
HAPTER 3
 

Rough Road, Detours, 
and Roadblocks 
or Leading Ourselves to Do Necessary 
but Unattractive Tasks 

Hard work won't guarantee you a thing, but without it you don't stand a chance. 

-Pat Riley 

.. lcan't face another-no, not today," she groaned to herself as she looked at her new 
formidable challenger. 

"You must," she heard from a voice somewhere in the deep recesses of her mind. 
Only moments before she had overcome what she thought to be her last adversary of 
the uay and had risen to start the journey she had longed for-only to be challenged 
again. Looking cautiously at the massive features of the beast, she sighed ueeply in 
dismay. But then a strategy came to her and her determination returned. She reached 
swiftly, but with great control, for her weaponry. Flipping the appropriate switches on 
the dark rectangle before her, she swung it open. The beast seemed almost to shrink 
from the sound alone. Then she reached efficiently, coolly, for the mechanism with the 
illuminated dial and the powerful lance that she knew together could overcome the 
beast ... she braced herself ... then, without warning, she was upon it. 

Some hours later she backed away wearily, victoriously. from her defeateu, now 
harmless-looking, prey. She had won again but wondered how much longer she could 
endure such battles. She sighed, stretching and rolling her shoulders, while momentarily 
closing her eyes. Then slowly. the finished report before her. she returned her calculator 
and pen to her briefcase and rose for her journey to the suburbs. 

Let's face it-it's not always easy to do the things that we know we should. Often the 
sacrifices and effort necessary to reach our desired destinies and to become fulfilled as 
people present formidable barriers. So how do we lead ourselves over the rough roads 
of our life's journey? How do we motivate ourselves to "hang in there" when everything 
seems to he saying, "Give up, you fool-you can't do it"'? 

IS 
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Our inner nature might be likened to a constant battle between opposing forces. 
A part of us seems to say, "Give up; take the easy way out; it's just too difficult; don't 
even try." Another part of us seems to say,"I want my life to count for something; I want 
to become all that T am capable of becoming." So how do we get ourselves to take ac
tion and do the things that we believe we should do? How do we get ourselves to face 
life's hardships and lead ourselves to our own personal victory, to our own chosen des
tiny? Indeed, in many ways we experience the inner conflict of a Dr. Jekyll and Mr. 
Hyde. How do we lead ourselves to win the battle that Dr. lekylllost? 

This chapter is about leading ourselves to do unattractive but necessary tasks. It's 
about leading ourselves to face the challenges, make the sacrifices, and take the neces
sary actions to achieve what we choose for ourselves. We suggest specific strategies for 
managing our own behavior. These strategies are especially suited for motivating and 
leading ourselves in the face of difficult and, at least in the short run, unappealing but 
necessary tasks (undesirable desirables). 

Take a few moments to assess some of your own self-leadership fendencies. 
Respond to the self-assessment questionnaire shown in Table 3-1 by circling the num
ber corresponding to the description (e.g., describes me very well, describes me well, 
and so on) that you believe best reflects your position regarding each of the state
ments included. Some of the statements (1 through 18) may seem a bit redundant. Try 
not to let this bother you. Respond to each statement and score your responses ac
cording to the directions provided. You may want to indicate your responses and cal
culate your score on a separate sheet of paper. That way you can reuse the question
naires and exercises included in this book at a later date without being biased by your 
earlier responses. 

Describes Describes Describes Does Not Dues Not 
Me Me Me Describe Describe 

Very Well Well Sumewhat Me Me 
Very Well AtAli 

l. I try to keep track of how well 
I'm doing while J work 5 4 3 2 

2. I often usc reminders to help 
me remember things I need to do 5 4 3 2 

3. I like to work toward specific 
goals J set for myself 5 4 3 2 

4. After I perform well on an 
activity, I feel good about 
myself 5 4 3 2 1 

5. I tend to get down on myself 
when I have performed poorly 5 4 3 2 1 

6. I often practice important 
tasks before I actually do them 5 4 3 2 
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Describes Describes Describes Does Not Does Not 
Me Me Me Describe Describe 

Very Well Well Somewhat Me Me 
Very Well AtAll 

7. I usually am aware of how 
I am perfurming on an activity 5 4 3 2 

8. I try to arrange my work area in a 
way that helps me positively fucus 
my attention on my work 5 4 3 2 

9. I establish personal goals fur myself 5 4 3 2 
10. When I have successfully 

completed a task, I often 
reward myself with 
something I like 5 4 3 2 

11. I tend to be tuugh on 
myself when I have not done 
well on a task 5 4 3 2 

12. I like to go over an important 
activity before I actually perform it 5 4 3 2 

13. I keep track of my progress on 
projects I'm working on 5 4 3 2 

14. I try to surround myself with 
objects and people that bring 
out my desirable behaviors 5 4 3 2 1 

15. [ like tu set task goals for my 
performance 5 4 3 2 

16. When I do an assignment well, 
I like to treat myself tu something 
or an activity I enjoy 5 4 3 2 

17. I am often critical of myself 
concerning my failures 5 4 3 2 

18. I often lehearse my plan for 
dealing with a challenge before 
I actually face the challenge 5 4 3 2 

Direction~ for scoring. In the following chart, total your responses for A through F, X, and XX by 
adding the numbers yuu circled for each of the statements in Table 3-1, as indicated in 
parentheses. 

