re
taking very real, concrete steps toward what you want for your business.

Each pattern—each path—is a potential Strategic Priority for you to focus on
over the next year.
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What habits do have when it comes to how you work?  How do they need to adapt to
realize your vision?

What systems or routines exist in your business? How do they need to adapt to realize
your vision?

Consider your normal working habits and the way your business runs. You might pay close

attention to what causes friction. But also pay attention to what feels easy.
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Compare & contrast the business you have now with your vision for it. What patterns
start to emerge in your choices, habits, and priorities?

— Robert Kegan, Immunity to Change
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Now comes a challenge: choosing. Setting our strategy means
making calculated choices about what we’re going to pursue
first as we move toward our vision. What’s the calculation? Well,
that’s up to you. You might choose to prioritize the Strategic
Priority that frees up your time and energy. Or, you might
choose to prioritize the Strategic Priority that leads to
significantly more revenue. Or, you might choose to prioritize
the Strategic Priority that helps you do more of the work that
really lights you up or work with more of the people who really
benefit from the value you create.

It might be helpful to write down each of the patterns that
you’ve spotted—each of the gaps between how you’re doing
things now and how you want to do things—and put them in
order of priority based on what you know right now. As you
order them, consider if there is something that really needs to
be done before you can focus on another aspect of the business
and take that into account in your order.

What is most important for you to change first? What is causing
you the most friction right now? What is causing the business
the most friction? Where do you sense a lack of alignment with
your values or your needs?



Leverage our process
Gather a bigger audience
Increase our margin
Strengthen our systems
Nurture a more inclusive community
Invest in stronger skills
Develop more resilient financials
Fuel our management process

Once you have the patterns in your priority order, it’s time to grab the first 1 or 2 off the top!
This is where you’ll put your focus. It’s the first path you’ll walk toward the vision you have
for your business.

Take some time to form your Strategic Priorities into an affirmative, action-oriented
statement of what you’re focusing on. Here are some examples:
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Once you have these statements, consider “the hard part” again. Consider how your
Strategic Priorities would guide you in those decisions. Layer in your commitments and
see if they help further. 

Now, your Strategic Priorities will help guide you but they don’t tell you what action to
take. To do that, we need to build a plan based on fulfilling these priorities.

Before we do that, though, let’s examine one of the biggest hurdles we face as creative,
ambitious people: the Overcommitment-Undercommitment Cycle.

When are you going to run into roadblocks or tough decisions as you pursue these
priorities? When is it going to feel sticky?
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We live in a chronically overcommitted culture. We say “yes” to too many things. We pack
our calendars full of life and business commitments. We pin our hopes (and personal
validation) on doing it all. We’re fried and frazzled from just trying to keep up with our
commitments. We’re stretched beyond our capacity.

I also want to acknowledge here that our decisions are not the only factor limiting our
capacity. Racism, sexism, ableism, and the very real wrench-in-the-works that is our current
pandemic put limitations on our capacity through no fault or action of our own.
All of that—plus an economic system that gives out empty praise for overextending yourself—
creates our overcommitment problem.

So what does overcommitment have to do with undercommitment? Everything.
Undercommitment is an equal-but-less-talked-about problem.
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Undercommitment welcomes self-sabotage
and leaves things half-done. It’s what makes
us stumble when we run into small
challenges and what makes us quit when we
run into bigger challenges.

Undercommitment is the gap between our
vision or goal and the resources we have to
make it happen.

We walk straight into undercommitment
precisely because of our overcommitment.
The more we say “yes,” the thinner our
resources are stretched. We simply don’t
have the capacity to fully commit to what
we say we want to do—which means we
end up getting mediocre results at best.
And when we constantly get mediocre
results? Well, we end up saying “yes” to
more and more things in an effort to find
something that gives us better results.

Note: undercommitted is different than
uncommitted. I know you’re committed to
the projects you’ve worked on and the
responsibilities you have. But have you
been committed enough to lead yourself
through the hard part? To gather the
resources you need to be truly satisfied
your follow-through?

Overcommitment and undercommitment
are two sides of the same coin.

The more we overcommit ourselves, the
more likely we are to undercommit to the
important things we’re trying to tackle.
We’re committed—but lack the
uncompromising commitment to devote the
necessary resources to navigate the
inevitable challenges that arise.

And because we’re undercommitted to our
ideas, projects, and strategy, we end up
subconsciously hedging our bets by
continuing to overcommit to more.

It’s a nasty cycle! A nasty cycle that is not
all “our fault.” This isn’t something to feel
bad about or judge yourself for. It’s
something you can take responsibility for
examining and changing.

The alternative to this hamster wheel of
overcommitment and undercommitment is
uncompromising commitment.

Making an uncompromising commitment to
an idea, a strategy, or even a short-term
project requires you to intentionally step
out of the overcommitment-
undercommitment cycle.

Uncompromising commitment means saying
“no” enough that you can finally, fully say
“yes.”
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Consider the overcommitment & undercommitment in your own life & work. 

In what ways are you overcommitted right now? What does that feel like in your body?

In what ways are you undercommitted (your resources are stretched too thin to
accomplish what you want) right now? What does that feel like in your body?

What is the connection between these things?
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Uncompromising commitment also means getting clear on what you’re already committed
to because it’s not just the new projects or ideas that limit our capacity. It’s all of the other
stuff—our existing clients, our families, our hobbies, our self-care, as well as all that
systemic and cultural stuff—that limit it too.

Fully committing to an important idea or project requires a complete assessment of your
capacity and a willingness to acquire the necessary resources (time, money, mental
bandwidth, emotional bandwidth, etc…) so that you know you can navigate the challenges
that are headed your way.
Uncompromising commitment also asks us to reexamine and reassess on a regular basis.

You can do that today pretty easily by considering a project you’re currently working on
and asking:

How would I behave differently if I had an uncompromising commitment to this project?

There’s a very, very good chance that there’s something you would shift.

I ask myself this question on a regular basis about each project I’m working on and I can
still find things that I would do differently!

Once I identify those things, I can ask myself why I’m not doing them—and if the problem is
a lapse in my commitment, I can recommit to the project, adjust my behavior, and continue
working the plan.

