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Welcome to Day 1 of the 10-Day Leadership Challenge

Become the Leader You Were Destined to Be

Position alone doesn’t make you a good leader. Today we’ll learn how clarifying your personal mission is the
foundational step to helping your team align with goals and then execute them.

Reflection:

“Achieving success ultimately puts you on the right track of self-confidence, fulfillment and joy — Relentless
Pursuit by Tonika Bruce

Creating an environment of success and communicating purpose to others requires first understanding
yourself and what motivates you.
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When you know what YOU want to accomplish, and why, you can communicate purpose and values to those
you lead, so they embrace team goals.

To gain insight into what you want to achieve, ponder what your life might look like 10 or 20 years down the
road. The desire for significance in life is universal - and critical to achieving your goals over the long term.

Defining what brings significance to your life will help you focus on ways you can achieve your life purpose.
Answer a few questions to help you determine your personal mission as the first step toward cultivating
effective leadership.

Action:

A personal mission statement is not a list of specific goals or tasks. It’s broader than that. It’s a philosophy of
life that guides your planning and goal setting.

Steven Covey calls it “...your constitution, the solid expression of your vision and values.”

Here are two examples of mission statements, one work-related and one related to family:

e Use my skills and position to be a source of emotional, social, and financial good in this company.

e Parent my children to become responsible, independent, and empathetic adults.
It’s okay to create just one statement, or one that’s work-related and one for your personal life. Don’t worry if
they’re not perfect! You can refine them anytime.

Take a few minutes right now. Step away from everyday pressures and write answers to the questions below.
Use these questions to help you craft your personal mission statement:

1. What motivates you? What brings you the greatest joy or satisfaction?
2. What does success look like to you?
3. What unique role(s) are you able to fulfill in people’s lives?

Now write out your personal mission statement.

My personal mission:

Once you've stated it clearly, ask yourself: Am | bringing my personal mission to bear in all areas of my life?
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Tomorrow we’ll work on clarifying personal goals that spring out of your mission.

See you then!
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Clarifying Your
Personal Goals
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Welcome to Day 2 of the 10-Day Leadership Challenge
Become the Leader You Were Destined to Be

Yesterday was an exercise to clarify your personal mission. Now let’s look at crafting goals
that flow out of that personal mission.

Reflection:
“There is only one moment and that’s the present” —Relentless Pursuit by Tonika Bruce

Now that you’ve crafted and refined your personal mission, you can begin to create goals that will help you
fulfill that mission. Again, you can be working on both work and personal areas.
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What do you want to accomplish this month toward your personal mission?

Start by doing a mind dump. Make a list of whatever it is that keeps you up at night - those situations or tasks
that if changed or completed would make life more peaceful.

Is it a stack of unfiled but important papers on your desk?
Unanswered email?
The need to research and implement new software?

An unresolved or uncomfortable relationship issue that has the potential to reach a crisis?

For example, using the mission statement: “l want to use my skills and position to be a source of emotional,
social, and financial good in this company,” ...

...a simple goal this month could be to have lunch once a week with an employee you don’t know well or
aren’t comfortable with.

This one simple goal moves you toward fulfilling your mission. This would fall under being a source of
emotional good - fostering a warm and friendly environment.

Plus, you’ll be amazed at what one good interaction can do for building a positive relationship!

For the parenting example we used yesterday, you could schedule one hour one Saturday each month with a
specific child to teach them a particular skill from a predetermined list.

For young kids, it could be how to sort or fold laundry.

For older kids, how to safely use a weed eater or the best way to clean out and organize a closet - not exciting
stuff, but you get the idea. They grow in responsibility, and you spend time with them.

Over the long haul, you’ll both benefit.

These planned activities might seem small, but they fit your mission with long-term payoffs when they’re put
on the calendar and followed through.

Action:

First, restate your personal mission(s):

Choose no more than 3 goals for this month. Be as specific as possible, and work on those that fit into your
mission statements.
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Looking further ahead, what are a few goals you want to accomplish this quarter?
How about by the end of this year?