A. Self-observation (add numbers circled for statements 1,7, and 13) 
B. Cueing strategies (add numbers circled for statements 2, 8, and 14) 
C. Self-goal-setting (add numbers circled for statements 3,9, and 15) 
D. Self-reward (add numbers circled for statements 4, 10, and 16)
 
Eo Self-punishment (add numbers circled for statements 5. 11, and 17)
 
F. Practice (add numbers circled for statements 6,12, and 18)
 
X Total score, including self-punishment (add scores for A through F)
 
XX Total score, not including self-punishment (add scores for A through F, except E)
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InterpretingYour Score 

Your score for A through F suggests your current self-leadership tendencies concern
ing six self-leadership strategies that will be addressed in this chapter. Your score for 
each of these strategies could range from 3 (a total absence of the strategy in your cur
rent behavior) to 15 (a very high level of the strategy in your current behavior). 

Your score on A through F can be interpreted as follows: 

1. A score of 3 or 4 indicates a very low level of the strategy. 

2. A score of 5 to 7 indicates a low level of the strategy. 

3. A score of 8 to 10 indicates a moderate level of the strategy. 

4. A score of 11 to 13 indicates a high level of the strategy. 

5. A score of 14 or 15 indicates a very high level of the strategy. 

Evidence indicates that the use of each of these strategies tends to be related to 
higher performance, with the exception of self-punishment (E). Therefore, a high\core 
on A.B. C, D, and F reflects a high level of self-leadership, which is likely to enhance 
your performance. A high score on E, however, reflects a high level of self-punishment, 
which may actually detract from your performance. Each of these strategies is discussed 
in more detail throughout the remainder of the chapter. 

Your score on X indicates your overall use of the self-leadership strategies, in
cluding self-punishment. Your score could range from a low of 18 to a high of 90. Your 
score on X is not easy to interpret because it includes self-punishment, which may ac
tually detract from performance. Your score on XX, on the other hand, reflects your 
score on only the five self-leadership strategies which, in general, are positively related 
to performance (your score could range from 15 to 75). Your score on XX can be in
terpreted as follows: 

1. A score of 15 to 22 indicates a very low overall level of the strategies. 

2. A score of 23 to 37 indicates a low overall level of the strategies. 
3. A score of 38 to 52 indicates a moderate overall level of the strategies. 

4. A score of 53 to 67 indicates a high overall level of the strategies. 

5. A score of 68 to 75 indicates a very high overall level of the strategies. 

A high score on XX usually suggests that you already possess some positivc self
leadership tendencies. Regardless of your score, this chapter is designed to help you im
plement and improve upon several self-leadership techniques that are available. A high 
score on the questionnaire indicates that you believe you are exercising these self
influence methods. Whether you are actually using them or using them effectively is, of 
course, a different matter. 

The field of psychology has recently provided some interesting discoveries re
garding means we use to control our own behavior. The area of thought that has 
come to be called self-control or self-management is especially insightful. 1 Several 
useful techniques for getting ourselves to do thc "undesirable desirahles" are sug
gested by the work in this area. 2 Some of the strategies that are available are ad
dressed in the questionnaire you have just completed and will be discussed in the 
remainder of the chapter. These strategies can be classified under two general ap
proaches: strategies that alter the world, and the way it impacts on us, in a benefi
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cial way; and strategies that we directly impose upon ourselves to influence our own 
behavior. By reading the remainder of this chapter you will gain insight on how to 

~ern
implement these strategies more fully and effectively into your own self-leadership. 

I e for 
Guidelines will be offered, including checklists that summarize the primary stepscur-
involved as well as exercises to help you get started in practicing systematic self
leadership. 

WORLD-ALTERING STRATEGIES
 

We possess the ability to make alterations in our immediate worlds that will help us to 
behave in desirable ways. Many of these alterations are very simple, yet they allow us 
to make a real difference in our actions. Three different strategies will be offered here. 

ted to 
Reminders and Attention Focusers 

'"What's this piece of paper with a big letter A on it doing on your office door?" 
'"It's to remind me to buy my wife flowers for our anniversary. I forgot last year 

and if I forget again she'll skin me alive." 

This first strategy involves using physical objects to remind us of, or to focus our atten
tion on, things we need to do. Probably the most well-known example of this strategy is 
tying a string around one of our fingers to remind us of something. Admittedly, if we 
used this method today we would probably be met with amusement and embarrassing 
comments from coworkers and friends. Other similar methods are available that offer 
practical benefits. 

One simple strategy that has been emphasized for improving the effectiveness of 
our management of time is to make a list of our pending tasks.3 At the beginning of a 
workday, for example, make a list of all the important things that need to be done dur
ing the day. If possible, prioritize the list and keep it handy throughout the day. The list 
not only serves as a reminder and guide but can also provide the basis for a feeling of 
personal accomplishment and reward as items are crossed off the list. 