NOTE S
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While it’s key to limit what you’re saying “yes” to so that you can fully commit, it’s also
important to identify how you can work on things that work together. In other words, how
can you tackle a few projects that benefit from the others being worked on?
Greg McKeown writes in his book, Essentialism:

Setting your Strategic Priorities gives you a chance to identify the “meaningful whole” and
then name the projects that will work in concert to fulfill it. Instead of the projects you’re
trying to tackle being at odds with one another, they create a graceful cohesion. Instead of
feeling like you’re constantly driving around in circles, you feel like you’re making steady
headway toward your destination.

With all this in mind, you’re just about ready to start choosing the projects you’ll work on
over the next year. But first, we need to put one more guardrail in place to avoid
overcommitment—and that is to identify what responsibilities you’re already committed to.

–
–
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These responsibilities can take many forms—some will be personal, some will be business.
Some are the routine things you do without thinking and some are the things that are
important but often get forgotten in the crush of urgency. Some might be more time-
intensive, others are more energy- or emotion-intensive. 

Take a look through your average week and month. Make note of the things you’re
already committed to on a recurring basis.
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Now, consider the next 6-12 months. Jot down anything you’ve already said “yes” to.
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Once you have these lists, give them a good review. 

You can always let go of a commitment that was made without intention or purpose. And
the ones that you hold on to will limit your capacity to tackle others.

Now, you have a much better idea of the time and bandwidth you have to take on your
Strategic Priorities. So it’s finally time to start planning the projects you’ll complete to
fulfill them.

Are all the things on your lists necessary? Are they serving you and your vision? Is there
anything you’re continuing to do out of habit or based on false assumptions?
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If your Strategic Priority is like the path you’ll take to get closer to your vision, then each
project on that path is like a trail marker or a landmark. They’re wayfinders that make a long
and windy journey a little more precise. Your projects help you measure your progress and
ensure you’re still on the right path.

Projects turn your Strategic Priority into concrete action and measurable results. As you
chose your projects, you do not need to know how to accomplish them right now (your
projects will also show you what you need to learn) but you should be able to identify
specifically how they’ll help you move toward your vision.
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You should be able to easily identify when the project is “complete” or when the project
can be moved into an ongoing system.

Any project that I believe will take longer than 8 weeks needs to be divided into smaller
scopes, each with its own clearly defined outcome. You might feel more comfortable
working over longer periods of time or you might prefer sprints that take less than 4

weeks. But if you’re not sure, 4-8 weeks is a good guide.

You should be able to easily identify the purpose behind the project (as opposed to just the
desired outcome). Knowing this will help you stick with it when things get hard or when

you run into speed bumps.
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When you first start to consider the projects
you’ll plan for, it’s helpful to just brainstorm
possibilities. What are all the different ways
you could execute your Strategic Priority?

Once you have a list of possibilities, you can
start to select the ones you’ll add to your
plan. You might have strong feelings right off
the bat. Or, you might be taking more of a
guess. Certainty is not a sign of correctness
here.

Remember that your plan isn’t set in stone.
Adjusting the plan doesn’t mean you’ve failed
or done something wrong. It means you’re
learning. So start with your best guess of
what you want to do and then adapt from
there as you gain new information and
experiences.

The longer I’ve been in business, the more
apparent it is to me just how slow things
actually move. While everything might feel
urgent and high priority right now, the truth
is that the vast majority of things will take
their good sweet time to come to fruition no
matter how much anxious energy we put
towards them.
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You’ve now found your orientation for life and work by setting your
commitments. You’ve identified what you want to focus on to steer your
business closer to your vision by naming your Strategic Priorities. You’ve
considered what concrete projects will help you fulfill your Strategic
Priorities throughout the year.

You might be eager to dive into your favorite project management tool and
start laying out the work to be done. Okay, “eager” might be an exaggeration.
But we need to pause and do a bit more strategic work before we can get
into the “how” of working on your projects.

My friend Charlie Gilkey, author of Start Finishing, says, “We don’t do ideas.
We do projects.” And right now, your projects are still just ideas. They need
form and meaning and connection to the whole for them to truly make sense.

So take a look at the projects you’re planning for the next 6-12 months.
Make sure that they have concrete scope and desired outcome, that they can
be completed in 4-8 weeks, and that they have a clear purpose in fulfilling
your Strategic Priorities.

— Charlie Gilkey, Start Finishing
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Consider which projects can be completed first. Depending on your list, the decision of
where to start might feel obvious. It might even be completely necessary. 

Or, it could be a lot fuzzier. If it’s fuzzy, that’s perfectly fine. Pick somewhere you’d like to
start and then be open to the fact that you might discover that your projects need to
move around as you learn more.
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Looking at the next 6-12 months, what projects will you tackle each month? Rough it out for
now—remember, this plan is a learning process, too. Don’t forget to put your prior commitments
and responsibilities on your plan! That might mean you have to make some tough choices—but
that’s part of making an uncompromising commitment to your work.

Personally, I like to plan by quarter. Typically, I can tackle 3 projects per quarter (one for each
month), keeping in mind that there is going to be some overlap between those projects. You
might have the capacity to tackle more or fewer projects.
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Now you have a strong sense of your Strategic Priorities for the next year and a rough
sense of what projects you’ll want to tackle to fulfill those priorities. Next, we’ll get clearer
on your projects by creating a project brief.
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Buy-in is the feeling that you get when you know that what you’re working
on really, really matters. It’s not just busywork. It’s not something
inconsequential that you need to slog through. It’s work that is
fundamental to the overall success of your vision.

Buy-in isn’t just something we can cultivate for big, creative projects or
tasks. You can also feel buy-in toward administrative tasks like answering
email, tracking results, or conducting meets when you have a clear sense of
purpose behind the work.

When we have buy-in on a project, we’re much more likely to lead
ourselves through the hard parts, prioritize it as part of our work week, and
follow through in spite of our unhelpful habits. Similarly, if your work
involves other team members, helping them feel a sense of buy-in on the
project will increase the chances that they contribute creatively and
become true collaborative partners on the work.

Buy-in depends on knowing why a project matters to the strategy you’ve
chosen and the vision you’re working toward. It also depends on having at
least an idea of how the project will unfold to completion. And, it depends
on everyone involved seeing how they’re uniquely suited to contribute to
the project—and “everyone” here includes you!

Okay, let’s move on to how to create the Project Brief and then we’ll come
back to buy-in.