Tomorrow we’ll look into personal roadblocks that can trip you up.
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Welcome to Day 3 of the 10-Day Leadership Challenge

Become the Leader You Were Destined to Be

I hope yesterday you were able to establish some goals that got you really excited about
your future.

Reflection:

“Life is a vehicle and you are the driver “— Relentless Pursuit by Tonika Bruce

If you’re going to achieve your personal mission by meeting the goals you're setting, you need to identify
potential roadblocks. These are simply the interests, demands, people, situations, or habits that will keep you
from achieving what you're really after.

Some things that might sound like good things might not fit into your mission. Volunteering as treasurer of
your homeowners’ association sounds like a noble undertaking, but it’s probably not going to help you achieve

8
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your goals - and it will take up quite a bit of valuable time.

When you look back at your mission statement and goals, what could possibly hold you back from achieving
your goals this month, this quarter, or this year?

® Your goals might be too vague (“l want to be a good person”).

You’'ve developed poor habits like procrastination, checking social media throughout the day, or
watching TV.

® You may have chosen goals that are too big and that need to be broken down into increments which
are more realistic to accomplish monthly.

e Perhaps you just have WAY too much on your plate and need a trusted friend, co-worker, or mentor
help you to pare it down, learn to say no, and point out which things are important, and which are time
wasters.

e Do you need accountability to someone who's not afraid to confront laziness, lack of follow-through,
or poor planning? Perhaps even a mentor or life coach?

® People can be roadblocks too. Is there someone keeping you from getting things done, or being a
negative influence? This can be a bit trickier and you would benefit from getting help or wise counsel.

Action:

What are your specific roadblocks? (Go back and look at your mission statement(s) and goals if that helps you
pinpoint specific issues you might face.)

Be as detailed as possible in describing each roadblock and exactly how it prevents you from moving forward

with your goals.

How will you handle each roadblock?
How and where can you get help if it's needed?

Is there anything on your plate that you can eliminate, delegate to another, or simply decide it’s never going
to happen? Take steps as needed.

Tomorrow you'll settle on that ONE thing that you want to focus on first.
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Welcome to Day 4 of the 10-Day Leadership Challenge

Become the Leader You Were Destined to Be

Did you learn more about roadblocks that could trip you up yesterday? Be on guard for

those as you plan. Today we’re going to be diving into the one thing you’ll want to focus on
FIRST.

Reflection:

“Taking control of your life moves you from being a victim of your own life to a victory.” — Relentless
Pursuit by Tonika Bruce

Now that you’ve clarified your mission, set some goals, and defined real or potential roadblocks to avoid or
conquer, it’s time to determine the ONE thing you’re going to focus on that will move the needle most for you.

10
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Being a “starter” or an “ideas person” is great but having too many things going at once is self-defeating.

You’ll miss out on the satisfaction of finishing a project well and won’t focus clearly on anything, since you’re
always aware of everything else you haven’t gotten to yet.

Determine one thing that, if you do it, will have a positive effect of making everything else begin to fall into
place. You'll feel like you’re making forward progress once you’ve begun it.

Pushing that first domino that falls and knocks down all the succeeding dominoes is a huge stimulus for
success. Determine that no matter what, this one item is what’s going to take precedence over any other
project.

It can be a small thing. Sometimes getting something (anything!) off the list will energize you. Or it could be
that one thing you’re dreading, and you know you want to get it over with. Think about how much better
you’re going to feel when it’s finished!

One quick caveat - unexpected challenges and setbacks are common in any area of life. Avoid letting that
derail your determination. We learn from these situations and grow stronger as a result. Look for the lesson,
pick right back up where you left off, and keep moving.

Action:

Write down the ONE thing you are going to start, work hard at, and concentrate on until it's been
implemented.

Should this ONE thing be broken down into increments, each of which can be finished and checked off
individually?

Consider telling someone ahead of time about your plans and exactly when you’re planning to complete this
ONE thing. Give them permission to check on your progress.

When you’re finished with it, feel the freedom to pat yourself on the back and brag a little!