~. Many additional techniques are available. For example, if we have a top-priority 
project that needs to be done, we can place it in the center of our work space, When we 
return to our work area we have a powerful reminder of our most pressing task. The im
portant point is that we can use physical cues to focus our efforts. The challenge is to 
find those reminders and attention focusers that work best for us and to use them. 

Removing Negative Cues 

Every time we go to that restaurant I am overcome by the dessert display. For the 
good of my diet can't we go somewhere else for lunch today? 

If we wish to eliminate our behaviors that we don't like, one strategy is to eliminate cues 
that might lead to these behaviors. Ifwe wish to cut down on our consumption of sweets, 
we can remove the candy dish from the coffee table. Similarly, if we are disturbed about 
excessive time spent watching television, we can move the TV set to another less fre
quently used room. 
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The point is that we are surrounded by physical cues that tend to encourage cer
tain behaviors. If we can identify the things in our world that encourage our undesired 
behaviors, then we can either remove or alter them. In addition, we can remove our
selves from their presence. If we need to get some work done, for example, we are well 
advised to leave the TV room or game room (with all their powerful cues) and go to a 
study room. In fact, we can design the layout of the rooms in our homes with healthy, 
constructive living in mind. Similarly, we can design our work space to eliminate cues to 
destructive, unproductive behavior. 

Increasing Positive Cues 

I think placing the safety record displays around the plant has really had positive 
results. It keeps our workers thinking about safety and our accident record has 
improved. 

Another strategy involves increasing the cues that tend to lead to our pOSItive be
haviors. If we decide that we would like to become more knowledgeable on a partic
ular subject but find that we never take the time to read much on that subject, what 
can we do? We can set up cues that will encourage our reading. We could, for exam· 
ple, place appropriate books on a table next to our favorite chair. We may then be 
faced with a choice between cues for reading and some other activity such as watch
ing television (if we have not removed the TV set), but at least we are more aware of 
the choice. 

We can also arrange cues that impact on very important matters-such as what 
kind of a person we can become. The workplace, for example, contains many important 
cues for both desired and undesired behavior. If our workplace contains more negative 
cues than positive cues, we can try to alter the cues available or if not, perhaps it's time 
to make a job change. 

Coworkers may serve as very powerful cues-are their values consistent with 
yours? Over time, coworkers are likely to influence what we become. If we know our
selves, what we are striving toward, and what we believe in, it is important to surround 
ourselves with the right people. We are likely to select role models from among our as
sociates. Do your present role models display behaviors that are consistent with the 
achievement of what you have chosen for yourself? If we work with people whom we 
view as using unethical means to achieve their ends, we are exposing ourselves to un
desirable cues. On the other hand, we can choose to associate with persons who act in 
consistent ways with our values and who successfully achieve the worthwhile ends we 
desire. By choosing such an organization and consequently the people who work there, 
we establish positive cues for our behavior. 

The following checklist is provided to summarize the major steps for exercising 
self-leadership through the use of world-altering (cues) strategies. The primary objec
tive of the strategies is stated next to the first bullet and a list of the primary steps in
volved follows. (Note: This general format will be adopted in all the checklists through
out this book.) 

Using the checklists provided throughout this book as a guide, make a list of ad· 
ditional steps that would be helpful to you. In addition, an exercise is provided to help 
you get started in applying these techniques. 
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CHECKLIST FOR USING CUES 

• Use cues to help you exercise self-leadership. 

o	 Use physical cues to remind you of your important tasks-for example, make 
lists to guide your daily activities. 

o	 Establish cues to focus your attention on important behaviors and tasks-for 
example, place helpful signs around your work area that focus your thinking in 
desired ways. 

o	 Identify and reduce or eliminate negative cues in your work environment-for 
example, remove objects you find distracting. 

o	 Identify and increase positive cues in your work environment. 
o	 Wherever possible, associate and surround yourself with people who cue your 

desirable behavior. 

Cues Exercise 

Study how cues affect your behavior. Make notes. 
1.	 How do you use reminders and attention focusers? 

2.	 What are some ways you could improve on your use of reminders and attention 
focusers? 

3.	 List some negative cues in your work environment that are encouraging your un
desirable behaviors. 

4.	 How might you reduce or eliminate these negative cues? 

5.	 List some positive cues in your work environment that are encouraging your de
sirable behaviors. 

6.	 How might you increase these positive cues? 

SELf,-IMPOSED STRATEGIES 

In addition to creating or altering cues in our world to influence our own behavior, we 
can directly exercise control over ourselves. The cement that lays the foundation for this 
self-imposed control is the information we possess about ourselves-our self-aware
ness. By observing our own behavior and its causes (for example, why we behave in de
sirable or undesirable ways) we are provided with the necessary information to manage 
ourselves effectively. Thus, the first self-imposed strategy is self-observation. 