Once you’ve chosen a project to start with, it’s time to create a Project
Brief. Your Project Brief is like a mini strategic plan just for that project.
Yes, it will help you map out the work that needs to be done. But its main
job is to create a sense of buy-in (for yourself and/or for others on your
team).
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How will you know when the project is
complete?
What are you hoping to learn through
this project?
What results are you measuring?
How long will the project take to
complete?
How does this project help you fulfill
your Strategic Priorities and move closer
to your vision?
What resources (time, money, energy,
skills, etc...) are required to complete
this project?
What are the high-level tasks required
to complete this project?

Your Project Brief answers some key
questions:

Pretty straightforward, right? Your Project
Brief is a pretty tactical document—but it
serves the strategic purpose of giving your
project direction so that you can
communicate to yourself and others why
the project matters. Your Project Brief gives
the project shape so that it’s no longer just
an idea or an item on a grand plan.

My team and I complete a Project Brief for
every project on our plan. We typically do
this at the beginning of the quarter we have
the project slated for (we work 3 projects
per 3-month quarter). We’ve found that
these Project Briefs help everyone feel
more connected to the work and take
greater ownership over its success. 

That’s buy-in.

Buy-in shifts the objective from checking
items off of a list to thinking critically about
the progress of the project. “What’s next?”
is only the first question (instead of the only
question). When you think critically about
the work, you also consider why you’re
doing it, what you’re learning, and how you
can improve on the project as you go.
You’re no longer a machine executing a list
of instructions. You’re a human taking an
active interest in the creative challenge of
doing the work.

This is the kind of work that we crave and
yet we are so likely to deny ourselves. It’s
the kind of work that we see as only
belonging to a particular category or
particular skill set we possess. But all work
has the potential to be seen as vital,
energizing creative work instead of sets of
instructions we can be judged against.
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From an early age, most of us are
programmed to just follow the instructions
lest we miss a critical criterium for judgment
and see our score docked. Your Project
Brief is an opportunity to start to reprogram
yourself, to see all of your work as creative
work, to engage your critical thinking skills
in a way that energizes and excites you.
We’re slowly, methodically unwinding
decades of creative diminishment suffered
at the hands of institutions and
management structures.

I know that probably sounds like a tall order
for such a simple document. And adding
Project Briefs to your planning workflow is
certainly not going to do all of the work for
you. But it’s a big step in the direction of
seeing the potential for every task on your
list as something that begs for your
attention and creativity.

On the following 2 pages, complete a
sample project brief for one of the first
projects you'll implement.
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It’s finally time to look at how this work is actually going to get done. I like to think of this as
the “follow-through.”

As a kid and teenager, I played fastpitch softball. And while I enjoyed a number of positions
on the field, my favorite thing was pitching—and I was good. If you’ve ever seen a fastpitch
softball player pitch, you’ve no doubt seen the huge motion that’s used to generate the speed
and play on the ball as it crosses over home plate. The pitcher generally steps back with one
leg as they make a small backbend bringing the ball to their chest. Then, they pull the ball
back behind them with one arm, step forward, and quickly circle the ball at full extension
from their shoulder before releasing it at their hip.

What you might not see is that most of the speed and snap behind that pitch is generated
from the wrist and fingers in the follow-through. Sure, the stepping backward and forward,
the arm circle, and the inertia of the body create momentum. But the pitch doesn’t really
come alive unless the release and follow-through are perfect. The follow-through is also how
you create pitches like a changeup, riser, and curveball.

I used to practice that wrist snap at the end of the pitch over and over again. Getting the
follow-through right was my top goal when I was on the mound.

Actually working your projects to completion is the follow-through for your work. We tend to
make a grand production of planning (even when it doesn’t include time or intention for
strategy). But we rarely put the same quality of energy into the follow-through.

This is not to say that you don’t work hard or often find yourself working longer and more
urgently than you’d like. I’m not talking about the quantity of energy here—I’m talking about
the quality of effort. The precision of the wrist snap, not how big you can swing your arm.

Follow-through is not the same thing as achieving a goal or even accomplishing a particular
outcome. Follow-through means continually engaging with the work with a curious mind and
an intent to bring it to fruition, even when that means canceling the project, moving in a
different direction, or gracefully declaring it a failed experiment.
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Quality follow-through starts with personal
accountability. Personal accountability is
the intrinsic motivation and sense of
responsibility you feel behind the work
you’re doing. It doesn’t require you to
particularly like the work or even to feel
skilled at the work—personal accountability
is all about why you’re doing the work
you’re doing.

Lack of personal accountability is why so
many time management and project
management techniques fail. There is no
amount of notifications or nagging overdue
warnings that will get you to do something
you don’t deem important first.

To be clear, personal accountability is not
the same thing as executive function.
Executive function is how we manage our
behavior and work toward goals (which can
be as “simple” as getting your Driver’s
License renewed or remembering to feed
the cat). People with neurodivergent brains
have different patterns of executive
function and so I want to make sure that I’m
not conflating the two things here because
I’ve gotten this wrong in the past.

Personal accountability is the precursor to
managing how you get the work done—not
the method by which you get it done. 

Once you’ve cultivated personal
accountability for a project, you can use
external accountability, manual task
management, or any other approach you
find helpful to manage yourself.

Planning doesn’t create a sense of personal
accountability in and of itself. Just because
you’ve declared a revenue target or decided
to create a new offer doesn’t mean you feel
a deep sense of connection to those
outcomes. Lately, I’ve fielded a few
questions that all amount to: “Why don’t I
do what I say I’m going to do?” And that’s
certainly been a question I’ve asked myself
in the past!

The answer to this question is complicated
and circumstances around the question vary
for each person who asks it. But the answer
will always be rooted in personal
accountability. Just because you say you
want to do something doesn’t mean you’re
willing to follow through; it doesn’t mean
you’re committed to your plan.
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Some of the follow-through-oriented people
I know are also people who, because of
ADHD, autism spectrum disorder, chronic
anxiety or depression, have taken external
care to set up external accountability
structures to support their personal
accountability. If this is your experience, I
know you are committed to doing the work
that matters to you—and you have to be,
because there are additional barriers in your
way. Our culture expects you to be “less
productive” yet you are (or can be)
incredibly effective (and recognize that
effective isn’t the same as productive).

