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‘not yet’ with ‘not possible’. We start to believe that I can’t do this or this 
won’t ever work for me and our coaching progress can stall.

There are certain coaching situations that can act as a magnet for your 
fi xed mindset. When you don’t feel you have control over your context, 
don’t believe you have the confi dence to take action or think you haven’t got 
the competence to work through your challenges, your mindset starts to 
work against you. Look at the diagram below. Do any of  these fi xed 
mindset magnets feel familiar for you?

    I can’t do anything    about this situation,     it’s out of my hands

I’m not good 
enough to fi gure 

this out for myself

   I’m worried about 
what other people will   
   think if I ask for help

COM
PETENCE

CO
NF

ID
EN

CE

CO
NT

RO
L
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Mindset action 1: moving your mindset from fi xed to growth

When you feel the pull of  a fi xed mindset you can consciously counteract 
it by recognizing moments of  growth. This helps you to appreciate how 
you have successfully worked through challenges before and increases 
your confi dence that you can do the same again. You will already have lots 
of  growth mindset moments every week, you probably just don’t ‘label’ 
them in that way. Take a moment now to write down and recognize a few 
of  your growth mindset moments over the past few months:

Growth mindset magnet questions

In the past few months . . . 
When have I felt in control at work?

When have I felt confi dent in my job?

When have I done something that has stretched my competence and skills?

When you are working through coaching challenges it is inevitable that 
you will fall into a fi xed mindset from time to time. When you notice the 
pull of  a fi xed mindset magnet there are two immediate actions you can 
take:

1.  Re-ask yourself  the questions above as this is a useful reminder that you 
are already spending some time in a growth mindset. Answering these 
questions will help you to feel positive and increase your confi dence 
that you can move from fi xed to growth.
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What does your inner critic sound like?

Mindset action 3: tune into your coach and calm your critic

The more we listen to our inner critic the louder and more powerful it 
becomes. And it’s a vicious cycle – the further your inner critic creeps in, 
the more control it has. It prevents us from both seeing ourselves clearly 
and taking positive action to make progress. Next, we share two actions 
– be your own best friend and self-supporting statements – that you can 
take to turn down the volume whenever your inner critic gets too loud 
(and if  this is a particular challenge for you, the chapter on self-belief  
will be useful).

Be your own best friend
Talk to yourself  in the same way your best friend would. We can be our 
own worst critics and guilty of  putting ourselves under unrealistic pressure 
we would never expect of  anyone else. Take a minute to write down the 
names of  three friends who support you.

I fail much 
more than I 

succeed

Other people 
are better 
than me

I never get 
anything right

I’m not smart
enough
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My three supportive friends

1.    

2.     

3.    

What is it about what these people say and how they say it that you 
fi nd supportive? Perhaps they don’t judge you, or help you see things 
clearly, or make time for you when you need it. When you’re facing a 
coaching challenge keep these friends front of  mind, so you can imagine 
what they’d say and listen to their supportive voices.

Self-supporting statements
Self-supporting statements are positive reminders from your inner coach 
on what you can achieve. They motivate you to keep going even when it’s 
tough and leave you feeling in control, upbeat and energized. They also 
directly challenge negative and unhelpful thoughts you might have about 
yourself  (quietening your inner critic). When we use self-supporting 
statements that are personal to us and repeat them regularly, they boost 
our self-esteem.2

My three supportive friends
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Mindset action 4: my self-supporting statements

Below we’ve shared some examples of  self-supporting statements that 
relate to each of  the chapters in the book. Highlight any that feel 
particularly relevant for you. We’ve also left a space for you to write your 
own self-supporting statements, as it’s important that the words feel right 
to you and are in your voice rather than ours. It’s a good idea to write 
these statements in a place where you’ll see them every day, maybe Post-its 
on a wall, or even as your laptop screensaver.

My self-supporting statementsMy self-supporting statements

these statements in a place where you’ll see them every day, maybe Post-its 
on a wall, or even as your laptop screensaver.

Asking for the help 
that I need is a 
sign of strength

RESILIENCE

I surround myself  
with people who 

want me to succeed
RELATIONSHIPS

I'm squiggling 
in a way that 
works for me

PROGRESSION

to you and are in your voice rather than ours. It’s a good idea to write 
these statements in a place where you’ll see them every day, maybe Post-its 

I build my belief 
by being the best 

version of me
SELF-BELIEF

Asking for the help 
that I need is a 
sign of strength

I surround myself  
with people who 

want me to succeed

by being the best 

Increasing my impact 
matters more than 

increasing my output
TIME

I'm squiggling 
in a way that 
works for me

PROGRESSION

matters more than 
increasing my output

It’s more important 
to make progress 
than to be perfect

PURPOSE

9780241502730_YouCoachYou.indd   209780241502730_YouCoachYou.indd   20 28/10/21   12:24 PM28/10/21   12:24 PM

Figure 5.



HOW TO COACH YOURSElf 23

this is when she goes on solo walks, and for Helen it’s when she’s making 
lunch.

My best time to press pause is: 

Self-awareness action 2: feedback friends

As you begin coaching yourself  consider: who are my feedback friends? This 
is a small group of  trusted people who know you well and who will be 
honest. This could be a mixture of  people you work with today, people 
you’ve worked with previously, or even friends and family. The job 
specifi cation of  a feedback friend who will support your self-awareness 
looks something like this:

 feedback friend: job specifi cation

Supportive, on your side and wants you to succeed.
Doesn’t shy away from giving diffi  cult feedback.
Cares about you personally and can challenge you directly.
Understands your world at work.

As an example, one of  our feedback friends is the writer and podcaster 
Bruce Daisley. Bruce is unwaveringly direct in his feedback, and it’s usually 
also delivered via WhatsApp. When we shared an early version of  our 
TEDx talk his fi rst response was This is a bit DULL. You are interesting. This 
is NOT. This feedback improved our self-awareness as it gave us insights we 
couldn’t see for ourselves. We had worked hard on that version of  our talk 
and felt positive about what we had created, so initially Bruce’s feedback 
was a surprise, and we felt shocked and disappointed. However, when we 
revisited the talk we realized he was right. Somewhere along the way we 

My best time to press pause is: 

 feedback friend: job specifi cation

Cares about you personally and can challenge you directly.
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had lost our personality in what we had written. Bruce is unfl inching in his 
feedback and though at times that can be hard to hear, he’s our number 
one feedback friend because there’s never any doubt that he’s on our side 
and wants us to succeed.

Use the space below to write down three people who are already, or 
you think could be, your feedback friends. This is a good reminder to 
include these people as part of  your coaching process and remember to 
thank them along the way too. Feedback friends are a rare combination of  
your biggest supporters who are also brave enough to tell you the truth, so 
look after them well!

My three feedback friends 

1.    
2.    
3.    

Coach yourself skill 2: 
listening to yourself
How would you rate your listening skills on a 
scale of  1 (useless) to 10 (excellent)? In our 
workshops most people give themselves a 
score of  7 and above, though research has 
found that listening is a skill where we 
often overestimate our ability.4 For 
example, Professor Ralph Nichols found 
that after a short talk most people missed at 
least half  of  what was said.5 We think we’re 
listening when in fact we’re waiting to speak or 
distracted by something else that’s happening at work. The same thing 
happens when we listen to ourselves. We don't fi nish our thoughts 
before we move on to the next one, or we assume we know the right 

My three feedback friends 

score of  7 and above, though research has 
found that listening is a skill where we 

example, Professor Ralph Nichols found 

distracted by something else that’s happening at work. The same thing 

When you listen, you 
learn. You absorb like 
a sponge and your life 

becomes so much better.

STEVEN SPIELBERG
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My self-interruption insight: 

listening to yourself action 2: dive deeper

We need to fi nd practical ways to stay focused on our current challenge 
rather than moving on too quickly. Think of  this as the diff erence between 
snorkelling in the sea, where you swim across the surface of  the water, and 
scuba diving into the unknown. In every coaching challenge there will be 
moments where it’s useful to do some scuba diving.

Scuba diving is how you discover the hidden treasure.

Diving below the surface is when we uncover 
new insights about ourselves.

To help you take the plunge, there are three diff erent types of  question 
that will support you in diving deeper.

Deep: focus on facts
These questions help you to gather data. They give you objective insight 
into a situation and sound like Who said what? and What happened today?

Deeper: focus on feelings
These questions are about your responses. They help you to understand 
your emotions and sound like How did it make me feel? and What reaction did 
this trigg er?

My self-interruption insight: 

Scuba diving is how you discover the hidden treasure.

Diving below the surface is when we uncover 
new insights about ourselves.
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Deepest: focus on fears
These questions can be diffi  cult to confront. They get to the core of  what’s 
most important to you and they sound like Why did this situation upset me? 
or Why does their opinion matter so much?

Diving deeper

What depth of questions do you feel most comfortable with today? Deep, deeper or 
deepest?

Highlight which of  the questions below you want to remember to 
include as part of  your coaching approach (this might be the one 
you’d be least likely to ask yourself ).

Facts: How would I describe my challenge to someone using only facts?
Feelings: What emotions am I feeling about my challenge?
Fears: What am I afraid might happen if  I take action?

What depth of questions do you feel most comfortable with today? Deep, deeper or 
deepest?

Highlight which of  the questions below you want to remember to 
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Thinking traps and positive prompts

Thinking traps are assumptions and beliefs we have that get in the way of  
moving forward. You can identify your thinking traps by noticing when 
your thoughts sound negative in some way (about either yourself  or 

You Coach You toolkit

Thinking traps to positive prompts Coach yourself questions

Ideas for action COACH
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from: I’m not a ‘tough’ person.
To: How could I use my strengths (empathy, listening, sensitivity etc.) in 
a way that will help me move forward?

from: I wish things were the way they were before.
To: What am I grateful for at the moment?

My resilience thinking trap

My resilience positive prompt

How to coach yourself on resilience

This section of  the chapter will help you to coach yourself  when things 
don’t go to plan. We want to support you to build your resilience every 
day, so it’s there when you need it, and to give you the tools to overcome 
adversity in the moment.

In Part 1 we’ll cover:

How to assess your resilience today, where you have strengths and where you 
have gaps.
The actions you can take to build your resilience reserves.

In Part 2 we’ll focus on:

How to use an adversity audit to understand the facts of  your situation.
How to ensure your resilience reactions work for you and not against you.
How to apply mental time-travel techniques to refl ect on the past, imagine 
options for the future and identify actions in the present.

My resilience thinking trap

How to assess your resilience today, where you have strengths and where you 

The actions you can take to build your resilience reserves.

How to use an adversity audit to understand the facts of  your situation.
How to ensure your resilience reactions work for you and not against you.
How to apply mental time-travel techniques to refl ect on the past, imagine 
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Your resilience rating 

1:   How optimistic am I when things don’t go to plan or unexpected 
change happens to me?

1 2 3 4 5 6 7 8 9 10

2:   How comfortable am I asking for help, particularly in tough times?

1 2 3 4 5 6 7 8 9 10

3:   How often do I refl ect on and celebrate my successes?

4:   How confi dent do I feel that I have a range of  people supporting me 
when times are tough?

5:   How good am I at resting and recovering during and after moments 
of  adversity?

6:   How much time do I invest in the areas outside work which make me 
feel positive and give me perspective?

My resilience rating: ………… /60
The area where I most want to improve my rating is: …………..

1 2 3 4 5 6 7 8 9 10

1 2 3 4 5 6 7 8 9 10

1 2 3 4 5 6 7 8 9 10

1 2 3 4 5 6 7 8 9 10
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suggested an idea for action for each of  the 3 Ps so you can try out the one 
that feels most relevant for you.

Idea for action – personal: fault to feedback
Fixating on your faults doesn’t help you to move forward. We all make 
mistakes, and no one is perfect. Sometimes other people can see our 
situation more clearly than we can. Asking for feedback from people who 
understand your experience will help you to gain perspective, forgive 
yourself  and focus on the future. This can be as simple as describing your 
situation to someone and asking, What’s your perspective?