Self-Observation 

"That is the third time I've lost my temper and criticized someone today, and I've 
done it several other times this week. I wonder what's wrong and why I'm behaving 
like such an ogre?" 
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Self-Goal-Setting 

If you don't have a destination, you'll never get there. 
-Harvey McKay 

It is futile to exert effort with no direction. Imagine for a moment that you and some 
friends decide to take a "road trip" together, so you all pile into a large van and you 
are selected as the driver. You start the van and head toward the nearest freeway. 
For awhile, everyone in the van is happy and smiling. Then about an hour later 
someone remarks, "Where are we going?" You reply, "I don't know." Other mem
bers just shrug their shoulders. After a few minutes, some bickering erupts among 
the passengers because someone wants to go to city A, while someone else wants to 
go to city B. Amid the noise and chaos, you think to yourself, "Wow, this mess could 
have been easily avoided if we had reached a mutually agreed upon destination be
fore we left." 

Every day you "travel" somewhere. In short, your traveling involves working to
ward success in your personal and professional life. The question that arises is, "Do you 
know what you are working toward?" In other words, do you know your destination or 
are you traveling without a clear picture of where you are actually going-without 
specifically knowing what you are trying to achieve? 

This story illustrates what can happen to you in your daily activities if you fail to 
set a destination in terms of what you want to achieve. In other words, your destina
tion is your personal goal. Consider the definition of goal as "the result toward which 
effort is directed,',4 What is the result in which your effort is directed? In short, what 
are your goals? 

One way we can provide ourselves direction in our self-leadership is through the 
use of personal goals. What we strive toward in terms of our long-term life achievements 
as well as on a daily basis influences our behavior. Often we are not clear on what our 
goals really are. We may wish to achieve a position of importance and int1uence in life, 
for example, but we do not determine how we will go about obtaining the position, or 
even what the position will be. The systematic, thought-out, intentional setting of per
sonal goals can positively int1uence our behavior. 

Self-set goals need to address our long-range pursuits and our short-run objec
tives along the way. If we decide on a long-range goal of becoming a lawyer, we need to 
accomplish many shorter-range goals such as acceptance into law school and passing 
courses once we are admitted. Our immediate behavior in turn should be pointing at 
specific short-term, meaningful goals such as reading a law journal (or a few pages in a 
journal) or completing a law brief (or a portion of a brief). The shorter-range goals 
should be consistent with the longer-range goals for maximum effectiveness. We must 
first engage in the necessary self-analysis to understand what we want out of life bdore 
we can set the goals that must be reached to achieve these ends. This process takes ef
fort, and although our goals are likely to change over time, it is important that we try to 
have current goals for our immediate efforts. 

Goals are generally more effective for managing our immediate behavior if they 
are specific and challenging, yet achievable. If we set unreasonable goals that we can
not realistically achieve, we are likely to do more harm than good. Realistic achievable 
goals, on the other hand, can be very satisfying when we achieve them. 
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If we understand what we value in life and what we want to accomplish, then we 
can set specific achievable goals (such as reading one hour each day on a given subject 
or attending a lecture to improve our skills in a given area). It is often helpful to record 
in writing both our long-term and immediate goals and then modify them as necessary. 
We spend a great deal of time doing things with our lives. A little effort expended on 
setting self-goals can help us to have purpose and direction so that we don't waste valu
able time. 

Successful self-leaders don't travel without a specific goal. If you don't have spe
cific goals, you never get anywhere. Take some time to think about your life and what 
you want to accomplish-set goals. Following are tips to help you summarize our dis
cussion on goals thus far. 

Conduct a Self-Examination 

Before you can establish specific goals, you need to decide what's important to 
you and what you'd like to accomplish (the next section of this chapter should help you 
conduct this tip). You must truly want to accomplish your self-set goals, so you must 
truly value your final destination. (The goal-setting exercise that follows might help you 
with this point.) 

Avoid Fuzzy Goals-Be Specific 

If you say to yourself, "I'll someday be the best employee in the company," you 
might have a goal, but irs not very likely to happen. The problem is the "someday."The 
word someday in your goal is fuzzy-it's unclear and nonspecific. Your goal needs to be 
specific. When are you going to be the best employee? What does "best" mean? How 
are you going to do this? If your goals are more specific. they paint a more vivid picture 
of your destination and thus make it easier to get there. 

Set Long-Term and Short-Term Goals 

Your goals need to focus on both the long and the short term. If you decide on a 
long-term goal of becoming the top performer in the company, you need to accomplish 
short-range goals to get there-for example, learning new skills or learning to improve 
current skills. Another way of looking at this is to imagine that your long-term goal is 
to write a book. To do this, you set a short-term goal of writing five pages a day. Short
term goals help you accomplish your long-term destination-what you truly value in 
life or your purpose in life. Indeed, we cannot talk about the benefits and importance 
of long-term goals without discussing the ever-important concept of "purpose." 