On the other hand, many people whom our
culture has deemed as highly productive
and capable struggle the most with follow-
through. I have been one of these people
(and sometimes still am). When things come
easily to you, when you’ve learned to follow
instructions really well, it’s easy to take
follow-through for granted. You develop a
loyalty to your grades, your performance
review, or your next promotion—but you
lack loyalty to yourself and your internal
motivation. If this is your experience,
connecting to your purpose, investigating
the structural reasons you’re not following
through, and actively cultivating personal
accountability is key to doing what you say
you’re going to do.

Many factors can interrupt our personal
accountability—and we’ve already talked
about a bunch. Overcommitment and
undercommitment can short circuit our
personal accountability, as can a lack of
buy-in or disconnection from vision and
purpose. But there are three more factors
worth talking about: ceding responsibility to
others, habits of self-sabotage and the
unspoken worries and assumptions that trip
us up.
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Because we’ve been trained to focus on how other people judge us and our work, we’re
very quick to transfer our sense of responsibility to someone else. It could be a team
member who you hope will “manage up.” It could be an accountability buddy you fear
disappointing. It could be a client who’s depending on you to come through. No matter
who or what we assign the responsibility of keeping us on track and no matter whether it’s
conscious or unconscious, we end up craving a reward or fearing a punishment at the
expense of our intrinsic motivation to see things through.

When we put our motivation and purpose for the work outside of ourselves, we lose a vital
connection to it. And with that vital connection lost, we find ourselves dreading the work
instead of finding satisfaction (if not enjoyment) in it. Dan Pink writes in his book, Drive,
“Intrinsic motivation is conducive to creativity; controlling extrinsic motivation is
detrimental to creativity.“

Again, it’s not that having a team member you meet up with to track progress, an
accountability buddy who supports you in structuring your work, or project management
software that sends you reminders is a bad thing. It’s that they’re not the only thing.
They’re not the missing puzzle piece in the quest to do the work that matters. They are
tools for our personal accountability.

When have you ceded responsibility to someone (or something) else instead of first
cultivating your personal accountability?
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And that brings us to self-sabotage.

Side note: I literally just procrastinated—a form of self-sabotage—on writing this section by
doing a bunch of other work first.

Oh my god, I did it again. I just scrolled Instagram instead of laying out this page.

Self-sabotage is the patterns of behavior that keep us from what we want. These patterns
actually result from a conflict between one desire and another. We might procrastinate on
a project we want to do because we also want to stay safe & comfortable. We might deny
receiving help because we also want to look like we can do it all. We might constantly let
ourselves off the hook on deliverables because we also want to avoid the challenge of
learning something new.

We all have a history of self-sabotage in one way or another because we all have these
conflicting desires. And we'll all continue to deal with self-sabotage until we can name our
patterns, figure out how those patterns are the result of conflicted interests, and plan for
leading ourselves through.
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This is putting off work that is key to your
goals. You might procrastinate because
you don't enjoy the task you need to
complete or because the project feels too
big to tackle. You might procrastinate by
not working or by working on everything
else "first."

This is not showing up for ourselves or
others. You might not be keeping up with
your responsibilities. Or you might remove
yourself from the public sphere entirely.
You might even hide from your own needs
or desires.

This is numbing out instead of engaging
with the work. You might numb yourself
with shopping, alcohol, overeating, or
mindless distraction. You might always find
a way to let yourself off the hook for what
you say you're going to do.

These are all the unhelpful thoughts that
derail our progress. You might engage in
negative self-talk to protect yourself from
something your nervous system perceives
as an even bigger threat than harsh words.  
Or, you might be repeating something
that's been said to you in the past or
something you fear someone saying.

This is trying to go it alone. You don't ask
for help and you don't accept help when
it's offered. 

This is holding out on finishing until you
believe the work is perfect. You might get
stuck in the research phase. You might
stall out in the creation or execution
phase. Or you might get bogged down in
the detail work around editing or
optimizing.

Let's take a look at some common patterns of self-sabotage. Which feel familiar to you?
You'll have the chance to explore more on the next page.
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Which of these patterns do you see most often in your own life and work?

In hindsight, when do you notice self-sabotage impacting the way you were working?
What patterns do you see in how you got in your own way? What conflicting desires start
to surface?

 Consider these common forms of self-sabotage or any others that come to mind.

Then, consider some of the projects that you've worked on over the last year.
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Based on your answers to the previous questions, consider when you're most likely to
engage in self-sabotage. 

Finally, consider why these things trip you up or trigger unhelpful habits.

Is there a particular aspect of a project (like starting or finishing) that always trips you up?
Is there a trigger (like receiving a negative email or running into something you don't know
how to do) that often sends you spiraling?

Is it a fear of disappointing people (that's one of mine!)? Is it trying to maintain your
comfort level? Is it people-pleasing and conflict avoidance? Is it fear of the unknown? Dig
into the root cause of your self-sabotage—look for the unspoken desire that's conflicting
with your stated desire. We'll come back to this in just a bit.
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As I mentioned, we need to come back to the unspoken desires that conflict with our stated
desires. Underneath our desires to stay comfortable, not disappoint people, avoid conflict, or
whatever unspoken desire you surfaced, is a worry or assumption that keeps us stuck if it
goes unresolved. We have to examine, deconstruct, and disprove that worry or assumption in
order to make lasting change.

If your unspoken desire is to stay comfortable, you might have a worry that getting
uncomfortable means there’s a good chance you’ll realize you're not up for the task. If your
unspoken desire is to not disappoint people or avoid conflict, you might have an assumption
that disappointing or confronting people will cause them to leave you. If you have an
unspoken desire to do all the work yourself without help, you might have a worry that
receiving help means you're not good enough.

There's a very good chance that you named your commitments—and even your Strategic
Priorities—as a corrective to some of these worries or assumptions. That's wonderful!
Acknowledge that self-knowledge. And, it also means that you need to dig even deeper to
unpack what you're trying to hold on to even as you commit to something else because
otherwise, your orientation is going to have you traveling in circles.