Idea for action – pervasive: the domino eff ect
Write down all the diff erent dominoes in your life at the moment, for 
example your family, your work projects, your interests. For each of  your 
dominoes note one thing that’s working well in each area, for example: 
kids are happy at school, range of  interesting clients, making time to do spin 
classes. By doing this we appreciate that most of  our dominoes are still 
standing, even if  one has momentarily toppled over.

Idea for action – permanent: 1 per cent better
Start each day by writing down how you can make today 1 per cent better 
than yesterday. This will help you to identify small and specifi c ways, which 
are sometimes described as ‘tiny nudges’, to improve. Some examples of  
what this might look like: read one page of  a book I’ve been meaning to start;
take a  min. lunchbreak; do a  min. yoga class on YouTube.

CY?  What actions can I experiment with if  I notice my pessimism P 
is holding me back?
CY?  What actions can I experiment with if  I notice my pessimism P 
is holding me back?
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Resilience reserves 2: asking for help

In our workshops asking for help is typically 
the area of  the resilience rating where 
people score themselves lowest. It seems 
that we would much rather help ourselves 
or, worse, stay stuck than burden people 
with our worries.

CY?  How do I feel when I’m asked for help?

However, when people are asked for help they usually feel fl attered, 
useful, trusted and respected, which are all very positive emotions. While 
it might feel hard, asking for help is not something we need to apologize 
for or feel embarrassed about.

Idea for action: 10× help
When we ask for help, we often limit ourselves to approaching only one 
person. This limits our learning, because the more help you receive, the 
more you will gain. As the investment bank Stifel’s European President 
Eithne O’Leary shared with us, No one has a monopoly on wisdom.

Imagine if  we, to borrow a phrase from the world of  innovation, 
‘10×’d the help that we received. Using the table on the next page write 
down one career question you’re curious about or stuck on at the 
moment. It could be anything from How do I move into a new industry? to 
How can I improve my gravitas in meetings? Now write down the names of  
ten people who could help you. Ten might sound like a daunting number 
but it will encourage you to seek help from diff erent places and people. It 
could mean reconnecting with someone you’ve worked with previously 
or making a new connection or having a chat with your manager (or 
hopefully all three).

CY?  How do I feel when I’m asked for help?

In our workshops asking for help is typically 

people score themselves lowest. It seems 
that we would much rather help ourselves 
or, worse, stay stuck than burden people 

You don’t have to 
know all the answers 
and you don’t have to 
pretend that you do.

SIMON SINEK
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The coach yourself  questions below will support you to be specifi c 
about the help that you need. Answering these questions will make the 
practical part of  asking for help easier as you will be clear about exactly 
what you’re asking for and why.

CY?  What help would be useful for me at the moment?

CY? Who could I ask for the help that I need?

CY? Why are they the right people to ask?

CY?  What help would be useful for me at the moment?

A career question I need help with:

Ten people who could help me

1. 6.

2. 7.

3. 8.

4. 9.

5. 10.
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The coach yourself  questions below will support you to be specifi c 
about the help that you need. Answering these questions will make the 
practical part of  asking for help easier as you will be clear about exactly 
what you’re asking for and why.

CY?  What help would be useful for me at the moment?

CY? Who could I ask for the help that I need?

CY? Why are they the right people to ask?

CY?  What help would be useful for me at the moment?

A career question I need help with:

Ten people who could help me

1. 6.

2. 7.

3. 8.

4. 9.

5. 10.
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Resilience reserves 3: successes

When things aren’t going to plan the risk of  critic 
creep is higher. If  we listen to the stories our 

inner critic tells us, we start to believe that we 
don’t have any successes, or that our successes 
are insignifi cant, especially compared with 
other people’s. The best way to get your inner 
coach back in charge is to start consciously 

spotting your successes, particularly the small 
ones that we all take for granted.

Idea for action: very small successes
This is one of  our most popular exercises because it’s easy and insightful. At 
the end of  every day (including weekends) write down one very small success 
you have achieved during the past twenty-four hours. Your successes can 
come from any part of  your life: work (updated my LinkedIn profi le 
summary) to health (did 20 mins of  boxing) to family (persuaded my toddler 
to eat his peas!).

To get the most from this exercise follow these three ‘R’ steps:

1. Recognize: think about one very small success you’ve had today.
2.  Record: write down your very small success in the same place each day.
3.  Refl ect: look back at your past successes and consider what you can 

learn from them.

It’s particularly important that you note down your very small successes, 
because identifying positive moments with written words feels much more 
valuable than when they live in our heads as thoughts or feelings. If  you’re 
like Helen, who enjoys routines and journaling, this might be an exercise 
that you commit to every day. Or you might be like Sarah, who comes back 
to this exercise every time she fi nds her inner critic creeping in.

CY?  How could I start refl ecting on my successes in a way that 
works for me?
CY?  How could I s
works for me?

Resilience reserves 3: successes

When things aren’t going to plan the risk of  critic 
creep is higher. If  we listen to the stories our 

inner critic tells us, we start to believe that we 
don’t have any successes, or that our successes 
are insignifi cant, especially compared with 
other people’s. The best way to get your inner 

Idea for action: very small successes
This is one of  our most popular exercises because it’s easy and insightful. At 

When we take the time 
to notice the things that 
go right – it means we’re 

getting a lot of little rewards 
throughout the day.

MARTIN SELIGMAN
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Resilience reserves 4: support system

Your support system is made up of  the people 
who will help you through adversity. This is 

likely to be a mix of  family, friends and work 
colleagues, past and present. When things 
don’t go to plan it’s useful to have a range of  
people supporting you. We all need people 

who support us unconditionally, and we also 
need people who are going to question, 

challenge, inspire and empathize with us. One 
thing to watch out for is creating an echo chamber – 

a support system where everyone agrees with you. You don’t need to agree 
with someone to fi nd their perspective useful. Sarah frequently disagrees 
with one of  her mentors and yet she always fi nds his advice thought-
provoking and valuable.

Idea for action: resilience role models
As we discussed at the start of  this chapter, everyone experiences adversity. 
Consider who your resilience role models are and how you could learn 
from them. People can be role models for diff erent reasons, and we’ve 
included a few examples below to get you started.

Context: Someone to learn from who has worked in a diff erent 
environment from you. For example, if  you’re in a big company, someone 
who has only ever worked for themselves.

Stage: Someone at a diff erent stage in their career from you, perhaps 
someone just starting out or who has retired.

Experience: Someone who has had diff erent experiences that aren’t 
familiar to you. For example, our friends Tom and James at The Tempest 
Two take on death-defying personal challenges (like climbing El Capitan) 
which require an incredible amount of  resilience and which we can learn 
from even if  we don’t plan to start scaling sheer cliff s anytime soon!

CY?   What role/s are missing from my support system at the 
moment?
CY?   What role/s are missing from my support system at the 
moment?

Resilience reserves 4: support system

who will help you through adversity. This is 
likely to be a mix of  family, friends and work 
colleagues, past and present. When things 
don’t go to plan it’s useful to have a range of  

a support system where everyone agrees with you. You don’t need to agree 

Anything is possible when 
you have the right people 

around to support you.

MISTY COPELAND
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CY?  What are my active rest activities?

CY? How can I make active rest part of  my working week?

CY?  What are my active rest activities?

Learning to paint 
with watercolours

Teaching 
Pilates

Coaching kids at 
netball club

Playing the 
guitar

Cooking 
classes

Playing 
bridge

Music/dance 
classes

Playing God
of War on 

PlayStation

Reading 
fi ction

Crosswords
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This exercise gives you a quick view of  whether you’re nurturing or 
neglecting your world outside work at the moment. It might remind you 
that there’s one thing you love that you’ve not done for a while or make 
you aware that work is dominating an unhealthy amount of  your time at 
the moment.

CY?  What areas of  my life, outside work, do I want to prioritize to 
help me stay positive?
CY?  What areas of  my life, outside work, do I want to prioritize to 
help me stay positive?

Simple pleasures that make you smile Nurturing or neglecting?
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This exercise gives you a quick view of  whether you’re nurturing or 
neglecting your world outside work at the moment. It might remind you 
that there’s one thing you love that you’ve not done for a while or make 
you aware that work is dominating an unhealthy amount of  your time at 
the moment.

CY?  What areas of  my life, outside work, do I want to prioritize to 
help me stay positive?
CY?  What areas of  my life, outside work, do I want to prioritize to 
help me stay positive?

Simple pleasures that make you smile Nurturing or neglecting?
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PART 2: How to move from adversity 
to action
We all react to adversity in diff erent ways 
depending on both the type of  person that we 
are and the nature of  the adversity we’re 
facing. A useful place to start when things 
don’t go to plan is to complete an adversity 
audit. An audit will help you to quickly 
understand the facts of  your challenge. This is 
intended to be a short exercise that will take no 
more than fi ve or ten minutes, and we’ve included 
an example below to show you how this works in practice.

Adversity audit

How would I describe 
what’s happening in one or 
two sentences?

Example: my team is being restructured and I’m not sure 
what will happen to my job

How much of a surprise is 
this situation or did I guess/
know it was coming?

Example: complete surprise – didn’t see it coming!

Do I recognize aspects of 
this adversity (been through 
something similar before?) 
or is it a new experience?

Example: been made redundant once before

don’t go to plan is to complete an adversity 
audit. An audit will help you to quickly 
understand the facts of  your challenge. This is 
intended to be a short exercise that will take no 

There is no room for 
facts, when our minds 
are occupied by fear.

HANS ROSLING
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The adversity audit will help you to get clarity and be concise about the 
facts of  the situation you’re facing. In moments of  adversity, we feel out of  
control and fearful about where we are in our careers and what’s going to 
happen next. At this time, it’s easy to forget or avoid the facts of  your 
situation. You might not agree with or like those facts, but you need to be 
aware of  them before you can fi gure out what action to take. We’re now 
going to explore how you can coach yourself  on your reaction to adversity 
before focusing on turning your awareness into action.

Resilience reactions

Your reactions to adversity will be infl uenced, to at least some extent, by 
whether you identify as more of  a thinker or doer. Thinkers will react with 
a desire to understand and the questions in your mind are likely to start 
with why: why did this happen? Doers’ reactions are more motivated by 
action and their questions will start with what: what can I do next?
Alongside your adversity audit note down your thoughts on the following 
coach yourself  questions. It might be useful to read through the table that 
follows them fi rst to support your refl ections.

How much adversity am I 
experiencing in other 
aspects of my life at the 
moment?

Example: life outside work is going OK at the moment

What happens next?

Example: we have a team meeting with our manager on 
Friday where she’s going to talk to us about what next.
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CY?  What are my fi rst reactions to this situation?

CY? How might these reactions work for me?

CY? How might these reactions work against me?

CY? What can I learn from people who respond to adversity in a 
diff erent way from me?

CY?  What are my fi rst reactions to this situation?

Resilience reactions

Reactions might sound 
like

Work for me Work against me

Thinkers I need to fi gure out what 
went wrong.

Why is this happening (to 
me)?

I want time to think about 
and understand this 
situation.

I acknowledge and don’t 
avoid emotions.

I seek out other people’s 
perspectives to understand 
more.

I empathize with how other 
people might be impacted 
by my situation.

I refl ect on the past to learn 
for the future.

I can dwell on 
negative emotions, 
i.e. anger, frustration, 
disappointment.

I can avoid action 
until I discover the 
‘right’ answer.

Doers What can I do to fi x this?

What action can I take 
today?

Who can help me get this 
sorted?

I focus on what I can 
control.

I feel positive that things 
will improve and get better.

I look for ways I can take 
action in the here and now.

I can react fi rst, think 
later.

I avoid/ignore diffi  cult 
emotions.
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CY?  What examples do I have of  overcoming adversity (of  any type) 
in the past?

Example 1: 

Example 2: 

Example 3: 

CY? For each example, what actions did I take that helped me to 
make positive progress?

Example 1 my actions: 

Example 2 my actions: 

Example 3 my actions: 

CY? What did I learn from each example that could be useful for me 
now?