Peaking with Purpose 

We are focusing on how self-leadership can help in terms of performing necessary but 
unattractive tasks. In the next chapter, we examine the concept of naturally rewarding 
tasks and activities. A central component of a naturally rewarding work process is es
tablishing a sense of purpose. Thus, in the next chapter we emphasize the concept of, 
purpose as a strong component of such a work process. However, purpose is also a key' 
aspect of self-goal-setting, especially the self-setting of long-term goals. Consequently, 
we now begin our discussion of "purpose examination." 
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henwe Think for a moment about the word purpose. What does it mean to you? In this 
subject chapter, it refers to our reason for being, our aim in life, our reason for getting up in the 
)record morning. In short purpose establishes our ultimate long-term goal(s). Richard Leider 
cessary. in his book, The Power of Purpose, describes purpose in the following manner:5 

nded on 
te valu- Purpose is that deepest dimension within us-our central core or essence-where we 

have a profound sense of who we are. where we came from, and where we're going. 
ve spe Purpose is the quality we choose to shape our lives around. Purpose is a source 
d what of energy and direction. 

our dis-
Leider suggests that having purpose involves asking ourselves three fundamental 
questions:6 

• Who am I? 
• What am I meant to do here? 

• What am I trying to do with my life? 

Have you pondered these questions before? Do you know the answers? The impor
tance of answering these questions is that to be truly happy, you must discover your pur
pose and then live it! For some people, purpose may be spiritual. For others, it may be 
work related. For many, it may be a combination of both dimensions. If you don't live 
your purpose, we believe you will not reach full contentment in your life. You will feel 
like something is missing. Abraham Maslow stated this point best: 

A musician must make music, an artist must paint, a poet must write, if he [shej is to be 
at peace with himself [herself]. What a man [woman] must be, he [she] must be. 

Are you happy right now? Do you enjoy your job? If not, perhaps you are in a job that 
does not help you to fulfill your purpose-that does not allow you to use your talents 
and skills. Are you performing well on your job yet still are not happy? Are you, as 
someone once said, climbing the ladder to success only to realize that the ladder was 
propped up against the wrong wal1?" Have you achieved a plethora of short-term and 
long-term goals in your life but still you are not content? Then perhaps your ladder in 
life has been propped up against the wrong wall. Maybe you have been striving to 
achieve goals that have nothing to do with "the wall" in your life, with that which really 
matters to you-your purpose in life. Those individuals who are truly happy and are 

" "peaking" in their lives are those who are performing a job and accomplishing goals 
that indeed reflect their purpose in life. 

The Old Testament serves as an illustration of Maslow's words-that we must live 
our purpose to be truly "self-actualized." To live our purpose is to truly reach our poten
tial, to become everything we are capable of becoming, to become ultimate self-leaders. 
Consider the following parable from the Book of Judges:7 

The trees once went out to anoint a king over themselves. So they said to the olive 
tree, 'Reign over us.' The olive tree answered them, 'Shall I stop producing my rich oil 
by which gods and mortals are honored, and go to sway over the trees?' Then the trees 
said to the fig tree, 'You come and reign over us.' But the fig tree answered them, 
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rthe In this story, the search for the Holy Grail was not an easy task. The knights had to un
e said dergo "many perils and trials along the way.',ll The Grail was difficult to find, and only 
sway a few knights out of many were able to find it. The knights who found the Grail under

s.'And went sacrifice, persistence, struggle, and perseverance, but in the end enjoyed much hap
ou,	 piness and at the same time were able to help others (e.g., heal the king). Similarly, the 

search for one's purpose is not an easy mission. It can take years of trial and error and 
self-observation to truly discover who we are and what we are suppose to be doing with 
our life. Those who discover their mission and purpose in life are those who sacrifice, 
who persist, who persevere until they eventually find it. As in the case of the Holy Grail 
discovery, those who realize their reason for being not only discover a happier life for 
themselves, they are also able to make a deeper contribution to society (help others) 
because they are using their talents to make a difference. 

The Importance of Having Purpose in Life 

Having purpose is the catalyst for organizing life. Purpose itself can serve as our 
guide to how to spend our lifetime, how to allocate our resources. If we realize our 

quest meaning for existence (our ultimate long-term goal), then every decision we make 
one of can be guided by this realization. To clarify, recall the last time you went to the gro

cery store. Did you bring a shopping list with you? If not, what happened? If you are 
like many people, when you got home you realized you bought some items that you 
really did not need. Similarly, without a purpose in your life, you can "buy" or ac
complish a shopping cart of goals that really don't amount to much, or that you re
ally don't need or want. Having purpose in your life is kind of like having a shopping 
list at the store. In the grocery store of life, purpose helps you buy only that which is 
truly important to you. It can help you avoid spending time on things that you really 
don't value. 

In sum, we suggest that by searching and finding your purpose, you will be able to 
better organize your life and thus experience the pinnacle of happiness and productiv
ity. Purpose can serve as your daily guide. It can help you to use all of your resources in 
the most effective manner to reach your ultimate potential. Purpose is an integral as
pect of all effective self-leaders, so it can also help you attain peak performance in all 
aspects of your life. The following quotation from Dorothea Brande illustrates the im
portance of having purpose in your life: 

In the long run it makes little difference how cleverly others are deceived; if we are 
the not doing what we are best equipped to do, or doing well what we have undertaken as 

to be our personal contribution to the world's work, at least by way of an earnestly followed 
n avocation, there will be a core of unhappiness in our lives which will be more and 
very more difficult to ignore as the years past.

of the 
the 
aced A checklist for using self-goal-setting follows. Also, an exercise that includes a guide for 
ate conducting an all-important self-analysis and an opportunity to establish your purpose 

and long- and short-term goals is provided. 
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Rudy! Rudy! Rudy! 
Dreams Do Come Trul 

A case in point of the benefits of goal-setting is Rudy Ruettiger. or Rudy. 
Effective self-leadership skills paid off for Rudy in the game of football and in the 

u game of life. 
'S While growing up, Rudy had a dream. His dream was to play football for 

Notre Dame University. However, on graduation from high school, with no money 
for college, he spent four years working in a power plant and as aNavy yeoman on 
a communications commandship. During this time, Rudy never lost sight of his im
portant long-term goal. He applied to Notre Dame, but was rejected. Did he quit? 