Just by taking a closer look (instead of avoiding it), you have a better understanding of your
own patterns of self-sabotage and that means you can start to plan for it. Instead of fearing
those habits, you can start to assume that they're going to happen and put a plan in place for
when they do. When you notice yourself procrastinating, you can engage your plan and
decide to spend just 10 minutes on the task you're avoiding. When you notice yourself
denying help, you can reach out to someone you trust. When you notice your perfectionism
kicking in, you can decide to ship something!

You can include your plan for leading yourself through self-sabotage in your Project Brief or,
if it's something you'll use more generally, include a reminder to yourself in your personal
hub, whether that's a paper planner, a project management tool, or your Leadership
Dashboard.
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What worries or assumptions have bubbled up for you to this point? What beliefs or
thoughts have you noticed underneath your habits? Try forming “if... then...” statements
to find your assumptions and beliefs.
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These assumptions or beliefs may be
informed by past experiences, trauma, or
relationships. They might be influenced by
cultural conditioning or perpetuated by
systems of oppression. Get curious about
why you assume the things you assume and
worry about the things you worry about.
Look for the root cause. Allow yourself to
feel the feeling you might have been
avoiding and explore where it comes from.
Jessica Abel writes in Growing Gills, "If you
learn to identify when that seized up feeling
is coming, and feel that moment when you
start to get squirrelly, you can stop what
you're doing and just let yourself think
about that feeling."

As you uncover the root of your
assumptions or worries, see if there is
another story or thought you can replace it
with as you fulfill your commitments and
Strategic Priorities.

As an example, I have a root worry around
disappointing people. The assumption is
that if I disappoint people, they won’t think
our relationship is valuable and they’ll leave
me. For that reason, I avoid conflict and
negative feedback like it’s a murder hornet.
I’ve been working to replace this
assumption with the thought, “If someone
isn’t satisfied with the situation or my
behavior, they’ll let me know because they
value our relationship and trust that I’ll
work to do things differently next time.”

In just a short time with this new thought,
I’ve felt my whole body relax into a new
feeling of intimacy and belonging. Instead of
feeling panicked and anxious, I feel open
and receptive.

Where did that assumption come from?
What’s the root cause? After some lengthy
self-inquiry, I can see it for what it is: an
assumption that I learned very early on from
various relationships and institutions. I can’t
make real change and truly grow until I
confront that assumption and deconstruct it
with a new way of seeing myself and the
world.

As you choose your next steps, it’s
important to plan for the things that derail
our personal accountability:
overcommitment, lack of buy-in, ceding
responsibility to others, self-sabotage, and
unspoken desires in the form of worries or
assumptions. Planning the projects we’re
going to take up over the next year is
important but only if we have a plan to
follow-through, too.

As we head into the final part of this
process, we’ll look at ways you can
structure your work to promote follow-
through, how you can use metrics to track
your progress, why your goal shouldn’t be
to stick to your plan, and explore how you
can bring all of the pieces of The
Commitment Blueprint together.
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)

We’ve reached the last few steps in The Commitment Blueprint. At this point, you’ve set your
sights on your commitments. You’ve set your direction with Strategic Priorities. And you’ve
planned your projects for the year. You’ve even considered how you’re going to follow
through and start to break habits that have kept you stuck in the past.

As we start to bring this process to a close, it’s time to dig into the work of showing up and
doing the work. Meditation teacher Sebene Selassie says, “Curiosity is a crucial component of
lessening our reactivity.” Our objective is to cultivate a presence and mindfulness of the work
so that we can avoid reactive, impulsive, or hasty actions. We’re going to get curious about
ways we can work our plans, structure our work, and cultivate a positive impact on others
and ourselves as business owners.
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To start, let’s examine one of the top questions I get every year: How do I make a plan I can
stick to?

Everyone wants to know a magical formula for choosing goals and making plans that they can
glue themselves to for a month, a quarter, or a year. After all, not sticking with a plan is a sign
of failure, right? And we want nothing more than to avoid any signal that we have failed
ourselves or others.

So yes, that’s pretty messed up in and of itself. But that’s not what this is about. It’s about
why I believe sticking to your plan isn’t the objective—and why working the plan is instead.

Let’s define our terms. 

When I say “sticking to the plan,” I mean the idea that we can make a plan to reach a goal or
complete a project and execute it as-is, from top to bottom. Sticking to the plan means
checking every item off your list and hitting all your deadlines. It means not changing course
or eliminating anything from the plan.

When I say “working the plan,” I mean engaging with your plan as a learning process. The
more you learn, the more your plan evolves and adapts. You might discover the objective is
something totally different than you expected. You might find out that a part of your plan just
isn’t very important. Or, you might see that there is more learning to be done before the plan
can be completed.

With everything you check off the list of your plan, you learn something new. You have new
information. If you execute the plan exactly as you created it when you had less information,
you’re inevitably missing ways to make it better.

That doesn’t necessarily mean you’ll discover you need to do more. No, often it means you’ll
discover that you can do less. Or you can do something differently. Or that you need to take
a different direction entirely.
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One of the reasons we don’t see our plans
this way—as a learning process that we can
use to adapt to an even better outcome—is
because we’re trying to “get it right.” We’re
trying to follow a perceived set of
instructions to the letter.

But there truly is no set of instructions, no
manual for how to create what we want to
create. For every step of the plan, there is
only ever our best guess based on the
information we have right now. So why not
utilize new information to make a better
guess than you did a week or month or year
ago?

Another reason we fail to see our plans as
evolving is that we’re afraid we’re not up to
the task. We create a plan based on who we
are as much as what we think we’re capable
of. Letting the plan evolve adds a new
variable into the mix. What if the plan
becomes something we’re no longer skilled
for? What if the plan becomes something
that “people like me” can’t or, worse,
shouldn’t do?

Letting a plan evolve may force us to reckon
with our identities, resources, and skills. It
may teach us lessons that we didn’t know
we needed to learn. It might create
uncomfortable choices that we don’t feel
prepared for.

None of that is bad. It’s growth.
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We’re constantly changing. After all, as you might have heard, our bodies completely replace
themselves every 7 years.

We can’t execute a plan the way a computer executes a program because we’re not made of
software. We’re made of “liveware” as neuroscientist David Eagleman calls it. He says, “all of
[the brain’s] experiences reshape it. So that you’ve got these 86 billion neurons, these brain
cells, and each one of these has about 10,000 connections to its neighbors ... Every moment
of your life, every experience you have, changes the physical structure of your brain.”

adrienne maree brown takes this further with the concept of emergent strategy. Emergent
strategy is utilizing change to grow, become more whole, and embody our vision. She writes,
“We are already emergent beings, just by our very existence. But we’ve been tricked away
from it.”