Example 1 my learning: 

Example 2 my learning: 

Example 3 my learning: 

Imagining options

You probably already have in mind at 
least one version of  the future that is 
more positive than where you are today. 
Use the space on page 65 to jot down a 
few diff erent versions of  the future 
that you fi nd motivating. 

more positive than where you are today. 
Use the space on page 65 to jot down a 
few diff erent versions of  the future 

Without leaps of 
imagination, or dreaming, 
we lose the excitement of 

possibilities. Dreaming, after 
all, is a form of planning.

GLORIA STEINEM

CY?  What examples do I have of  overcoming adversity (of  any type) 
in the past?
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To help prompt your imagining consider:

What’s the best possible future you can imagine?
What is a dream that feels too diffi  cult because you don’t know 
how to get there?
What ambitions have you had before that you could bring back 
to life?
Who are you inspired by?

Imagining my options: creating versions of my future

My future – version 1: 

My future – version 2: 

My future – version 3: 
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Wishful thinking vs What next?

Imagining diff erent futures is fun but the hard part is where to go next. 
Gabriele Oettingen, a psychology professor at New York University who 
has been studying human motivation for over twenty years, shares that, 
though imagining future possibilities is important, it’s only eff ective if  we 
also acknowledge the obstacles that could arise along the way, so we can 
fi nd ways to overcome them.9 This process of  considering both possibilities 
and problems is referred to as ‘mental contrasting’. The exercise below is 
designed to help you move from wishful thinking to a realistic idea for 
what you can do next. You can repeat this mental contrasting exercise 
several times to generate a list of  realistic actions that you can take to help 
you to overcome adversity.

Write down one of your 
imagined options.

Example: I could try out 
working in the product 
development team.

Write down an obstacle 
you can anticipate.

Example: The product 
development team needs 
me to have skills I haven’t 
learnt yet.

Write down an action to 
overcome the obstacle.

Example: Ask individuals in 
the product team for some 
informal training to help me 
upskill.

Write down an obstacle 
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My time thinking trap

My time positive prompt

How to spend your time well

This section of  the book will help you to coach yourself  on spending your 
time well. In Part 1 we focus on how you spend your time today and how 
to improve the quality of  the work that you do in the time that you have. 
By the end of  Part 1 you’ll know:

What time well spent means for you.
How to make time trade-off s.
How to fi nd your fl ow.
How to stop distractions getting in your way.

In Part 2 we move on to work–life fi t and explore how you can take 
more control of  the time that you have. You’ll work out:

What work–life fi t looks like for you at the moment.
How to fi t the diff erent parts of  your life together.
How to respond when your work–life fi t feels out of  your control.

We fi nish this chapter with ten time-management tactics for you to try 
out and advice from our expert, author Graham Allcott, on how to stop 
meetings dominating your day.

What time well spent means for you.
How to make time trade-off s.
How to fi nd your fl ow.
How to stop distractions getting in your way.

What work–life fi t looks like for you at the moment.
How to fi t the diff erent parts of  your life together.
How to respond when your work–life fi t feels out of  your control.

My time thinking trap
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PART 1: How do you feel about 
your time?
Before you focus on the practical aspects of  how you spend your time 
today it’s useful to get some perspective by exploring how you feel about 
your time today.

Begin by circling how in control of  your time you feel today on the 
scale below.

Now work your way through each of  the following coach yourself  
questions.

CY?  If  I imagine my time as a person, how would I describe that 
person (for example, are they calm and collected, frantic and 
stressed, effi  cient and focused)?

CY? When does it feel like time is fl ying by for me?

CY? When does time feel like it’s dragging for me?

CY? How do I feel about my relationship with my time today?

0 per cent 20 per cent 40 per cent

All my time is 
controlled by 
other people 

Some days I feel in 
control of my time 

but it’s up and down

I feel fully in 
control of how I 
spend my time

60 per cent 80 per cent 100 per cent

CY?  If  I imagine my time as a person, how would I describe that 
person (for example, are they calm and collected, frantic and 
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To add to your awareness, highlight the statements below that feel true 
for you. We’ve left some circles blank for any feelings that might be 
missing.

How do you feel about your time at work?

I feel guilty
I’m spending time on the 

wrong things or things that 
don’t matter.

I feel positive
I have worked hard to make 
sure my time works for me.

I feel useful
I can see the positive impact 

that my time at work has.

I feel trapped
Time seems to be in charge of 
me rather than the other way 

round.

I feel in charge
It’s not always perfect but I 

feel in charge of how I spend 
my time.

I feel judged
Other people don’t seem to 
approve of how I spend my 

time.

I feel pressured
To work in a way that doesn’t 

work for me.

I feel torn
I divide myself up in so many 

ways – I wish I could be in two 
places at once!

I feel I feel I feel

I feel out of control
Other people seem to be more 

in control of my time than I 
do.

I feel effi  cient
I don’t waste time on anything 

that isn’t needed.

I feel overworked
There is an unrealistic 

expectation of how much I 
can do in a day.

I feel overwhelmed
There is never enough time to 
do the things that need to get 

done.
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How we feel about our time at work is always changing and we all have 
weeks where we feel overwhelmed or out of  control. We’d suggest that 
you consider how you feel about your time at work most often. Which 
feelings are familiar and frequent? Before we move on to the next section 
jot down some thoughts on the coach yourself  question below to refl ect 
on how you want to feel about your time at work and try describing what 
time well spent means to you.

CY?  How do I want to feel about my time at work?

Time  well spent at work means

Now that you have some perspective on your time, we’re going to 
move on to some practical tools to help you understand what you spend 
your time on today and decide what trade-off s and trade-ups you want to 
make happen.

Your task:time ratio

The purpose of  this exercise is to help you quickly get a view of  how you 
spend your time today and where you might want to make changes. The 
aim is not to have a 100 per cent accurate, minute-by-minute view, though 
there are apps like Toggl or myhours.com which will help you do that if  
you’d like to give them a try.

Step 1: Start by thinking about the diff erent tasks you do at work and 
roughly what percentage of  your time you spend on them at the moment.

CY?  How do I 

Time  well spent at work means
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Step 2: Now convert your table into a pie chart using the first circle opposite, 
so you can visualize how you’re spending your time at work today.

Step 3: Use the second pie-chart circle to visualize what your ideal task:time 
ratio would look like.

My task:time ratio

Task Time (per cent)

Examples: admin, project work,  
learning, catch-ups, planning,  
emails

Admin (10%), project work (40%),  
learning (5%), catch-ups (20%),  
planning (5%), emails (20%)
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My time at work

Increase Decrease Stay the same

Step 4: Use the table below to summarize which activities you would like to 
spend more time on, which you’d like to decrease and which you’re happy 
to stay the same.

MY TASK:TIME RATIO – TODAY MY TASK:TIME RATIO – IDEAL

9780241502730_YouCoachYou.indd   839780241502730_YouCoachYou.indd   83 28/10/21   12:27 PM28/10/21   12:27 PM

TIME 83

My time at work

Increase Decrease Stay the same

Step 4: Use the table below to summarize which activities you would like to 
spend more time on, which you’d like to decrease and which you’re happy 
to stay the same.

MY TASK:TIME RATIO – TODAY MY TASK:TIME RATIO – IDEAL

9780241502730_YouCoachYou.indd   839780241502730_YouCoachYou.indd   83 28/10/21   12:27 PM28/10/21   12:27 PM

Figure 33.

Figure 34.



86 YOU COACH YOU

Time trade-ups

If  trade-off s are about changing how you spend your time, trade-ups are 
about improving the quality of  the time you spend on the work that you 
do. In the next section we share three common time drains:

1. Failing to fi nd your fl ow.
2. Managing other people’s monkeys.
3. Letting distractions get in the way of  making progress.

If/then sequence statements

My time trade-off : 

If

THEN

If

THEN

If

THEN

If

THEN

MY ACTION:

Do fi rst things fi rst – and second things not at all. The 
alternative is to get nothing done.

PETER DRUCKER
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flow factors

To increase the amount of  time you are spending in fl ow at work, there 
are three areas you can focus on:

1. Feeding your fl ow.
2. Minimizing fl ow foes.
3. Finding your fl ow friends.

1. feeding your fl ow

We are more likely to fi nd fl ow at work when we have a clear goal, are 
doing challenging work, receive frequent feedback and feel a sense of  
satisfaction about the work we’ve done. You can consciously feed your 
own fl ow by taking actions to make sure each of  these four areas is in 
place for the work that you do. Below we’ve described some of  the 
conditions that help to create fl ow alongside some coach yourself  
questions and ideas for action to support you to fi nd more fl ow.

My energy states

Consider what your energy states are at work today and number each one to show 
where you spend the most/least time (where 1 = most and 4 = least).

Autopilot 
boredom 
Eff ort 
flow 
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Creating the conditions of fl ow

Working on a project or task that you are invested in and that feels 
important to you. You know why you’re doing the work you’re doing.

CY?  What is one goal I am motivated to work towards in the next 
three months?

Idea for action: make your goal unmissable
You are most likely to lose sight of  your goal when you’re in the middle of  
a project or task, which can then slow down or even stop your fl ow. A 
useful way to keep your goal front of  mind is to make it impossible to 
ignore. This means writing your goal down somewhere where you can’t 
avoid seeing it before starting work, for example at the top of  every page in 
your notebook or the fi rst slide on a presentation.

The work you’re doing uses your skills and feels stretching. We describe 
this type of  work as feeling ‘doable but diffi  cult’.

CY?  How can I use my skills to make progress towards my goal?

CY?  What is one goal I am motivated to work towards in the next 
three months?

CY?  How can I use my skills to make progress towards my goal?

Creating the conditions of fl ow
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Idea for action: help your brain to breathe
Challenging work can at times feel more diffi  cult than doable. Particularly 
at the start of  a project you might fi nd yourself  struggling, feeling 
frustrated and maybe even consider stopping. Though this feels like the 
opposite of  fl ow, you should feel reassured this is part of  the process of  
fi nding fl ow. When you reach this stage the best thing you can do is take a 
short break and do something to get your body moving in a gentle way, for 
example going for a walk, doing some gardening or even breathing 
exercises. During these types of  activities our brains release a chemical 
called nitric oxide, which relieves stress, creates a sense of  calm and 
generally helps us to feel good. Giving yourself  and your brain a break will 
increase your chances of  fi nding fl ow when you return to your work.

You receive regular feedback that gives you a sense of  how you’re 
progressing. Frequent feedback keeps us focused and motivated.

CY?  Who can I ask for feedback so I know I’m on the right track to 
meet my goal?

Idea for action: ask for www + ebi feedback
One of  the most simple and straightforward ways we’ve discovered of  
asking for frequent feedback is using what’s working well and even-better-if  
questions. For example, if  you’re working on a project with three other 
people, then at the end of  every week you could agree to all share one idea 
for an ‘even better if ’ for the next week. You can also ask these questions to 
yourself  so you are taking control of  your continual improvement.

CY?  Who can I ask for feedback so I know I’m on the right track to 
meet my goal?
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This is the satisfaction and enjoyment you get from a job well done. It 
means recognizing your progress and what you’ve learnt along the way.

CY? What does a job well done look like for my goal?

Idea for action: pride postcard
To recognize what you’ve learnt and achieved from a project or task it can 
be nice to create something tangible (there’s a reason most of  us still love a 
certifi cate or a medal!). Pride postcards are a way of  writing a few short 
sentences to refl ect on and celebrate your successes. If  you are working on 
a goal as part of  a team you could even send pride postcards to each other 
when you achieve your goal. We’ve given an example of  a simple ‘pride 
postcard’ template below and you can get much more creative by 
designing your own digital postcard templates for free using the Canva 
platform.

CY? What does a job well done look like for my goal?
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One of  the other areas that contributes to fi nding fl ow is giving all your 
attention and concentration to the work you’re doing. We cover 
distraction downfalls and how to stop them getting in your way as the 
third area of  time trade-ups and we’ll come to this shortly.

2. Minimizing fl ow foes

Your environment plays an important part in fi nding your fl ow. Where 
some people fi nd music soothing, other people fi nd it stops their 
concentration. Some people feel more creative in a messy environment 
and other people need a clear desk. When we work out the environment 
that supports our fl ow, we can minimize the fl ow foes that might get in 
our way. This is something that looks diff erent for all of  us and thinking 
about where you work and how you create a space that supports your fl ow 
is important to your success.