}- Did he complain about how unfair life was? No, he did not. After receiving the re
jection, he drove in the middle of the night to Notre Dame. Upon his arrival he met 
a priest who counseled him to enroll at Holy Cross, a community college within a 
stone's throw of Notre Dame. Although Holy Cross was not Notre Dame, Rudy 
viewed succeeding there as his short-term goal toward reaching his long-term goal 
of playing football for Notre Dame. 

Thus Rudy, already in his early 20s, entered Holy Cross in 1972. During his 
first three terms at Holy Cross, Rudy reapplied for admission into Notre Dame but 
was rejected each time due to his poor academic record. However, Rudy never gave 
up. He buckled down and put his heart and energy into improving his grades. Al
though unwelcome as a student, he started working as a groundskecper at Notre 
Dame Stadium and he boxed in campus charity fights. In 1974, Rudy applied once 
more for admittance into Notre Dame and was accepted. Once he was accepted, he 
told the head football coach, Ara Parseghian, that he would make the team. His 
fighting spirit and ability to take punishment from the larger players earned him a 
spot on the practice squad; he helped the team prepare for each week's game dur
ing practice sessions, but sat in the stands during the games. 

~S, 
Rudy played on the practice squad for two years. As his second season 

neared its completion, the now 26-year-old Rudy had yet to play in a real game. 
The coach finally allowed him to suit up for the last game of the season and stand ,to
 

", on the sidelines with the rest of the team. With 17 seconds remaining in the game
 til
 
and Notre Dame leading comfortably, his teammates and fans shouted, "Rudy,
 
Rudy, Rudy!" Everyone wanted to see Rudy play. Even more, Rudy wanted to
 
play and to finally live his dream. The coach got the message and put Rudy in the
 
game. Was Rudy prepared for this opportunity? Indeed! In fact, he sacked the op


Id ponent's quarterback for a five-yard loss. When the time ran out, his fellow team

mates carried him off the field on their shoulders.
 

Rudy's actions relay what can happen to effective self-leaders. We, as
or
 
self-leaders-who direct our own lives by setting long-term goals, who set short

term goals to achieve these bigger ideals, and who tirelessly persist toward mak

ing the goals happen-will enjoy personal excellence in life.
 

nAdapted from C. P. Neck, "Rudy! Rudy! Rudy! Dreams Do Come True" in H. Sims and C. Manz, 
Company of Heroes: Unleashing the Power of Self-Leadership (New York: Wiley, 1996): 119-120. 
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Self-Reward 

After giving the speech she walked as though floating to her chair, sat down slowly, 
and thought to herself, "Well I'll be darned, I did a hell of a job." 

One of the most powerful methods we possess to lead ourselves to new achievements 
is self-reward. We can positively influence our actions by rewarding ourselves for de
sirable behavior. Furthermore, we are capable of rewarding ourselves at both a physi
cal and a mental level. 

At the physical level we can reward ourselves with objects that we desire. In our 
executive development seminars and college courses, people have revealed numerous 
ways that they have used things they value to reward themselves. Some of the rewards 
they have used for completing tasks include ice cream, shopping, watching television, 
listening to a stereo, and going out to eal. By rewarding themselves with desired items 
such as these, they exert a positive effect on their future work activity. All example is a 
salesperson who enjoys the self-rewarding gift of a day off or an expensive dinner after 
making a big sale. 

The important point is that we can reward ourselves with things that we enjoy 
when we accomplish desired objectives. Many of us do this without realizing it is hap
pening. To increase our own motivation and effectiveness, the challenge is to identify 
those things we find rewarding and then use them systematically to reward our behav
ior. By having an exquisite dinner out after we finally talk to that problem employee 
we've been avoiding, we are providing incentive for ourselves to use similar desired be
havior in the future. 

We can also reward ourselves at a mental level. We can do this through internal 
speech and through our imagination. If a salesperson finally makes that big sale, he or 
she may be calm on the outside, but if we could listen inside we might hear, "Ya hoo ...! 

I did it ... I'm a genius ... I'm the best ... Ya hoo ..." We've often wondered what a pro 
fessional baseball player is thinking after hitting the game-winning home run in th 
ninth inning. We all probably engage in self-rewarding internal speech after big suc, 
cesses like these, but why not try this powerful method for less momentous occasions! 
In fact, we could probably significantly improve our own behavior if we purposefull 
sought out our desirable behaviors and gave ourselves an internal word of praise. 