We’re taught to act like unadaptable machines though, right? We’re taught to follow the
instructions. To check the items off of a list. To be accountable to teachers, managers, and
cultures by meeting expectations—with the chief expectation being that you don’t get
creative with the way you do the work.

Your ability to adapt your plans is part of your very nature. This year, let’s vow to live into
that nature.

So what does that actually look like?
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You’ve already learned so much—but we
rarely stop to examine how we’ve changed
and acknowledge what we’ve learned. Take
a look at the systems, routines, meetings,
to-dos that make up your work and ask
yourself how your understanding of them
has evolved. Have the processes themselves
changed, too? If these are things you’re
doing with any sort of regularity, you’re
learning something about them every time
you complete the task and it’s very likely
that you’re approaching them differently
than you did before.

Even if you haven’t intentionally changed
the way you do things, it’s helpful to
examine how you could or even should.
Shannon, our community advocate, and I
just did that a few weeks ago. We started a
new weekly event in March when people
were craving a place to process all of the
things that were impacting them and their
businesses.

We designed the event to be a way for
people to connect, check-in, and share what
they needed to share with people who
understood. The weekly event, called the
Monday Huddle, was a much bigger hit than
we anticipated! Now, there are many
community members who have come to rely
on it as a touchstone of their workweek. 

And that is wonderful.

It also means that there are a number of
people who have strong feelings about how
they want that meeting to evolve. To be
clear, that is also wonderful. And, it
introduces questions that we need to
consider from a leadership perspective.

So I asked Shannon (because she’s the host
of this event) to consider how the purpose
behind the event has evolved as the year
has gone on. What has she learned about
how attendees value that meeting? What
has she learned about how people
experience it? Why they show up? How
they use it?

Before we can consider any kind of
structural or logistical change, we need to
get to the root of its purpose and how that’s
already changed.

With those questions in mind, Shannon can
talk to the people who have the most
investment in the Huddle and pay attention
to patterns and needs. From there, we can
adapt the plan.

By pausing to recognize what you’ve
already learned, you can integrate the
process of “working the plan” into your daily
work before you start rearranging your
plans for the future.
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We’re way too quick to declare, “That didn’t work!”

I find that it is almost a default response for people (which is
its own challenge when we’re thinking about the process of
planning). In coaching, I’m often in the position of asking
people to repeat the things they think didn’t work but with
the new information they gathered in mind. I help them see
that one experience is almost never “statistically significant,”
which essentially means that, while we can learn from how
we experimented, we don’t have enough information yet to
learn from the outcome.

If you’re planning for a project that is designed to be
repeated if it’s successful (like teaching a workshop, creating
a sales campaign, hiring a team member, hosting an event),
plan to repeat it whether it’s successful or not the first 3
times you try it. Of course, you don’t plan to repeat it as is!
You plan to repeat it with modifications based on what you
learned the first, second, or third time you tried it.
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Margin has a couple of meanings—but 2
matter most here. Margin is the outside
edge, the border of something, like a page, a
park, or a community. Margin is also the
difference between things, like the spread
of the score in a game or the difference
between revenue and expenses.

Margin is space. And one thing our plans
often (always?) lack is space. We don’t allow
for margin at the start or finish. We don’t
leave margin between projects or items in a
checklist. We certainly don’t make room for
error.

And the result is that everything starts to
feel rushed, harried, and full of anxiety.
In a conversation on What Works, my friend
Kate Strathmann told me that she noticed
she’s more likely to cause harm when she’s
feeling urgency. We were talking about
sales in that conversation, but I think this
idea applies to many things—including
planning.

We often plan in a way that begets urgency.
We try to tackle too many things at once.
We think we can do things faster than we
really can. We forget to factor in preexisting
commitments. We don’t take stock of our
resources before we start doling them out—
literally and figuratively.

It’s no wonder then that we so often feel
“the crunch” when we’re trying to stick to
our plans. And when we’re feeling “the
crunch” we’re much more likely to take
action that causes harm to ourselves, to
others, and to our communities.

Maybe we ignore our families or intimate
relationships. Maybe we pull too many all-
nighters. Maybe we resort to choices and
tactics that damage the community or
industry ecosystem we’re a part of. Maybe
we start to believe the horrible things we
say about ourselves: how slow we are, how
unprepared we are, how unskilled we are.

When we’re constantly executing our plans
in a state of urgency, we’re exposing
ourselves to all sorts of triggers and
negative influences.

So we cause harm. And then we quit the
plan.

Last year, I realized that I had stopped
setting deadlines for myself. Instead of
trying to force myself into action by certain
dates, I simply let my projects stay top of
mind. I reviewed what I was working on
daily, running through my ongoing projects
as I checked my list for the day, and then
incorporated that work into my day
whenever I could. When I couldn’t, I didn’t
feel like I was failing.
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I didn’t just not lose my edge or lessen my
productivity by eliminating deadlines. I
started to create more than I had ever
created before. I felt more ownership over
what I was doing. I felt more in control of
how I spent my time and what I focused on.
Look, I’m not denying that some people are
served by setting deadlines. I’m also not
denying that natural deadlines exist (and
yes, I still use those).

But what I am trying to say is that we have
inherited a pattern of over-scheduling,
over-planning, and over-committing, as well
as tools (like deadlines and the software we
use to set them) that eliminate our margins
and induce urgency—and, with it, anxiety.
That’s not a helpful way to engage your
work. It’s not the state of mind you need to
do creative and critical thinking.

What could leaving more space in your
plans do for you? And what would it mean
about the choices you need to make?
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We all have patterns that we’ve come to know and, likely, fear. We procrastinate. We deny
help from others. We wait for our projects to be perfect. We berate ourselves when things go
wrong.

Self-sabotage is often one of the core reasons we don’t stick to our plans. And I absolutely
believe we can rewrite these patterns. But to do so, we need to integrate our self-knowledge
into our plans.

If you know you have a tendency to procrastinate, consider why you put off getting started.
Is it because you feel unprepared? Is it because you’re afraid of the result of finishing?