CY?  What working environment helps me to feel most in fl ow?

CY? How can I remove any fl ow fl oes that might get in my way?

Idea for action: energy × environment audit
For a week track your energy and environment at work. You can do this 
very simply by taking thirty seconds after each task (whether it’s a 
meeting, conversation or piece of  work) to note down whether you felt 
low, medium or high energy and where you were at the time. After fi ve 
days, review all your high-energy tasks and refl ect on your surroundings 
for those tasks. You might notice that one day had more high-energy 
moments and you were working in a diff erent way when you did them. Or 
maybe your high energy relates to the time of  day when you complete 
tasks. You don’t need to be in fl ow all the time but for your most 
important work you can use this audit to identify how you can change 
your surroundings to support your fl ow.

CY?  What working environment helps me to feel most in fl ow?
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3. finding fl ow friends

Finding fl ow is not exclusively a solo endeavour. Interdependent fl ow, 
when you’re working together with others who share your passion, 
actually feeds our fl ow cycle more than working by ourselves. We get 
more enjoyment and reward from collective than individual feelings of  
fl ow. Your fl ow friends can be people in or out of  your current 
organization, and side projects or volunteering activities are also a great 
way of  fi nding your fl ow friends.

CY? Who do I work with that shares my passions and is committed 
to the same goals?

CY? How could we work together in a way that will improve our 
chances of  fl ow?

Idea for action: follow your interests to fi nd your tribe
Finding fl ow friends might sound diffi  cult and daunting, especially if  
you’re more introverted, like Sarah. If  you start by following your 
interests, you will fi nd that opportunities to spend time with fl ow friends 
arise naturally. Some communities are even creating specifi c moments for 
groups of  people with the same passion who are in diff erent places to fi nd 
fl ow together. For example, the London Writers’ Salon has a daily writing 
hour anyone can join, and Rebel Book Club is a community of  people who 
help each other to fi nd fl ow with their reading and learning.

CY? Who do I work with that shares my passions and is committed 
to the same goals?
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How I’m going to fi nd more fl ow

One action I’m going to take to increase the amount of time I spend in fl ow:

Time drain 2: managing other people’s monkeys

In 1974 William Oncken and Donald Wass published one of  the Harvard 
Business Review’s most popular articles. It was called ‘Management Time: 
Who’s Got the Monkey?’19 A ‘monkey’ is simply a job to be done, and in 
our day-to-day work we’re all carrying around a lot of  monkeys. Managing 
our time is more of  a challenge if  we fi nd ourselves with other people’s 
monkeys to take care of  as well as our own. This might be because 
someone has delegated their monkey to us, or we fi nd ourselves 
volunteering to take on someone else’s task in a desire to be helpful. The 
result is we end up carrying more monkeys than we can possibly manage 
in the time we have available.

On the next page are some examples of  typical monkey ‘adopting’ 
scenarios and a suggestion for how you could approach each situation in 
a diff erent way.

How I’m going to fi nd more fl ow
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Managing your monkeys

Monkey Adopting the 
monkey

Managing the monkey CY?

          New piece of 
work from your 
manager to 
complete by the 
end of the week.

‘Yes, I’ll get that 
done no problem’ 
(cue working late 
nights).

‘Yes, I can support you with that. 
Before I start can we discuss my 
current priorities so we can 
agree what’s most important to 
achieve by when?’

How do I agree 
my priorities 
with my 
manager?

          Someone 
asks you to help 
them because they 
are stuck, and they 
know you’ve done 
that task before.

‘Of course, I’m 
really happy to 
help, why don’t I 
just do that for 
you?’

‘Of course, I will help. Can you 
share where you’ve got to and 
we can fi gure out together what 
you might do next?’

How can I 
help other 
people to help 
themselves?

          In a meeting 
someone is asked 
to volunteer for a 
task (sometimes 
followed by an 
uncomfortable 
silence).

‘I can do that – no 
problem!’

Sometimes it’s OK to say 
nothing – practise the power of 
the pause. Or, if that feels like a 
big leap from where you are 
now, you could try: ‘I’d be happy 
to do that task but it would 
mean I couldn’t do x, can we 
discuss which is more 
important?’

What am I 
compromising 
by giving away 
my time?

Managing your monkeys: coach yourself questions

CY?  What does managing other people’s monkeys look like for me?

CY?  How often do I fi nd myself  managing other people’s monkeys?

CY?  What actions could I take to focus more of  my energy on managing 
my own monkeys?

          New piece of 

          Someone 

          In a meeting 
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Scroll hole

News

Phone

Quick/easy 
work

Instant 
messaging

Distraction downfalls

YOU COACH YOU

Scroll hole

Instant 
messaging

Distraction downfallsDistraction downfalls

Notifi cations

Emails

Social media

Phone

Quick/easy 
work

Quick/easy 
work

CY?  What is my biggest distraction downfall?

CY? How does it get in my way?

CY? What are the benefi ts of  overcoming my distraction downfall?

CY? CY?  What is my biggest distraction downfall?

 What are the benefi ts of  overcoming my distraction downfall?
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Now we want to consider how you can add friction to your distractions to 
make them less appealing and harder to access. For example, you could 
turn off  notifi cations, leave your phone in a diff erent room or logout of  
your email while you’re working on a project so you’re less tempted to 
have a quick look at what’s happening elsewhere.

CY?  How could I add friction to my distraction to make it less 
appealing and harder to access?

PART 2: Your work–life fi t
So far in this chapter you have increased your awareness of  how you spend 
your time today and identifi ed actions related to both what you spend time 
on and how eff ective your return on time invested is. In this section we focus 
on how you can approach your work–life fi t. Before we share some 
exercises, the list below sets the scene for the mindset shift we need to 
make away from unrealistic expectations of  balance to a more realistic and 
useful perspective on the role that work plays in our lives today.

From: Work–life balance To: Work–life fi t
Perfect balance Imperfect fi t
Having it all What’s most important right now
I should be doing I’m doing my best
For women For everyone

From: Work–life balance To: Work–life fi t
Perfect balance Imperfect fi t
Having it all What’s most important right now
Perfect balance Imperfect fi t
Having it all What’s most important right now
I should be doing I’m doing my best

Perfect balance Imperfect fi t
Having it all What’s most important right nowHaving it all What’s most important right now
I should be doing I’m doing my best
For women For everyone

Having it all What’s most important right now
I should be doing I’m doing my best
Having it all What’s most important right now
I should be doing I’m doing my best
For women For everyone
I should be doing I’m doing my best
For women For everyone
I should be doing I’m doing my best

CY?  How could I add friction to my distraction to make it less 
appealing and harder to access?
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My work–life documentaryMy work–life documentary

Series 1:

Headlines:

Work–life fit:  very low / low 
      / average/ good 
     / very good / brilliant

Series 2:

Headlines:

Work–life fit:  very low / low 
      / average/ good 
     / very good / brilliant

Series 3:

Headlines:

Work–life fit:  very low / low 
      / average/ good 
     / very good / brilliant
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Now use your documentary refl ections to answer the following coach 
yourself  questions.

CY?  What are the most important things in my life right now?

CY? Where am I in the current series of  my life? Episode 1 or ready 
for next series?

CY? When I’ve had very good or brilliant work–life fi t what was I 
doing well?

We hope creating your work–life documentary has supported you to see 
the big picture and has shown how your fi t changes over time and is always 
in fl ux.

By now you will have a sense of  where your work–life fi t is at the moment 
and next we’re going to explore how you can improve that fi t today, this 
week and every week.

fitting together the pieces of your puzzle

We all have diff erent pieces of  our individual puzzle that we’re trying to fi t 
together in a way that works for us. Take fi ve minutes to refl ect on what 
your puzzle pieces are and make a note of  them in the diagram opposite 
(there are some examples underneath the diagram).

CY?  What are the most important things in my life right now?
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My puzzle pieces 

TIME

My puzzle pieces 

103

Examples: kids, work, exercise, friends, partner, family, hobbies, learning, 
personal projects

Rather than trying to keep all your puzzle pieces constantly fi tted together, 
we’d suggest trying a diff erent approach where you prioritize fi tting 
together the pieces that are most important for you right now.

Consider each of  the following coach yourself  questions:

CY?  Which pieces of  my puzzle need to fi t together today?

CY? How would I like my puzzle to fi t together this week?

CY? Which piece of  my puzzle never seems to fi nd a place to fi t?

CY? What are my options for my puzzle piece that doesn’t fi t?

CY?  Which pieces of  my puzzle need to fi t together today?
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We describe this continual rearranging of  your puzzle pieces as 
‘constant calibration’. It’s something we both do all the time. Every week 
we ask each other the same two questions over WhatsApp and reply with a 
thumbs up or thumbs down:

                    Are you happy with how you spent your time at work this 
week? (Part 1 of  this chapter)?

                    Are you happy with your work–life fi t? (Part 2 of  this 
chapter)?

This simple and quick check-in gives us immediate feedback on how 
we’re both doing. If  either of  us responds with a thumbs down it prompts 
us to ask ourselves the following coach yourself  questions:

CY?  Where did it feel like I was wasting rather than investing my 
time this week?

CY? How could I improve my time invested at work by 10 per cent 
next week?

CY? What one change could I make next week to improve my 
work–life fi t?

Work–life confl ict

As you begin fi tting the pieces of  your puzzle together you might identify 
infl uences on your fi t that seem out of  your control. These probably feel 
like the biggest barriers to improving your fi t. Perhaps it’s your manager’s 
expectations about how you work, a relocation of  your offi  ce that 
increases your commute, an urgent and ‘must do’ project that comes your 

                    Are you happy with how you spent your time at work this 

                    Are you happy with your work–life fi t? (Part 2 of  this 

CY?  Where did it feel like I was wasting rather than investing my 
time this week?
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way or your partner’s change of  job aff ects your childcare. While we can’t 
control outside infl uences, we can coach ourselves to identify the confl ict 
they create for us and the immediate and medium-term choices available 
to us.

CY?  What infl uences, that feel out of  my control, are negatively 
impacting my work–life fi t right now?

1. 

2.  

3. 

For each of  these infl uences, refl ect on what confl ict that creates for 
you. For example, in one of  Sarah’s roles she was relocated to an offi  ce 
further from home. Her (often unpredictable) commute increased to two 
hours a day and she also needed to drop off  and pick up her toddler from 
nursery. The commute and the toddler were two immovable items that 
didn’t fi t together, making life, and Sarah, very stressed. For Helen, a new 
and challenging manager introduced a signifi cant amount of  confl ict into 
her life. Her manager had a very diff erent style from her own and Helen 
felt unable to lead her team and manage her work in a way that was 
authentic to her. Over time she began to feel frustrated and demotivated 
in her role. At their worst, these moments of  confl ict leave us feeling 
helpless and unhappy. But once we accept the confl ict as our reality (as 
much as we might not like it) we can move on to uncovering the choices 
we have. For Sarah and her unsustainable commute this meant considering 
whether she could work in a diff erent way (hours or location or even a 
new role) and talking to her manager, partner and support network about 
how they could help her. And for Helen, with the manager mismatch, her 
choices included talking to colleagues about their experience and 
approach, giving feedback to the manager and exploring new roles.

Considering choices helps you feel that you can move through a 
situation rather than staying stuck.

CY?  What infl uences, that feel out of  my control, are negatively 
impacting my work–life fi t right now?
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You can use the following coach yourself  questions to generate your 
choices:

CY?  What would a good, better and best outcome look like 
for me?

Good 

better 

best 

CY? Who could I learn from who has experienced similar confl ict to 
me before?

CY? What compromises or changes would I be willing to make in 
order to move forward?

CY?  What would a good, better and best outcome look like 
for me?
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from: Self-belief  doesn’t feel like something I can learn.
To: What has helped me to feel confi dent in the past?

from: I’ll only build belief  by being successful.
To: What have I learnt from the mistakes I’ve made at work?

from: I’m too set in my ways to challenge my beliefs.
To: What could some of  the benefi ts of  challenging my negative 
beliefs be?

from: It doesn’t matter how much I build my belief, things never seem 
to go my way at work.
To: What three things am I most proud of  at work in the past twelve 
months?