Tomorrow you'll create an action plan for this ONE thing you’re starting with.

11
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Welcome to Day 5 of the 10-Day Leadership Challenge

Become the Leader You Were Destined to Be

Hopefully, you have your ONE thing picked out and ready to work on from yesterday’s
lesson. Today it’s time to take ACTION.

Reflection:

“Time is your valuable asset not money” — Relentless Pursuit by Tonika Bruce

Now it’s time to create an action plan that will enable you to do your ONE thing.

Be specific. Ensure that it’s attainable, not frustrating or unrealistic. Break it down into steps to take. Have an
end date for each specific step.
12
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Let’s go back to the example of having lunch/getting to know an employee once a week. (You’ll recall that this
originated from one aspect of your mission - to use your skills or position for the emotional good of the
company.

Specific steps would be something like this:

Choose 4 people.
Contact each one to choose a date, time, and location. Assure them that there's no underlying agenda!
Confirm and add each date to your calendar.

Enjoy your lunch and conversation with them.

This is a very simple example, but you can see how each step is do-able and you know when it’s been
completed.

Your ONE thing may be a little more complex. Or a lot more complex! Take the time to break it into
manageable components, each of which will be completed before moving to the next.

The goal is focusing on your ONE thing to the exclusion of other projects, but let’s be realistic - there are often
urgent situations, sudden demands, unexpected phone calls and more that will interfere with even the best of
plans.

Knowing where you are in the sequence of steps helps you to recover and get right back to what you were
doing before an interruption came along. You’ll find you can accept those interruptions a lot more peacefully.

Once you complete your ONE thing, prioritize what you’ll be tackling next. Getting one item done leads to
achieving your next one thing and starts a healthy chain reaction.

Action:

Using the ONE thing you decided on yesterday, write out the specific manageable steps you’ll take to ensure
completion.

Where possible, assign a date for each step to be completed.
Assign an end date for the entire goal to be complete and add it to your calendar.
Does the overall plan, and each step leading up to completion, appear to be realistic? If not, make

adjustments to the plan, keeping in mind there will likely be unexpected interruptions.

13
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Tomorrow we’ll find out how to clarify your team mission. See you there.

14
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Welcome to Day 6 of the 10-Day Leadership Challenge

Become the Leader You Were Destined to Be

Realistic and manageable steps were assigned yesterday to your ONE thing. | hope that
inspired you! Now let’s transition from focusing on your personal mission to focusing on the
team you lead.

Reflection:

“The best people never give excuses instead they create time as little, as it may be, to read —
Relentless Pursuit by Tonika Bruce

Each team has a unique mission and place within the whole organization. Now that you have clarity about
your own personal mission and you’ve set measurable, realistic goals, it’s time to clarify the primary mission
for your team.

15



q\fTo[ﬂ;M BRUCE

www.tonikabruce.com

To get the discussion started with your team, you could share briefly how you’ve created a personal mission
statement, used that mission to create realistic goals, and how you’re implementing your plan.

Your team mission may have already been established by a superior, or by you, or by the team as a whole. If it
hasn’t been established yet, it’s crucial to get this foundational step in place.

Without a clear purpose behind what they’re doing, it’s difficult for team members to “own” or feel a
connection to the larger picture.

When every team member supports the mission, you end up with a team that places a high value on each
individual’s contribution, including their own.

If your team’s mission hasn’t been clearly determined yet or needs to be clarified, below are questions that
help to clarify it.

As a team leader, you can answer these questions yourself, but discussion with the whole team serves to get
everyone on board, build camaraderie, and reveal weak areas.

Action:

Ask yourself and the team, “What does this team exist to do?” Be as specific as possible.
What specific part does each individual member fulfill to accomplish what the team does?

Ask each member to articulate their portion. Ask others to help clarify and determine overlap or holes.

Is each member clear on how their part fits into the whole? Does each member understand the value of every
other member’s part?

What does success look like for this team?
What does failure look like?

With these answers in mind, you can now clearly determine the primary mission of your team. Write out a
specific team mission statement. There may be several components but simplify and clarify each section.