For instance, I know I have a tendency to stop following through when I reach some “good
enough” result. It’s a pattern I’ve developed to save myself the experience of failure. If I don’t
actually commit to working my plan, when it “inevitably” fails, I can give myself an out.

So when I make my plans, I think about this pattern. There’s rarely a logistical way that I can
accommodate for it. But by considering it, I can bring awareness to it and be on the lookout
for that pattern when it happens. Then, when I feel compelled to let things slide, I can work
the plan by addressing the fear, adjusting course as necessary, and continuing to follow
through toward the ultimate objective.

For patterns of procrastination, or denying help, or perfectionism, you may be able to include
mechanisms in your plans that help you continue to follow through. A peer support group,
developing a daily habit, or creating set milestones for shipping might help you work the plan.
Remember, it’s not about “sticking to the plan,” it’s about learning, adapting, and continuing
to follow through. These mechanisms can help you learn more about how you work and
create plans that help you grow.
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There’s no need to hedge on your plans or stop yourself
from planning “too far” in advance. And we certainly don’t
need to avoid planning! We can accept and embrace the fact
that plans always change because we learn something new
at every turn.

Whether you end up making big changes or small
adjustments, letting your plan flex and breathe will give you
a greater sense of ownership to how you lead yourself and
your business.

So start making that plan and then commit to working it
mindfully and deliberately.
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A key part of working the plan is tracking your progress so that you have some sort of
objective measurement you can learn from. We typically do this with metrics. The word
“metrics” often gives people who don’t come from a data-centric background—and especially
creative entrepreneurs—a scare. But it doesn’t have to!

Metrics are simply measurements. We tend to think of the quantitatively (i.e. revenue
generated or followers on your social media) but we can also think of them qualitatively (i.e.
testimonials for your product or insights from customer interviews). We also tend to believe
that there are metrics we should be tracking. And while there are certainly some metrics that
can provide insight across different businesses, I prefer to think creatively about the metrics
I’m going to track and I invite you to do the same.
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Leading indicators are any metrics that
help us predict future outcomes. These are
especially helpful because they give us
time to adjust our actions or change up the
plan before it’s “too late.” If our leading
indicator isn’t going the direction we’d like
it to go, we can try something else. Classic
examples of leading indicators are sign-ups
to a waitlist, phone calls with new leads, or
pre-sales of a new product.

For some projects, it might make sense to
set a process goal and use the action itself
as the leading indicator to track. That
might mean you set a goal of reaching out
to 3 podcasters every week to ask for an
interview with the goal of landing 1
interview each week. Each time you check
off those 3 pitches, you’ve made progress
you can track without having to wait for a
specific outcome. Then, you can start to
figure out whether 3 pitches is enough to
land 1 interview and adjust your plan from
there.

Lagging indicators are metrics that show
what’s already happened. These help us
measure outcomes but they don’t tell us
much about our plans in the moment.

Sales and revenue are classic lagging
indicators. They can tell you have much
money the business has made or how
many new clients you’ve signed—which is
helpful information. But those metrics
don’t tell you much about why that
happened or how to adjust your action to
increase your results.

When we think creatively about what matters to our business and what metrics we can
track in relation to that, we tend to choose metrics that have more meaning to us
personally. Tracking metrics that are meaningful to us transfers to the work we’re doing to
influence those metrics and makes that work more meaningful too.

There are 3 main categories of metrics that are helpful to look at: leading indicators,
lagging indicators, and vanity metrics.
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Take a look at the projects that you’ve
planned—especially the first few you’ll
tackle. 

What do you want to measure as you work
those projects? What metrics could help
you predict future outcomes? What specific
outcomes would be helpful to track? What
metrics might be easy to see but useless?

Keep it simple. Choose 3-5 metrics to track
(1 or 2 per project) to help you measure
your progress on your projects. There might
also be a business-level or strategy-level
metric that would be helpful to track.

Finally, vanity metrics tell us nothing but
they’re super easy to measure. Vanity
metrics have no direct correlation between
your work and your results. Unfortunately,
the in-your-faceness of vanity metrics
means that they often provoke a reaction
or recalibration when one isn’t justified.

Most social media metrics are vanity
metrics unless you can prove them
otherwise through complex analytics or
customer research. Email list growth (or
unsubscribes) can also be a vanity metric
unless you can tie that growth to revenue
growth.
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You might be wondering, "When and how
often should I check in with my metrics?"
Like so many questions, the answer is “It
depends.” It’s easy to check metrics
obsessively—looking every day (or every
hour) to see how many new email
subscribers you’ve gained or how many
people have read a blog post or how many
times your podcast has been downloaded.
It’s also easy to avoid, avoid, avoid if you
suspect your metrics aren’t going the way
you want them to go.

The key is to find a balance. How often
does the metric change in a way that gives
you valuable information? For some metrics,
that change could happen weekly. For many
metrics, that change is monthly. That
meaningful change rarely (if ever) happens
daily—and it never happens on an hourly
basis!

Give yourself space to actually do the work
instead of obsessing over metrics. And, at
the same time, stay tuned to the
information at your fingertips so you can
make good decisions about how to adjust
the way you do the work.
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Speaking of doing the work, let’s talk about how we structure and organize our work for a bit.
If you have a system that is really truly working for you, feel free to skip this part. But I’m
often really surprised how many people work in ways that our counterproductive to a sense
of satisfaction, depth, and forward progress! Although, I shouldn’t be surprised—because I’m
constantly working on this challenge, too!

I invite you to consider structuring your work in 3 ways. None of them are all-or-nothing
solutions. You can borrow a little here and there to create a structure that works well for you.

First, you can separate focus work from people work. No matter how much you love people
and collaboration, interacting with people will take you out of state of deep creative focus. It
can be very helpful to set aside blocks of time that you’re “off the grid” of notifications,
meetings, and emails. Ideally, this happens multiple times in a week.

You might set aside 3 blocks per week to start—maybe 2 hours on Monday, 2 hours on
Wednesday, and 2 hours on Friday. In those blocks, you don’t answer Slack. You don’t check
email. You certainly don’t schedule any meetings. You give yourself room to settle into a
project or routine that requires your focus.

Whenever possible, I like to switch devices for this time. I’m currently writing on my iPad
because it’s much harder for me to get sucked into my inbox or wooed by the siren song of
Twitter on this device. I can’t always do this—but when I can, beautiful things emerge.