My self-belief thinking trap

My self-belief positive prompt

How to build your self-belief

The next section of  the chapter will show you how you can build your 
self-belief. We will support you to coach yourself  on both how you can 
build your belief  every day and how to respond if  you’re experiencing a 
setback.

In Part 1 we’ll cover:

How to understand your current levels of  self-belief  based on what you 
think, say and do.

My self-belief thinking trap

How to understand your current levels of  self-belief  based on what you 

9780241502730_YouCoachYou.indd   1229780241502730_YouCoachYou.indd   122 28/10/21   12:28 PM28/10/21   12:28 PM



126 YOU COACH YOU

You now have a wall with a mixture of  shaded and unshaded bricks. 
The shaded bricks are where you already have positive beliefs about 
yourself. You will continue to work on building these beliefs, but you have 
good foundations in place to start from. The unshaded bricks are where 
your negative beliefs might be holding you back, these are the areas we 
suggest you prioritize.

Before we move on to action, take a couple of  minutes to refl ect on the 
following three coach yourself  questions.

CY? What trends or themes can I spot across my building blocks of  
belief  (for example, do you have most of  your gaps in the thinking, 
saying or doing area)?

CY? What am I already doing well that has helped me to build my 
belief ?

CY? Which gaps in my building blocks feel like the biggest barriers 
to my self-belief ?

No one has a perfect wall of  self-belief  and yours will change over time. 
Self-belief  is something we need to invest in continually so that we can be 
our best at work.
Self-belief  is something we need to invest in continually so that we can be 

Turns out believing in 
yourself is something you 
have to do over and over 

again. Cool.

ASHLEY C. FORD

CY? What trends or themes can I spot across my building blocks of  
belief  (for example, do you have most of  your gaps in the thinking, 

9780241502730_YouCoachYou.indd   1269780241502730_YouCoachYou.indd   126 28/10/21   12:28 PM28/10/21   12:28 PM

Figure 55.

SElf-bElIEf 129

Using the exercise above, now refl ect on the following coach yourself  
questions:

CY?  What do the negative thoughts I have about myself  at work 
sound like (e.g. I’ve not got enough experience to progress)?

CY? When have my negative thoughts held me back at work (e.g. 
not applying for jobs I’m interested in)?

limiting lenses

limiting lens What you might think How it might hold you back 

If I don’t succeed in the way I 
set out to I’m a failure.

Over time you reduce your 
ambitions and go for goals 
that feel safe.

Everything is going wrong at 
work. It’s a complete disaster.

You magnify mistakes and 
focus on problems rather than 
spotting solutions.

It didn’t work out for me before 
so there’s no point trying 
again.

You stop exploring 
opportunities to progress.

I’m not as good as my 
colleagues and I’m going to get 
found out.

You don’t proactively share 
your opinion or ask questions 
and you reduce your impact.

My limiting lens

The limiting lens that I wear most frequently is:

limiting lens What you might think 

If I don’t succeed in the way I 
set out to I’m a failure.set out to I’m a failure.

Everything is going wrong at 
work. It’s a complete disaster.

It didn’t work out for me before 
so there’s no point trying 

work. It’s a complete disaster.

found out.

My limiting lens

The limiting lens that I wear most frequently is:

again.

I’m not as good as my 
colleagues and I’m going to get 

so there’s no point trying 

Black and white

Catastrophizing

Fixing my future

I'm not enough

CY?  What do the negative thoughts I have about myself  at work 
sound like (e.g. I’ve not got enough experience to progress)?
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Using the exercise above, now refl ect on the following coach yourself  
questions:

CY?  What do the negative thoughts I have about myself  at work 
sound like (e.g. I’ve not got enough experience to progress)?

CY? When have my negative thoughts held me back at work (e.g. 
not applying for jobs I’m interested in)?

limiting lenses

limiting lens What you might think How it might hold you back 

If I don’t succeed in the way I 
set out to I’m a failure.

Over time you reduce your 
ambitions and go for goals 
that feel safe.

Everything is going wrong at 
work. It’s a complete disaster.

You magnify mistakes and 
focus on problems rather than 
spotting solutions.

It didn’t work out for me before 
so there’s no point trying 
again.

You stop exploring 
opportunities to progress.

I’m not as good as my 
colleagues and I’m going to get 
found out.

You don’t proactively share 
your opinion or ask questions 
and you reduce your impact.

My limiting lens

The limiting lens that I wear most frequently is:

limiting lens What you might think 

If I don’t succeed in the way I 
set out to I’m a failure.set out to I’m a failure.

Everything is going wrong at 
work. It’s a complete disaster.

It didn’t work out for me before 
so there’s no point trying 

work. It’s a complete disaster.

found out.

My limiting lens

The limiting lens that I wear most frequently is:

again.

I’m not as good as my 
colleagues and I’m going to get 

so there’s no point trying 

Black and white

Catastrophizing

Fixing my future

I'm not enough

CY?  What do the negative thoughts I have about myself  at work 
sound like (e.g. I’ve not got enough experience to progress)?
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limiting to limitless lens

To challenge our thinking, we need to change the lens through which 
we’re viewing our own world. When we change the lens we’re wearing, 
we change our beliefs about who we are and what we can achieve. By 
trying on a new limitless lens, we challenge our current status quo 
and start to see the world in a new way. We change our negative 
beliefs to positive beliefs, and you can see how this works in the 
table below.

limiting to limitless lens 

from: limiting lens To: limitless lens How it moves you forward

You are able to explore alternative 
options if your initial plans don’t 
progress in the way you had hoped.

You recognize that everyone makes 
mistakes and that it’s natural to feel 
disappointed but know the most 
important thing is to learn and move 
forward.

You regularly have curious career 
conversations to explore areas of 
interest, build your career 
community and increase the breadth 
of your progression possibilities.

You volunteer for new projects you’re 
interested in as you are confi dent 
about your strengths and the value 
you can add.

My limitless lens

The limitless lens I’m going to try on is:

Black and white Shades of grey

Seeing solutions

Flexible futures

I am enough

Catastrophizing

Fixing my future

I'm not enough
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I’m not a 
confi dent 
person.

I need to be 
liked to be 
successful.

Confi dence is a 
skill so I know I 

can improve.

Success is 
liking 

myself.

MY NEGATIVE BELIEFS MY POSITIVE BELIEFS
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You can now use the diagram below to bring together your insights 
from the previous exercises. This simple snapshot is a useful tool to keep 
coming back to whenever you’re grappling with negative thoughts and 
beliefs about yourself.

My limiting lens

My negative belief

My limitless lens

My positive belief
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first-person vs fl y-on-the-wall self-talk

Describe a recent experience at work where your inner critic took over:

first-person self-talk sounds like:

fly-on-the-wall self-talk sounds like:

Idea for action: say your name, say your name
Using your own name when you’re talking to yourself  has been shown to 
be a quick and easy way to move from self-doubt to self-belief. It helps us 
to approach stressful situations as challenges, putting our growth mindset 
of  ‘can’ in control rather than feeling fi xed and ‘can’t’. Another belief-
building approach to self-talk is an even smaller shift: f rom saying ‘I’ to 
saying ‘you’ instead. Kross found in his research that when we talk to 
ourselves using ‘you’ it generates a signifi cant improvement in our ability 
to learn from and process negative emotions and experiences rather than 
only reliving them. An example of  each of  these techniques is in the table 
below to show how this works in practice.

Self-doubt Self-belief

Saying your own name This is a challenging 
opportunity – I’m not sure I can 
do this.

Helen, this is an exciting 
opportunity – you can do it.

Using ‘you’ rather than ‘I’ I didn’t do a good job in that 
presentation, I keep thinking 
about all the mistakes that I 
made.

You can learn a lot when things 
don’t go to plan. For example, 
you can see why it’s important 
to not share too much data at 
once as it can be overwhelming 
for people listening.

Describe a recent experience at work where your inner critic took over:
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To practise shifting your self-talk to build your belief, answer the three 
coach yourself  questions below.

CY? What feels stressful at work for me right now?

Example: too many projects and not enough time.

CY? What does the negative self-talk in my head sound like?

Example: I worry that I’m not doing a very good job of any of them.

CY? How would this self-talk be diff erent if  I used my name and 
‘you’ rather than ‘I’?

Example: Helen, you have managed multiple projects before and you can do it 
again. You love your work, and that passion will show up in what you do. Keep 
going . . .

Saying no

Most of  us are hardwired to be helpful, which 
makes saying no hard. In the situations 
where we say yes, but would like to say no, 
our behaviour is typically being driven by 
a fear of  some sort. The fear that our 
manager will think that we can’t cope, the 
fear that someone will think we’re not 
good at our job, the fear of  what someone 
will say about us. However, saying no helps to 
build our belief  in two important ways:

Most of  us are hardwired to be helpful, which 

where we say yes, but would like to say no, 
our behaviour is typically being driven by 
a fear of  some sort. The fear that our 
manager will think that we can’t cope, the 
fear that someone will think we’re not 
good at our job, the fear of  what someone 
will say about us. However, saying no helps to 

It is only by saying no 
that you can concentrate 

on the things that are 
really important.

STEVE JOBS

CY? What feels stressful at work for me right now?

Example: too many projects and not enough time.
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To practise shifting your self-talk to build your belief, answer the three 
coach yourself  questions below.

CY? What feels stressful at work for me right now?

Example: too many projects and not enough time.

CY? What does the negative self-talk in my head sound like?

Example: I worry that I’m not doing a very good job of any of them.

CY? How would this self-talk be diff erent if  I used my name and 
‘you’ rather than ‘I’?

Example: Helen, you have managed multiple projects before and you can do it 
again. You love your work, and that passion will show up in what you do. Keep 
going . . .

Saying no

Most of  us are hardwired to be helpful, which 
makes saying no hard. In the situations 
where we say yes, but would like to say no, 
our behaviour is typically being driven by 
a fear of  some sort. The fear that our 
manager will think that we can’t cope, the 
fear that someone will think we’re not 
good at our job, the fear of  what someone 
will say about us. However, saying no helps to 
build our belief  in two important ways:

It is only by saying no 
that you can concentrate 

on the things that are 
really important.

STEVE JOBS

1.  Saying no to some things means we can say yes to more 
opportunities to use our strengths, which in turn boosts our belief  
and increases our chances of  success.

2.  Saying no reduces our stress and risk of  burnout, which then means 
we have more capacity to approach challenges with optimism and a 
can-do attitude.

Before we explore some practical ideas for action on how to say no, 
consider the following coach yourself  questions:

CY? When have I wanted to say no but said yes instead?

CY? Why did I say yes, when I wanted to say no?

CY? When do I feel confi dent saying no to people?

CY? What has helped me to say no in the past?

CY? When have I wanted to say no but said yes instead?
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Do
Creating your courage zone

Your comfort zone is when work feels 
familiar and ‘safe’. This usually means 
you can make quick and effi  cient progress 
and at the same time recover your energy for 
harder work. Spending time in your comfort 
zone is not a bad thing, but too much time spent here means we risk 
staying still rather than stretching ourselves. Your courage zone is when 
work feels daunting and even ‘scary’ in some way. If  you approach creating 
your courage zone in the right way it will build your belief, as you will test 
your assumptions about your abilities and discover you can do more than 
you give yourself  credit for by exploring your potential.

My comfort vs courage zone

The doughnut diagram below represents your working week. Shade in the 
percentage of  time you currently spend in your courage zone in an 
average week.

Your comfort zone is when work feels 
familiar and ‘safe’. This usually means 
you can make quick and effi  cient progress 
and at the same time recover your energy for 

zone is not a bad thing, but too much time spent here means we risk 
staying still rather than stretching ourselves. Your courage zone is when 
work feels daunting and even ‘scary’ in some way. If  you approach creating 

It is your right to choose 
what you do and don’t do, to 
choose what you believe in 

and don’t believe in. It is your 
right to curate your life and 

your own perspective.