This practice would be especially useful for those persons who are quick to criti
cize themselves. We have a choice between focusing on what we've done right and th 
"building ourselves up," and focusing on what we've done wrong and thus "gcttin 
down" on ourselves. The research done in this area indicates that the former strategy' 
more effective. Guilt and self-criticism may have their place in keeping us from engag
ing in socially and personally undesirable acts, but to rely on these mechanisms and ig
nore self-praise is a poor way to lead ourselves. Our self-esteem, enthusiasm, and en 
joyment in life would likely suffer. 

We can also reward ourselves in our imagination. For example, we can journey t, 
our favorite vacation spot in an instant through our imagination. We can close our ey, 
and see the deep blue waters and the white sand beaches with seagulls overhead, an 
feel the warm sun on our face. Or maybe it's the cool air we feel rushing across our fa 
as our skis glide gracefully through the pure white new-fallen snow. Wherever an 
whatever the place, we can go there in an instant and we can take the trip as a rewarl 
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for finally getting that difficult report done or for accomplishing some other task. We 
might even hang a picture of the place on a wall and keep souvenirs nearby to help us 
make that mental trip when we choose to make it. 

In fact, we can combine the physical and mental levels to exercise a particularly 
powerful self-reward strategy. We could take short, imaginary trips as we accomplish 
our tasks throughout the year and then physically enjoy our vacation after the months 
of hard work. By doing so we are rewarding our short-run and long-run activities. Also, 
the actual vacation will renew the basis for especially enjoyable imaginary trips when 
our mind is called on to reproduce the physical setting once we are back at work. 

We can also use our imagination to reward ourselves in countless other ways. We 
can picture the success and esteem we will experience and enjoy when we finally get 
that promotion we are working toward. Enjoyment of such an image after completion 
of each difficult task can help us to maintain the motivation we need as we face our 
labors. Indeed, the mind is capable of being a powerfully motivating tool. If we are to 
become truly effective self-leaders, we need to master the use of this tool. In doing so 
we can make the effort we expend seem worthwhile if not truly enjoyable. A checklist 
to guide your attempts in mastering self-reward follows, with an exercise to help you 
put these steps into practice. 

CHECKLIST FOR SELF-REWARD 

• Achieve self-motivation through self-reward 

o	 Identify what motivates you-which objects, thoughts, images. 
o	 Identify your behaviors and activities that you believe are especially desirable. 
o	 Reward yourself when you successfully complete an activity or engage in de

sirable behavior. 
o	 Potential rewards you can use include: 

1.	 Desired physical objects such as an expensive dinner, a night out on the 
town, simply a cup of coffee or a snack, or reading a good book 

2.	 Enjoyable or praising thoughts such as thinking to yourself that you per
formed well and reminding yourself of future benefits you might receive 
from continued high performance 

3.	 Pleasant images such as imagination of your favorite vacation spot 
o Develop the habit of being self-praising and self-rewarding for your
 
accomplishments.
 

Self-Reward Exercise 

Identify what you find rewarding. 
1.	 What physical objects or events do you find rewarding-for example, a delicious 

dinner, an evening out? 

(continued) 
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b.	 Try reinforcing related, more desirable behaviors-for example, rewarding 
yourself for being calm and dealing rationally with conflicts with others rather 
than exploding with anger 

Keep track of your progress. 

Undesirable Behavior Strategy Used Comments 

Practice 

"Hey, isn't this the third time you've been out here hitting balls this week?" 
"Yes, it is. I'm tired of playing golf in the wrong fairway. I'm going to practice 

until I get rid of this slice." 

One way we can improve our behavior is through practice. This point is clearly stated 
by Muhammad Ali, former world heavyweight boxing champion and Olympic gold 
medalist, as he remarked: 

The fight is won or lost far away from witnesses-behind the lines, in the gym, and out 
there on the road, long before I dance under those lights. 

Indeed, by going over activities before we are called on to perform them "when it 
counts," we can detect problems and make corrections. In doing so we are able to avoid 
costly errors. For example, suppose we have developed a work plan for our place of em
ployment that we strongly believe will improve profits for the company and working 
conditions for workers. Also, suppose we have been allowed 15 minutes to propose the 
plan to a group of executives who will decide whether it is to be adopted. Obviously we 
will want to make those 15 minutes count, so it is in our own best interest to practice 
our presentation ahead of time. 

We can practice at both a physical and a mental level. For the situation just dis
cussed, we can verbally practice our presentation in front of a mirror or in front of will
ing friends, or we can go over the key points we want to make in our minds. Olympic 
athletes can take the same approach: They can practice their events repeatedly at a 
physical level as well as rehearse them mentally before competing. 

Also, practice can be paired with self-rewards to increase motivation and self
confidence. In addition to mentally rehearsing our presentation, for example, we can 
picture praise from our audience and adoption of the plan. An Olympic athlete could 
picture winning the gold medal and the benefits that go with such an accomplishment. 

Practice can be a powerful strategy to improve our behavior. The challenge is to 
apply it systematically. In essence, we need to practice practicing. The key is to develop 
the ability to identify the important parts of a given task, to practice them both physi
cally and mentally, and to pair our practices with rewards. The more important the ac
tivity, the more important it is to practice. Practice may not make perfect, but it can 
make better-if we do it. 