16
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Tomorrow we’ll get into identifying your team goals. See you tomorrow!

17
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Team Goals
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Welcome to Day 7 of the 10-Day Leadership Challenge

Become the Leader You Were Destined to Be

Yesterday we focused on how to clarify your team mission for the benefit of each member
and the team as a whole. Now it’s time to get very practical with goal setting.

Reflection:

“Frankly, success and failure are a matter of expectations a matter of goals — Relentless Pursuit by
Tonika Bruce

You have clarity on your team’s overall mission and how each team member fits into making the team a
success. Now it’s time to determine the real and measurable goals of your team.

These may be assigned to you by someone else, like a superior, or you may be the one who comes up with
these. Either way, it’s important to be clear on what your goals are for your team.

18
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What is your team trying to accomplish this month? This quarter? This year?

If you need to get clarity on these from a supervisor, do that first.

If you need to take some time to set goals for your team, when exactly will you do that? Get it on the calendar
ASAP. Many successful team leaders meet with their team once a week for continuity and accountability.

If setting goals involves team members, get them to clear their schedule and join you for goal setting. Do
something to make it fun!

Your action for today is simply identifying goals for the team. No implementation of these is necessary yet
until further planning is in place.

Action:

First, restate your team mission:

Choose 3 goals for your team for only this month. Using those as a starting point, what goals does each team
member need to have so that their part is finished on time? Be as specific as possible.

Can you and/or team members articulate how these monthly goals fit into your mission statement?

Looking further ahead, what are a few goals you want to accomplish this quarter? How do this month’s goals
fit (if they do) into those longer-range goals?

Are there long-term goals that need to happen by the end of this year? Is there a way to work on those long-
term goals by meeting monthly and quarterly goals?

19
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Tomorrow we’ll get into determining your team’s ONE thing.

20
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Welcome to Day 8 of the 10-Day Leadership Challenge

Become the Leader You Were Destined to Be

Your team benefited from identifying team goals yesterday, which leads into today’s topic of
choosing one focus.

Reflection:

“Whatever you commit your attention and energy to will come back to you.”
— Relentless Pursuit by Tonika Bruce

Yesterday you and your team determined 3 monthly team goals, as well as looked ahead at longer range goals.
Now, it’s time to pick the one BIG goal that will move the needle the most for your team currently.

This goal is going to be your primary focus and your team’s primary focus. By centering the attention of your

21
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team on this particular goal with everyone working to that end, you make it much more likely that the team is
going to achieve it.

This ensures that your team is getting high-value work done, not just busy work or putting out fires, since this
ONE goal has been determined to be a high priority.

There are two approaches to selecting this ONE thing out of the list of 3:

1. You choose the ONE thing to focus on and simply tell the team. Sometimes that’s necessary to avoid
long discussions or wasting time.

2. Or, choose the ONE thing along with your team members. It doesn’t have to be unanimous but listen
closely if there are dissenting voices. Assure all team members that the other goals will be
implemented before long.

Your primary job once the team’s ONE thing is decided, and responsibilities are divided up, is to become the
overseer and progress checker - in other words - to ensure the “doing” is happening.

You'll be checking in regularly, not waiting until the deadline is just around the corner!

Action:

You should have 3 specific goals with clear descriptions that were decided on for this month.

Decide with the team (or on your own if necessary) which out of the 3 is the ONE thing the team will focus
on until it is finished.

Identify the role and responsibilities that each team member has to fulfill to meet the overall goal. Discuss
with each team member to be sure their assignments are understood. You’ll head off challenges later if you're
a stickler on this step!

Clearly communicate the date each team member needs to have their portion ready.

Tomorrow we’ll identify roadblocks that can derail a team’s focus on their ONE thing. See you tomorrow!
22
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Welcome to Day 9 of the 10-Leadership Challenge

Become the Leader You Were Destined to Be

We focused yesterday on getting the team’s focus narrowed down to one specific goal to
work on together. That’s great progress!