Second, you can separate “in” work from “on” work. This structure focuses on the distinction
between the work you do for clients, managing team members, or marketing and the work
you do to further develop the business, like working on a new offer, documenting systems, or
fine-tuning your plans.

Depending on your role in the business and the type of business model your operating with,
you may have more or less “on” time than others. Some business owners can get away with
just a few hours of “on” time per month. Many schedule “on” time a few times per week. And,
for some, working “on” the business is most of the work they do.
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Finally, you can separate creative work from
administrative work. This structure is about
recognizing the unique energies behind
different kinds of work—and, whenever
possible, matching that with when you
naturally find yourself leaning into that
energy.

It’s easiest to feel into when you’re primed
for creative work. For me, early and mid-
mornings are my most creative times. I
schedule creative work primarily for
Monday and Tuesday mornings.

It’s a little more challenging to feel into
when your energy is tuned toward
administrative work because it’s often work
we don’t love to do. In response, we tend to
schedule administrative work into the gaps
or avoid it all together—which causes it to
creep into our creative work time. I’ve
learned that my energy tunes toward
administrative work in the last hour of my
work day. As I start unconsciously moving
towards the close of the day, I can feel
myself seeking out the loose ends, check-
list tasks, and unanswered emails. I lean into
that and find I can experience great
satisfaction in that kind of work in that last
hour or so.
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Now, let’s look at 3 ways to balance the
work between our consistent needs, current
needs, and future needs.

I’ve found that I’m very capable of
forgetting tasks that I do week in and week
out if they’re not accounted for in my plans.
I get distracted by things that feel urgent or
that seem like more fun. I’ve also found that
I’m likely to put off work that feels like it
can wait instead of making space to get it
started before it becomes urgent. None of
this is unusual.

So my weekly schedule is broken up into 3
categories: Every Week, Today, and Future.
For each day of the week, I have a standing
reminder to do that day’s work. On
Mondays, it’s plan the week. On Tuesdays,
it’s share the new podcast episode. On
Wednesdays, it’s request the transcript for
that episode. On Thursdays, it’s send my
newsletter and repost it to our websites. On
Friday, it’s our team meeting.

I check those items off as I do them and,
since separating them out from the rest of
my to-dos, I’ve been much more consistent
with getting them done.

Beneath my “Every Week” items, I list out
the priorities for that day. These are items
that have some urgency behind them. 

I might have promised someone a
deliverable or I might be working toward
the close of a project. I also list out all of my
appointments in this section so that I don’t
over-plan the day’s work.

Finally, beneath my “Today” work, I have
work devoted to the Future. This is often
where aspects of my projects go. These
tasks might not be urgent—but they’re really
important. The more I incorporate them into
my week, little by little, the more likely I am
to make meaningful progress on that key
work. To decide what I want to plan for
Future work that week, I review my
progress on each project and see what
makes sense in the time I’m going to have.

I’ve found a real balance between the
routine work that I’ve developed clean
systems for, the more pressing work that
matters today, and the work I choose to
move me and the business into the future.
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That’s it. That’s The Commitment Blueprint. But that’s only the start of completing your
Commitment Blueprint. You see, this isn’t a planning process—something that you do once or
twice a year to give yourself a map for getting through the next few months before you
decide to ditch it and just do what you want.

The Commitment Blueprint is a working process. Yes, planning is involved but the real magic
is how you integrate it into the way you work on a daily basis.

For the last year or so, I’ve been a little obsessed with this question:

How do we conduct ourselves as business owners so that we have a positive impact on ourselves,
our customers, our teams, and our communities?
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One way to answer this question is through values and ethics. Another is through the
products we offer and the model we use to do business. But the answer that I think we don’t
often consider is how the way we show up to do the work is the foundation of our impact.

Our values don’t mean much if they’re not enacted. Our products don’t mean much if they’re
not delivered. How we lead ourselves, prepare space for creativity and critical thinking, and
how we relate to the people we’re in relationship with—that’s how we make a real positive
impact.

To that end, I knew I needed to create a way for me to integrate all of the components of The
Commitment Blueprint into an all-in-one personal hub that could serve as a reminder of how I
want to show up and do the work. It was the missing piece in every project management app
I’d ever tried. Not having that hub was the perpetual frustration with my own planning
process, as well as the source of my disconnection from my purpose and vision.

That’s what led me to develop The Leadership Dashboard. My Leadership Dashboard gives
me a place to center my commitments, focus on my Strategic Priorities, track current and
upcoming projects, manage my day-to-day work, and track my progress. You'll find your
Leadership Dashboard in the companion book of templates, as well as the done-for-you
Notional template.

Make your Leadership Dashboard your own; it absolutely does not have to look like mine. But
I encourage you to use mine as a starting point or create your own that works for you. One of
the reasons business owners end up either feeling disconnected from their vision and
strategy or disconnected from their daily work is because they operate in tools that
disconnect them. Bringing it all together, even if it’s a pretty massive dashboard, will give you
a way to foster your connection to all of the work that’s yours to hold.

Finally, above all, remember that everything you’ve created with The Commitment Blueprint
is a work-in-progress. The goal is to learn, grow, and make adjustments as you go. Change
doesn’t signal failure—it signals learning.
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I want to leave you with a final question and
thought. It begins with a passage from
emergent strategy by adrienne maree
brown:

Gibrán Rivera once articulated a question to
me: “What is the next most elegant step?” I
love this question and use it to shape
conversations all the time. Too often we come
up with plans that don’t take into account the
fog on the horizon. Then we go off and the
work doesn’t happen, perhaps can’t happen,
and then we feel demoralized when our energy
doesn’t flow into action or desired outcomes.
An elegant step is one that acknowledges
what is known and unknown, and what [your
capacity actually] is. 

This is precisely the work we’ve done
together. We’ve peered into the fog. We’ve
examined what’s known and unknown.
We’ve taken account of our actual capacity.
And we’ve looked over and over again at
what the elegant steps might be in our
plans.

Now it’s time to ask yourself: What will be
my most elegant first step?

As always, there is no right or wrong
answer. Your first step will serve you—trust
that. That’s what makes your first step
elegant. Commit to that step and all the
ones you’ll learn come after.
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