A checklist to guide your putting practice into practice follows. An exercise is also 
provided to get you started practicing. 
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The Case of the Sales Rep Who Neglected to Bring 

in New Clients 

Jack was a district sales representative for AB Company. He was highly regarded 
by his clients. He serviced his accounts about as well as anyone in the business. Jack de
veloped very good relationships with these clients by continuously looking for new and 
better ways to provide excellent service. He called on each and every client on a regu
lar basis and asked about their current needs and their inputs concerning suggestions 
for improving his service to them. Jack generally liked his customers and enjoyed talk
ing and visiting with them. 

Despite his strong commitment to service and the high level of satisfaction of hi~ 

clients, Jack was considered only an average producer in the company. He rarely lost an 
existing account, but his success in bringing in new clients was very low. He was selling 
in a growing industry and district sales representatives in his company were increasing 
their client base at a rate of about 9 percent a year. Jack, on the other hand, was in
creasing his clients by about 4 percent a year. The zone sales manager had just reviewed 
Jack's performance with him the day before and made it clear to Jack that his new cus
tomer growth was simply inadequate. Jack still felt a little angry as he recounted the 
conversation in his mind. After all, he did have the lowest rate of lost clients in his re
gion, and a recent survey of his customers revealed a satisfaction level that was among 
the highest in the company. 

Nevertheless, Jack realized that he was going to have to make some changes if he 
wanted to advance in the company. He was going to have to build his client base at an 
increased rate. At the same time, he also realized that he simply did not enjoy calling on 
potentially new clients nearly as much as he did clients that he had gotten to know over 
the years and in many cases had developed personal friendships with. 

To address the problem, Jack reasoned that he had to get a better handle on how 
he was spending his current time and efforts. He began by keeping a detailed log of his 
activities for a week (self-observation). He recorded the times that he undertook vari
ous tasks, what specifically he did, the purpose of the activity, and how long he spent on 
it. During this initial self-observation period, Jack made no effort to change his work 
routine. At the end of the observation period, he discovered some revealing patterns. 
First he had spent about 47 hours (about 95 percent of his time) either doing routine 
paper work, attending meetings, or servicing clients. He had spent less than a total of 2 
hours on efforts to communicate with only three potential new clients, all of whom came 
from referrals from existing clients. While he recognized the positive role of the refer
rals from satisfied customers (and he had received preliminary agreement for a modest 
sale to one of these referrals), Jack also realized that he was spending too little time on 
generating new business. 

As a second step, Jack decided to set a goal to increase his time spent on seeking 
new customers to 6 hours over the next week and decided that he would further in
crease the time he spent on this activity by 0.5 hour a week over the next four weeks 
until he reached a total of 8 hours per week (self-goal-setting). After recording this goal 
on a pad of paper, Jack realized that he felt a bit uneasy about spending that much time 
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on an activity he did not enjoy very much. Furthermore, he knew his referrals would 
cover only a small portion of that time and he would have to spend much of the time 
proactively seeking new leads and making some cold calls on potential customers. He 
concluded that he needed to create a way of rewarding himself for reaching his goal. 
His approach was to take a short coffee break immediately after each solid hour he 
spent on generating new husiness (self-reward). He also decided that if he met his goal 
he would take his wife out to one of their favorite restaurants at the end of the week to 
celebrate. He also planned to add additional rewards for meeting his increasing goals 
over the coming weeks. 

As an additional strategy, Jack hung a sign in front of his desk that read "Your best 
customers will be the ones you haven't even met yet" (cueing strategy). This helped Jack 
to keep his new goal constantly in mind and to feel positive about the possibility that 
many of the new clients he would gain could lead to some of his most satisfying rela
tionships in the future. Finally, he spent some time in the office and at home rehearsing 
(practicing) new approaches for calling on potential new clients. He did this in front of 
a mirror, with his wife, or with a willing coworker. Interestingly, he discovered that when 
he rehearsed with others they often gave him suggestions and tips on how to improve 
his approach. 

Jack's self-leadership efforts proved very successful. Over the next several weeks 
he increased his goal to 10 hours a week spent on generating new business, which he 
faithfully met. In addition, he increased his generation of new clients to about 14 per
cent for the year, which was one of the highest levels in the region. He was also pleased 
to discover that his service to existing clients didn't suffer; he simply spent more time 
dedicated to the important needs of his customers. His performance review for the next 
year went very well, and Jack received a substantial pay increase. Over time, Jack real
ized that he was pretty good at generating new business. Although he didn't enjoy this 
activity quite as much as servicing existing clients, he was confident, with the aid of his 
self-leadership strategies, that he would be ahle to maintain significant success in this 
area for years to come. 

This chapter has presented several strategies for understanding and improving 
self-leadership in the face of difficult challenges and activities. Checklists and exercises 
were provided to help make these ideas more concrete in terms of your own behavior. 
Hopefully you decided to take the time and exert the effort to try some of these exer
cises. The next chapter focuses on a different aspect of self-leadership, capitalizing on 
the "natural" rewards that come from performing attractive activities. 
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