Reflection:

“Success is all about squarely facing hardships, obstacles, challenges, and surmounting them”
— Relentless Pursuit by Tonika Bruce

Let’s try to identify some roadblocks that could keep your team from achieving their ONE thing (and that could be
derailing other goals too).

24
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As the team leader, there’s a degree to which you should look in the mirror first. Just by virtue of their position and skill
level, leaders can sometimes intimidate.

Team members who are intimidated can be fearful to share problems they’re running into or feel dumb asking
questions. If they get stuck and can’t move forward with their portion, it’s going to affect the whole team’s progress.

What'’s your personal leadership style like?

e Do you ever share freely about mistakes you’ve made, bad decisions, or failures? This openness won’t cause
your team to lose respect - they’ll know your human too and love you for that.

e Do you ever make a point of walking around to chat and see how everyone on the team is doing, aside from
their work?

® Are you trustworthy? If you say that you’re going to do something or will get back to them on a question, ensure
that you do.

What about the overall work culture? Are there aspects of the work culture in general that keep your team from feeling
like a unit?

Too many interruptions, no opportunities for fun or relaxation as a team, one or two people carrying the bulk of the
work while others have a much lighter load - these can all keep a team from feeling cohesive.

Action:

Go back and review the exercise on Day 3 about personal roadblocks. Choose a few of the personal roadblocks you
uncovered that derail your plans and goals.

Share your roadblocks honestly with the members of your team. Do it today. Ask them what personal roadblocks they
encounter.

Transition to asking about roadblocks your team members experience in their current work culture. This typically is hard
for people to feel comfortable sharing. You’ll need to encourage them - give examples again if they’re hesitating. You
could give an example that you’ve seen in the office or experienced in another workplace.

Encourage team members to talk about what they see or experience and help each other find strategies to combat
these issues.

Tomorrow we’ll formulate the steps of a team action plan for your ONE thing.

25
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Welcome to the final day of your of the 10-Day Leadership Challenge

Become the Leader You Were Destined to Be
You’ve come a long way in developing an effective and successful leadership style!

Yesterday, we worked on identifying and eliminating team roadblocks. Now it’s time to put an action plan in place.

Reflection:

“Whatever you commit your attention and energy to will come back to you. — Relentless Pursuit by Tonika Bruce

It's time to create an action plan to enable your team to accomplish that ONE thing you are all focusing on.

26
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It’s a good practice to plan backward. That’s where yearly or quarterly goals are useful, and why we keep bringing up
long-term goals in these exercises.

If your team has a project due 12 months from now, for example, use that end date to figure out where the project has
to be 6 months from now.

How does that 6-month deadline inform what has to be completed in 3 months?
What must happen this month to stay on track?

What about this week?

Today?

Each member of the team needs to see the increments and understand how their part fits into this ONE goal.
Individuals can then break their personal portion into manageable tasks. Each member knows what they’re responsible
for achieving, and when it’s due.

As the team leader, determine how often to check on the progress of each team member. Add reminders to your
calendar so you don’t forget!

Action:

The steps outlined below may seem like overkill at first, but the process gets easier each time you implement the steps.
The whole team is learning communication skills that leave little room for misunderstanding and delay.

Clearly describe the ONE thing your team agreed to be working on this month. Be specific.

Ensure that the goal is attainable - not frustrating or unrealistic.

If this ONE thing is one component of a much longer-range project, ensure that everyone understands how this month’s
goal fits into the entire plan.

Have the entire team help to break this month’s goal down into incremental steps. What portion has to be done this
week, the week after, and so on. Assign an end date for each specific step.

27
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Doing this visually is best (a whiteboard if you’re in the same physical location, shared monitors if not together).
Everyone sees how the pieces fit together.

If it’s better for your team’s scope, the steps above can be implemented for year-long projects first, instead of beginning
with monthly goals. Select a long-range project, and then break it down following the same steps to create 6-month,
quarterly, monthly or weekly goals.

Congratulations on completing The 10 Days Leadership Challenge Become Who You Were Destined to Be! You should be
really proud of yourself! Not only has your personal leadership been transformed, but the way you lead your team has
been as well. Great job!
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