LADY GAGA

Example: 20% time in my courage zone Time in my courage zoneTime in my courage zone

……. %
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Scary scenarios

Your comfort and courage zones are personal to you and look and feel 
different for each of  us. To spend more time in your courage zone you 
need to be specific about what that looks like for you. Start by writing 
down three ‘scary scenarios’ for you at work. These scenarios are tasks that 
you feel you can’t do or that are out of  reach in some way.

My scary scenarios

1. 
2. 
3.  

For each scary scenario, write down the fears you have about the task 
that is driving your self-doubt. You might have different fears for each 
scenario or spot that the same fear is driving each task to feel scary.

My fear factors

1.  
2.  
3.  

Our fears are typically driven by the unpredictability of  the outcomes 
for each of  the scary scenarios. In other words, a fear of  the unknown and 
failure. Your scary scenario could be something you’ve tried before and felt 
didn’t go well, or it could be a new scenario, so you don’t have any data 
(other than your doubts) to help you figure out your chances of  success. 
Spending more time in your courage zone means that you need to do two 
things: identify opportunities and say yes when you might have previously 
said no. When it comes to your courage zone, think of  yourself  more as 
the tortoise than the hare. You don’t want to rush straight to the scariest 
task you can imagine as chances are that will feel too daunting or you’ll 
stall along the way. Instead, identify a small action you can take to move 
into your courage zone. At this stage the most important thing is to cross 
the starting line, not to win the race (and remember, the tortoise wins the 
race eventually anyway).
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Small actions to get started #bemoretortoise

For each of  your scary scenarios write down one small action to get you 
started.

1.  
2.  
3.  

Finally, sharing your scary scenarios with other people has two 
advantages. Saying our scenarios out loud turns them from thoughts to 
actions that we feel more committed to. The people we talk to can also 
spot opportunities on our behalf  and support us along the way. To finish 
this exercise, write down the name of  one person you could share each of  
your scary scenarios with and note when you intend to have that 
conversation, as being clear about the time and place gives us an extra 
nudge to make it happen.

Saying what scares us

1. Who  When 
2. Who  When  
3. Who  When  

Idea for action: brief moments of discomfort (BMD)
This idea comes from Farrah Storr, author of  The Discomfort Zone. Storr 
says that we assume spending time in our courage zone will be full of  fear, 
but the reality is that we experience brief  moments of  discomfort. She says 
to think of  it a bit like high-intensity fitness training: we experience short, 
sharp shocks that deliver huge gains. When we understand our BMDs we 
can be better prepared for them and learn how to recognize and respond 
to them when they happen.
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A few coach yourself  BMD questions to consider:

CY? What brief  moments of  discomfort might happen for me this 
week at work?

Example: I have to give a presentation in my team meeting, and I’m scared of 
public speaking.

CY? How does a brief  moment of  discomfort show up in my 
actions?

Example: I might stutter or forget what I’m planning to say.

CY? When I feel a brief  moment of  discomfort what could help me?

Example: being vulnerable and sharing that you fi nd speaking nerve racking, 
reminding myself that my team are on my side and knowing that in ten minutes it 
will all be over!

CY? What brief  moments of  discomfort might happen for me this 
week at work?
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Seven setback coach yourself questions

Whatever setback you’re experiencing at the moment, the following coach 
yourself  questions (and the ideas for action in the next section) will 
support you to start making positive progress.

My setback: 

1. CY? What am I in control of  as part of  my current setback?

2. CY? Who could provide me with a helpful perspective on this 
challenge?

3. CY? When I’ve experienced a setback before, what has helped me 
to move forward?

My setback: 

1. CY? What am I in control of  as part of  my current setback?

Protagonist

Jeopardy

Title Supporting characters

Crescendo

My setback story
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4. CY? What can I learn from this challenge that will be useful for 
my career in the future?

5. CY? What successes have I had (personal or professional) at the 
same time as this setback?

6. CY? What advice would I give to my best work friend if  they were 
experiencing this setback?

7. CY? When I refl ect on this setback in a year’s time, what do I want 
to be true about how I responded?
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My relationship thinking trap

My relationship positive prompt

How to coach yourself: relationships

In this section we will focus on how to coach yourself  to create the 
connections you need to progress your career. We’ll work through both 
building your connections and repairing relationships that need improving.

In Part 1 we cover:

How to map your career community. 
Ideas for action on how to invest in your career confi dants, counsel and 
connections.

In Part 2 we focus on:

How to repair relationships with your manager through courageous 
conversations and empathy.
How to coach yourself  when diff erence makes this diffi  cult and the value of  
constructive confl ict.

The chapter ends with our expert Amy Gallo, author of  Get Along, who 
shares her insights and practical advice on how to disagree with your 
manager in a way that can improve your relationship.

My relationship thinking trap

How to map your career community. 
Ideas for action on how to invest in your career confi dants, counsel and 

How to repair relationships with your manager through courageous 

How to coach yourself  when diff erence makes this diffi  cult and the value of  
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My fi ve career confi dants

1. 
2. 
3. 
4. 
5. 

Investing in your career confi dants

These relationships are crucial for your career and it can be easy to assume 
they will always be there for you when you need them. However, like any 
relationship they continue to need our care and attention to stay active. 
Below are three ideas for action on how you can continue to build your 
career confi dant relationships.

Idea for action: solutions, sounding board or support?
One of  the best things we can do for ourselves and our confi dants is to be 
clear about whether we need solutions, a sounding board or support. 
These are three distinctive needs and we respond diff erently to each of  
them. Solutions means we’re searching for ideas for action, a sounding 
board means we’d like someone’s perspective and support usually means 
we’re looking for someone to listen to us. A great question to ask yourself  
before a conversation with one of  your career confi dants is What do I need 
from this conversation, solutions, sounding board, support or something else? You 
can also use this question to make sure you’re giving in the most useful 
way to your relationships too by asking How can I help you the most? Do you 
need solutions, a sounding board or support?

Idea for action: shared problem solving
Some of  your challenges could benefi t from bringing a couple of  your 
confi dants together. This could be as simple as connecting a few people on 
a WhatsApp group or a coff ee over Zoom. Asking a few of  your confi dants 
to share their perspective on your problem in a group environment can 
result in people building on each other’s thoughts and spark new solutions. 
Your confi dants will probably also appreciate the opportunity to make 
some new connections.

My fi ve career confi dants

1. 
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Idea for action: thoughtful thank yous
We fi nd it harder to say thank you to the 
people we work with than in any other 
areas of  our life.³¹ We assume people 
know we are grateful for their support 
and forget the importance of  saying it 
‘out loud’. Or sometimes it might be 
because saying thank you makes us feel 
vulnerable about needing support in the 
fi rst place. When your confi dants, as well as 
other people in your career community, have a 
positive impact on you, let them know. Thanking people for their help also 
increases the likelihood of  that person helping others as they’re reminded 
of  the positive impact they can have.

One action I’m going to take in the next month to invest in my career confi dants:

Your ‘15’: career counsel

The fi fteen (or so) people in your career counsel off er you support, spot 
opportunities on your behalf  and give you constructive challenge. This 
group might include mentors, managers (past and present), peers and 
people from the networks that you belong to.

The next exercise is designed to help you review your current counsel 
and whether you have the right mix of  people in place. Start by listing the 
people who are in your career counsel in the table on the next page (don’t 
worry if  you don’t have fi fteen yet). Now ask yourself  these four questions 
to come up with their profi le:

1.  Does the person support you more in doing your current job or in 
exploring future career opportunities?

2.  Is this person more of  a challenger who asks you hard questions or 
a supporter who builds your belief ?

know we are grateful for their support 
and forget the importance of  saying it 
‘out loud’. Or sometimes it might be 
because saying thank you makes us feel 
vulnerable about needing support in the 
fi rst place. When your confi dants, as well as 

positive impact on you, let them know. Thanking people for their help also 
increases the likelihood of  that person helping others as they’re reminded 

Appreciation can change 
a day, even change a life. 
Your willingness to put it 
into words is all that is 

necessary.

MARGARET COUSINS

One action I’m going to take in the next month to invest in my career confi dants:
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3.  Is this person from outside your world (i.e. your industry/company) 
or someone who can empathize with your experiences?

4.  Is this person similar to you (do you have shared points of  view/
values) or do you often have diff erent ideas or even disagree?

Though some people in your counsel will be able to do both of  the 
things listed in the profi le, e.g. both support you with your current job and 
explore future opportunities, the idea with this exercise is to work out 
their more prominent role.

Your Career Counsel

Name Current/
future? (C/f)

Challenger/
Supporter?
(C/S)

Outsider/
Empathizer?
(O/E)

Diff erent/
Similar?
(D/S)

Profi le

Example
Rob as one of Sarah’s ‘15’

C C E S CCES

1

2

3

4

5

6

7

8

9

10

11

12

13

14

15
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Now you have profi led your career counsel, look at the fi nal column in 
the table. What do you notice? The best career counsels have a diverse mix 
of  support, so any areas where you have too much ‘sameness’ represent an 
opportunity to take action. For example, as we discussed at the start of  this 
chapter it’s not uncommon to realize you have a career counsel full of  
people who are similar to you. Or, if  you’re someone who, like Sarah, fi nds 
confl ict diffi  cult, you might be missing people who challenge you in your 
counsel. Before moving on to the idea for action ask yourself  three coach 
yourself  questions:

CY?  What has helped me to build relationships with the people on 
my counsel?

CY? What roles are missing from my career counsel?

CY? Who could help me to fi ll the roles I need most on my counsel 
(either directly or through introductions)?

Idea for action: spot the diff erence
It can be hard to fi nd and build relationships 
with people who are diff erent from you. 
One way to get better at this is to spend 
time with people who have diff ering points 
of  view, both from you and from each 
other. It might be someone who makes 
decisions that you disagree with or who off ers 
a perspective you hadn’t considered before. These 
people sometimes seem slightly scary from a distance as their approach 
feels unfamiliar, but they can become some of  your most valuable career 
counsel members. They are the people most likely to stop you in your 
tracks or say something that surprises you. You don’t need to agree with 

It can be hard to fi nd and build relationships 

time with people who have diff ering points 
of  view, both from you and from each 
other. It might be someone who makes 
decisions that you disagree with or who off ers 
a perspective you hadn’t considered before. These 
people sometimes seem slightly scary from a distance as their approach 
feels unfamiliar, but they can become some of  your most valuable career 
counsel members. They are the people most likely to stop you in your 

It’s a very important thing 
to learn to talk to people 

you disagree with.

PETE SEEGER

CY?  What has helped me to build relationships with the people on 
my counsel?
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someone to have a positive relationship with them. To build a relationship 
with a person who is diff erent from you, it can be useful to start with what 
we call a ‘challenge-and-build’ approach. The challenge-and-build 
approach involves three stages:

1.  Identify the project or task where you would appreciate some 
additional perspectives or constructive criticism.

2.  Approach the people you would like to spend time with, sharing a 
summary of  your project and let them know you would appreciate 
their challenge-and-build when you next have time together.

3.  Keep challenge-and-build meetings small, ideally one to one and 
only up to a maximum of  four (including you). Any more than this 
and it can be hard to keep track and control of  conversations.

We have both used this approach in our careers and found it useful. 
Not only do you build relationships with a wider range of  people but these 
types of  meetings also do a great job of  helping you to build your 
infl uence within an organization.

One action I’m going to take in the next month to invest in my career counsel:

Your ‘50’: career connections

Your career connections are not just fi fty people you happen to know; 
instead they are fi fty people who are playing an important role in your 
career right now. You might see them less frequently than your confi dants 
or counsel, but you know who they are and how and when you would go 
to them for input, support or advice. The next exercise will help you to see 
all your connections in one place and will be useful to refer back to as you 
consider which relationships you want to invest in, and where there are 
new relationships you need to build.

One action I’m going to take in the next month to invest in my career counsel:
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My career connections

Who are your friends, past and 
present, at work?

Who do you know through the 
networks you are part of?

Who mentors/sponsors you 
(this can be informal)?

Who else is important to 
your career?

Who have you connected 
with online/virtually?

YOU

Who helps you to do your 
job today?

Who are you connected 
with from previous roles/

organizations?
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Number of people in my career connections  

Refl ecting on your career connections, note down your thoughts on each 
of  the following coach yourself  questions.

CY?  What do I notice after mapping my career connections?

CY? Who would I like to build a stronger relationship with?

CY? Where are the biggest gaps in my career connections?

Keeping your career connections engaged and active

Maintaining multiple relationships is hard work, so it’s important to fi nd 
small ways you can stay regularly connected with people. We’ve shared 
two ideas for action on how you can invest in your career connections in a 
sustainable way.

Idea for action: the fi ve-minute favour
Five-minute favours are simple and quick ways to 
support people, without expecting anything in 
return. If  you did a fi ve-minute favour every day 
for two months, by the end you could have given 
something small to all fi fty people in your career 
community. This is a great giving habit to practise, 
and the more you do it the easier it becomes to spot 
opportunities to off er support. Some examples of  
fi ve-minute favours that we both do frequently include:

for two months, by the end you could have given 
something small to all fi fty people in your career 
community. This is a great giving habit to practise, 
and the more you do it the easier it becomes to spot 

No act of 
kindness, however 
small, is wasted.

AESOP

Number of people in my career connections  

CY?  What do I notice after mapping my career connections?
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Number of people in my career connections  

Refl ecting on your career connections, note down your thoughts on each 
of  the following coach yourself  questions.

CY?  What do I notice after mapping my career connections?

CY? Who would I like to build a stronger relationship with?

CY? Where are the biggest gaps in my career connections?

Keeping your career connections engaged and active

Maintaining multiple relationships is hard work, so it’s important to fi nd 
small ways you can stay regularly connected with people. We’ve shared 
two ideas for action on how you can invest in your career connections in a 
sustainable way.

Idea for action: the fi ve-minute favour
Five-minute favours are simple and quick ways to 
support people, without expecting anything in 
return. If  you did a fi ve-minute favour every day 
for two months, by the end you could have given 
something small to all fi fty people in your career 
community. This is a great giving habit to practise, 
and the more you do it the easier it becomes to spot 
opportunities to off er support. Some examples of  
fi ve-minute favours that we both do frequently include:

for two months, by the end you could have given 
something small to all fi fty people in your career 
community. This is a great giving habit to practise, 
and the more you do it the easier it becomes to spot 

No act of 
kindness, however 
small, is wasted.

AESOP

Number of people in my career connections  

CY?  What do I notice after mapping my career connections?
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1.  Sending someone an article/podcast/book you think they’ll be 
interested in.

2. Connecting two people in your career community.
3. Writing a LinkedIn recommendation.
4.  Giving strengths-based feedback, I thought you were brilliant in that 

meeting because . . .
5.  Sending a video message or voice note to someone to give them 

support or encouragement.

Idea for action: support at scale
Giving something of  value to as many of  your connections as possible at 
the same time is a smart use of  your time and your strengths. For example, 
Helen writes a newsletter called Squigg ly Careers Curiosity, which she 
publishes on LinkedIn as a way of  sharing with her connections the 
knowledge and ideas she has on diff erent topics. In a similar way one of  
our friends, James Whatley, writes a brilliant newsletter called Five Things 
on a Friday. For the benefi t of  his connections, James curates articles, 
videos and opinions on relevant and timely topics. Support at scale doesn’t 
only work with your external connections. One of  the people in our 
workshops ran ‘Coding 101’ lunchtime learning sessions that were open to 
anyone in his organization who wanted to learn more about basic coding 
skills.

One action I’m going to take in the next month to invest in my career counsel:

Career acquaintances – what about the 150?

You might have noticed we haven’t included the 150 ‘casual 
acquaintances’ in our community tool. In the context of  your career 
this group is harder to map and manage but you can infl uence the fl ow 
of  casual career acquaintances that could become connections in the 
future. A good place to start is to spend some time every couple of  
months in new places and spaces and make time for curious 
conversations. For Helen, this might happen by connecting with 

One action I’m going to take in the next month to invest in my career counsel:
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people on LinkedIn or through Lunchclub.com. For Sarah, it could look 
like being introduced to new networks by people already in her career 
community.

CY?  Where do I currently spend time that could help me meet 
casual career acquaintances that could become part of  my future 
career community?

CY? How could I explore new places and spaces to have curious 
conversations that might spark new relationships in my career 
community in the future?

PART 2: Repairing relationships
Despite our best eff orts, there are times when work relationships go 
wrong. Disagreements can create friction; diff erent ways of  working can 
lead to disconnection and a lack of  empathy and respect can even mean we 
start to dislike the people we work with. None of  this makes us feel good 
about our work. In Part 2 of  this chapter we focus on two of  the most 
common relationship challenges at work: a bad or broken relationship 
with a manager and uncomfortable friction with a colleague. All the tools 
and ideas for action we share can also be used to coach yourself  through 
any relationship challenge you’re experiencing at work.

Managers matter

Our managers have a disproportionate impact on how we feel about work, 
and studies suggest that around 70 per cent of  our engagement depends 
directly on who we work for.³² A broken, disconnected or distant manager 
relationship can dominate our days and distract us from doing good work. 
It can even mean we change jobs. Market research company Gallup found 

CY?  Where do I currently spend time that could help me meet 
casual career acquaintances that could become part of  my future 
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but an essential resource for doing what we want more successfully’. 
Neuroscience also suggests that empathy is eff ective as mirror neurons in 
our brains naturally prompt people to reciprocate behaviours. So, if  you 
can start empathizing with your manager, you increase the chance that 
they will do the same for you. As philosopher Roman Krznaric points out 
in his book Empathy, there is only so much progress you can make by 
thinking about empathy: ‘We can learn it best when we leave the manuals 
behind and set out on experiential adventures.’

We’ve suggested two ideas for action that you can start putting into 
practice straight away: switching positions and understudy skills.

Idea for action: switching positions
Switching positions allows you to see things from your manager’s 
perspective. This insight can help you to pre-empt the challenges your 
manager might have and allows you to be more proactive in your 
suggestions and solutions. Answer the coach yourself  questions below to 
begin thinking about your manager’s mindset at the moment.

CY?  What might be keeping my manager awake at night?

CY? How does my manager spend the majority of  their time?

CY? What motivates and drives my manager?

CY? If  I was in my manager’s position what would I think, feel and 
do in this situation?

CY?  What might be keeping my manager awake at night?
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Idea for action: understudy skills
Managers are often juggling diff erent priorities and pressures on top of  
managing the people in their team. They need to deliver projects and 
initiatives as well as making the time to direct and develop the people who 
work for them. It’s not an easy job to do well and without understanding 
the other elements of  their job it can be hard to empathize fully with them. 
One very practical way you can learn more about your manager’s role is 
to try doing a part of  it. This could be by deputizing for your manager in 
some meetings when they’re away on holiday, or off ering to help on a 
project if  your manager has too much on at the moment. This is not as 
intimidating as it initially sounds as people don’t usually expect you to ‘be’ 
your manager, but you get a good insight into the reality of  their role.

One way I’m going to start practising empathy with my manager:

The reality of repairing a bad manager relationship

If  you start having courageous conversations and practising empathy in an 
eff ort to repair and restore your relationship with your manager, you will 
hopefully soon see the green shoots of  progress. Those green shoots might 
show up as enjoying more of  your conversations together, learning from 
your manager or being able to anticipate where your manager needs help. 
Occasionally you might do all the right things and the relationship doesn’t 
improve. In this instance it’s good to set yourself  a time limit on how long 
you’re prepared to continue investing in the relationship before you start 
seeking other options. Even if  you’re planning to move on you can still use 
that time productively to build relationships and learn as much as you can.

Dealing with diffi  cult people

At times in our careers, we all work with people we fi nd diffi  cult and 
perhaps even dread spending time with. There are two common reasons 
why we fi nd people diffi  cult:

One way I’m going to start practising empathy with my manager:
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Now you’ve familiarized yourself  with the shapes and their profi les, 
answer the questions below:

CY? What shape do I show up as in a diffi  cult relationship?

CY? What behaviours do I recognize in myself  when dealing with a 
diffi  cult relationship?

CY? What sort of  phrases might I say?

CY? What shape of  person do I typically fi nd most diffi  cult?

CY? If  I am experiencing a diffi  cult relationship right now, what 
shape do I think the other person is?

fixing friction

Now that you have understood your response to diffi  cult relationships and 
thought more about the people you work with, you can start identifying 
what actions you might take to improve a relationship. This doesn’t mean 
you have to pretend to be someone else or ‘change shape’; the focus is on 
small adaptations you can make to your approach that could have a big 
impact on your relationship. The table on the next page helps you to start 
this process by plotting your shape against someone else’s. You can then spot 
what your relationship risks are and how you could respond to those risks.

CY? What shape do I show up as in a diffi  cult relationship?
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What shape are they?

Heated hexagon Data based 
diamond

Talkative triangle Consensus seeking 
circle

CY?  What action could I take to reduce the friction in my 
relationships?

W
ha
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Ta
lk

at
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ng
le

Risk
You frustrate them 
with a lack of 
focus.

Response
Ask them to be 
clear about what 
needs to happen by 
when and how you 
can help.

Risk
You get bored and 
distracted and they 
see it as 
disrespectful.

Response
Have short meetings 
which focus on 
priority problems 
and metrics which 
matter most.

Risk
You talk about a lot 
but don’t get 
anything done.

Response
Agree to divide your 
meeting equally 
between catching 
up and moving 
things forward.

Risk
You lose energy 
when they want to 
spend time to gain 
consensus.

Response
Generate ideas for 
things that could be 
done quickly and 
which would support 
their agenda.

Co
ns

en
su

s s
ee

ki
ng

 ci
rc

le

Risk
They dismiss your 
input and you 
judge them for 
being impatient 
and insensitive.

Response
Follow-up meetings 
with refl ections and 
suggestions you 
may not have been 
able to share in the 
moment.

Risk
They come across 
as confrontational 
and argumentative, 
which makes you 
withdraw.

Response
Ask them open 
questions to shift 
their attention from 
facts/data to insight 
e.g. ‘What does 
“good” look like?’

Risk
You fi nd them 
overdramatic and 
tune out when they 
speak.

Response
Actively listen with 
the intention of 
sharing key 
messages so 
everyone is on the 
same page.

Risk
You both see things 
could improve but a 
mutual avoidance of 
confl ict means 
nothing changes.

Response
Focus on small 
actions and outcomes: 
‘What’s one small 
thing we could both 
do that would make 
a diff erence?’

CY?  What action could I take to reduce the friction in my 
relationships?
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When disagreement makes things diffi  cult

Disagreement doesn’t always have to be diffi  cult, and confl ict doesn’t have 
to feel like combat. Confl ict expert Amy Gallo has found that constructive 
confl ict leads to better work outcomes, opportunities to learn and grow, a 
higher level of  job satisfaction and a more inclusive work environment.34

Coaching ourselves on our response to confl ict is an important part of  
building eff ective relationships at work.

Are you an activator or avoider?

Before we can work out how to spend more time in the useful ‘middle 
ground’ of  constructive confl ict, it’s important to know whether you’re 
naturally more of  a confl ict activator or avoider. You might have a sense 
straight away but there’s a more detailed description below to help you 
refl ect further. 

Answer the questions on the next page on your own style of  confl ict and 
consider how this relates to the people you work for and with.

ACTIvATOR AvOIDER

Most likely to say
‘Lets talk about this now.’
‘I disagree.’

Most likely to do
Send emails in the heat of the moment.
Stand up when they are talking.
Dominate conversations.

Most likely to say
‘Shall we pick this up later?’
‘It’s not a problem.’

Most likely to do
Get defensive and withdraw.
Complain outside the meeting.
Disguise their feelings with humour.
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Where do you sit on the confl ict scale?

What is the confl ict style of the person you work for (activator/avoider)?

What style of confl ict do you fi nd hardest in others (activator/avoider)?

Below are some ideas for action for creating the middle ground of  
constructive confl ict where everyone can contribute.

Activator + activator

These conversations are likely to be full of  confl ict, debate and discussion 
but not much resolution. Each person will stick to their argument and will 
fi nd it hard to compromise. Activators also dominate conversations so you 
miss out on other people’s perspectives.

Idea for action: start with structure
Activators benefi t from rules of  engagement. Creating a clear structure 
helps everyone to be heard and keeps people on track. This can be as 
specifi c as starting a meeting by giving everyone fi ve minutes to share their 
point of  view on a topic, followed by fi fteen minutes of  discussion, and 
then agreeing on priorities and actions. If  a neutral person is allocated to 
facilitate conversations that can also be helpful to make sure a conversation 
progresses with the right pace and purpose.

ACTIVATOR AVOIDER

+

Where do you sit on the confl ict scale?

ACTIVATOR
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I need to be promoted in order to progress.
If  I stay still, I’m going to stop learning.
At this stage in my career, I should have made more progress (be more senior/
be paid more money/have more responsibility).
It’s not possible to progress without sacrifi cing other aspects of  my life 
(fl exibility, family etc.).
I want to do something diff erent, but it will mean going backwards.

Going from thinking traps to positive prompts will unlock your 
assumptions and give you the ability to explore options and possibilities as 
you coach yourself.

from:  I need to be promoted in order to progress.
To: What are three ways, other than being promoted, that I could 
progress at work?

from:  If  I stay still, I’m going to stop learning.
To: How might I create new opportunities to grow in my current role?

from:  At this stage in my career, I should have made more progress.
To: What am I proud of  achieving in my career so far?

from:  It’s not possible to progress without sacrifi cing other aspects of  
my life.
To: What could I invest time in now, so my progression is there for me 
when I feel ready for it?

from:  I want to do something diff erent, but it will mean going 
backwards.
To: How could a move backwards now, help me to move forward in the 
future?

My progression thinking trap 

My progression positive prompt

I need to be promoted in order to progress.
If  I stay still, I’m going to stop learning.
At this stage in my career, I should have made more progress (be more senior/

It’s not possible to progress without sacrifi cing other aspects of  my life 

I want to do something diff erent, but it will mean going backwards.

My progression thinking trap 
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We now want to use your progression examples (don’t feel limited to 
three – the more the better) to consider why progression matters to you. 
To help you answer this question use the table below to circle any words 
that connect with you when you think about this. As you refl ect, you 
might come up with new words that feel right for you, so we’ve left space 
for you to add these in.

Use your notes from the above exercises to consider each of  the 
following coach yourself  (CY) questions:

CY?  Which examples of  progression feel the most meaningful to 
me?

CY? Why do those examples stand out as the most positive?

Why progression matters to me

Success Pride Meaning Achievement

Impact Productivity Recognition Ambition

Fulfi lment Potential Direction Worth

Purpose Momentum Improving Accomplishment

Signifi cance Status Joy Infl uence

Control Importance Learning Opportunity

Growth

CY?  Which examples of  progression feel the most meaningful to 
me?
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CY? Which examples of  progression feel the least meaningful to me?

CY? Why do those examples stand out as not feeling as positive as 
the others?

CY? What words connected with me when I asked myself  why 
progression matters to me?

Before we move on to exploring your progression possibilities, 
summarize your refl ections so far using the following statement:

Progression  matters to me because

Your progression possibilities

As you coach yourself  through the next exercise explore as many options, 
ambitions and ideas as you can come up with. There are no limits, fi lters 
or practicalities at this point (they come later). You shouldn’t ignore 
obvious options but the intention with this exercise is to go beyond what is 
straight ahead of  you. When you think you’ve run out of  ideas, go for a 
walk, take a shower, make a coff ee and see if  a change of  scenery sparks a 
new thought.

Progression  matters to me because
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CY? Which examples of  progression feel the least meaningful to me?

CY? Why do those examples stand out as not feeling as positive as 
the others?

CY? What words connected with me when I asked myself  why 
progression matters to me?

Before we move on to exploring your progression possibilities, 
summarize your refl ections so far using the following statement:

Progression  matters to me because

Your progression possibilities

As you coach yourself  through the next exercise explore as many options, 
ambitions and ideas as you can come up with. There are no limits, fi lters 
or practicalities at this point (they come later). You shouldn’t ignore 
obvious options but the intention with this exercise is to go beyond what is 
straight ahead of  you. When you think you’ve run out of  ideas, go for a 
walk, take a shower, make a coff ee and see if  a change of  scenery sparks a 
new thought.

Progression  matters to me because
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Your planets of progression

This exercise is to help you visualize all the potential progression 
possibilities in your career solar system. Some possibilities might feel very 
familiar whereas others are ventures into the unknown. At this stage there 
are no constraints on where your career could take you.

Step 1: Write down as many progression possibilities around ‘Planet 
You’ as you can think of.
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Prioritizing your progression

ENERGY (HIGH)

ENERGY (LOW)

FIT (HIGH)FIT (LOW)

Where your possibilities lie on the energy/fi t matrix informs how 
you approach exploring them. On the next page we share the actions 
we’d recommend for each area of  the matrix: Priorities; Shiny Objects; 
Stop; and Hard to Do’s.

9780241502730_YouCoachYou.indd   2079780241502730_YouCoachYou.indd   207 28/10/21   12:32 PM28/10/21   12:32 PM

Figure 93.



PROGRESSION 209

explored a diff erent direction that would result in ‘slower’ but better 
progression for her.

Hard to do’s = explore further

These opportunities fi t well with what you fi nd meaningful about 
progressing but perhaps they feel intimidating or hard in some sense, 
which gets in the way of  feeling excited. With some eff ort in exploring and 
overcoming barriers, a ‘hard to do’ possibility can become a ‘priority’ over 
time. A good example of  this is someone Helen coached who had a 
passion for working in sustainability but was currently in a very diff erent 
role. She could see where she wanted to be but was feeling increasingly 
frustrated by how far away it felt. Together, they worked on a plan for her 
to get closer to her progression possibility by changing her network, 
volunteering and increasing her profi le in the new area. The more actions 
she took, the more excited she found herself  becoming about the 
progression possibility. This reinforced the feeling that her extra hard work 
was worth the eff ort as she was heading in the right direction for her.

Before we move on to Part 2 of  the chapter, write down your two 
progression priorities below:

My progression priorities are:

1.    

      

2.    

      

My progression priorities are:
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Prototype your progression example 1: becoming a manager 

What is my 
progression priority?
To become a manager.

Why is this 
important to me?

I’m motivated by 
developing and 

supporting people.

How could I 
prototype my 
progression 

priority?

New 
responsibilities 
to my existing 

role.

Lead 
development 
for my team/

function.

Get 
promoted.

Volunteer outside of 
my organization in a 

role where I will 
manage people.

Mentor new 
employees.

Run lunch-and-
learns on 

development.
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Prototype your progression example 2: working a four-day week

What is my 
progression priority?

To work a 
four-day week.

Why is this 
important to me?

To spend more time on 
my side project.

How could I 
prototype my 
progression 

priority?

Trial a four-day 
week for three 

months.

Sabbatical in 
the summer.

Nine-day 
fortnight.

One week off  
every six 
weeks.

Leave an hour 
early every 

day.

Four-day week 
in condensed 

hours.
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Prototype your progression

What is my 
progression priority?

Why is this 
important to me?

How could I 
prototype my 
progression 

priority?
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Securing support

The support of  other people is a critical part of  making progression 
happen. Support can show up in various ways: a manager advocating on 
your behalf, your partner agreeing to look after the kids so you can study, 
or maybe finding someone you want to do a job share with. The more 
specific you can be about the support you need, the more meaningful you 
can make your ask. It’s also helpful to consider the reason someone might 
want to support you. Thinking about how they could also benefit from 
your progression makes it easier to be empathetic in your ask and 
overcome any objections. For your manager, your progression could bring 
new knowledge and skills into the team. For your mentors, it might give 
them a sense of  pride that they have helped you achieve your ambitions. 
For your partner, it might be about your happiness or the work–life fit 
you’ll achieve as a result.

Start by using the table below to think about the people you will need 
support from, how they can support you and why they will be motivated 
to give you the support you need.

My progression priority
Example: to make a sideways move from Marketing to Sales

Who I need support from How they can support me Why they would want to 
give me their support

Example: manager Example: introduce me to 
their peer in Sales

Example: improves cross-
functional relationships
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Ask our expert: Adam Morgan, co-founder of eatbigfi sh and author 
of A Beautiful Constraint

Constraints can be beautiful. Instead of seeing them as unwelcome restrictions, 
we can choose to use them as an impetus to explore something new and 
arrive at breakthrough – not in spite of the constraint, but because of it.

Coaching question: I’m keen to progress to a more senior role in my organization but 
there are no opportunities, so I feel I have no choice other than to leave (which I don’t 
really want to do). I’m not sure what to do next. What would you advise?

CY?  What have I learnt from ‘no’?

CY? How could I explore my progression priority in diff erent ways 
that would still give me energy and meaning?

CY? Who might be able to support me to uncover new ways to 
prototype my progression that I haven’t considered before?

If  your progression doesn’t happen in the way you’d hoped, you don’t 
necessarily need to start again with a new priority. It might just take longer 
to achieve. Or you could fi nd a diff erent way to get there, and our expert 
below will help you explore what that might look like. You might choose 
to pause one priority in favour of  concentrating your eff orts on another 
area of  progression until the time feels right to revisit it. The pursuit of  a 
progression priority is never time wasted, it is time spent practising a skill 
that will be useful for the rest of  your career.

CY?  What have I learnt from ‘no’?
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My purpose thinking trap

My purpose positive prompt

How to coach yourself on purpose

This section of  the chapter is where we want you to get practical about 
your purpose. We will support you to understand what direction feels 
motivating for your career and how to do more meaningful work.

In Part 1 we cover:

How to explore your purpose using diff erent mind-map tools.
How to create your work-in-progress purpose statement.

In Part 2 we focus on:

How to identify your meaning at work today using our meaning meter.
How to maximize your moments of  meaning by using your strengths, 
fi nding your purpose fi t and increasing your positive people impact.

The chapter has a fi nal exercise called You Create You to bring all your 
insights together. We fi nish with our expert Dan Cable, London Business 
School professor, who tells us why following your blisters is more useful 
advice than following your passions when it comes to fi nding our purpose.

How to explore your purpose using diff erent mind-map tools.
How to create your work-in-progress purpose statement.

How to identify your meaning at work today using our meaning meter.
How to maximize your moments of  meaning by using your strengths, 

My purpose thinking trap
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Purpose mind-map 

What are you passionate 
about at work?

Who inspires you?

What are you 
curious to learn?

If you were ninety today, what would you 
have liked to change about the world?

Inspirations? Passions?

learn? Change?
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Now you’ve completed your mind-map ask yourself  the following two 
coach yourself  questions:

CY?  How did thinking about my purpose make me feel?

CY? What do I notice about my answers?

Now revisit each of  the answers in your mind-map and ask yourself  a 
‘why’ coach yourself  question, for example:

CY?  Why does that matter to me?

At this point you might be able to see some consistent themes in your 
refl ections or you might feel stuck and believe your mind-map represents a 
random collection of  words that don’t add up to much (yet). Don’t panic if  
you’re struggling at this stage; these are not easy questions to answer. To 
think about your purpose from a diff erent perspective, work through the 
next two ideas for action.

Idea for action: your pessimistic purpose
Rather than asking yourself  lots of  questions about what your purpose is, 
it can be easier to start with what it isn’t. To do this, ask yourself  the 
following coach yourself  questions:

CY?  How did thinking about my purpose make me feel?

CY?  Why does that matter to me?
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CY?  What gets me frustrated about the work that I do?

CY? Who makes me angry?

CY? Which areas of  my work am I bored by?

CY? Fast-forward to the future and I’m ninety years old. What has 
stayed the same about the world that makes me most disappointed?

It can be cathartic to discover some clarity about your purpose by 
exploring the areas that feel purposeless to you. Now you have some sense 
of  what fi nding your purpose doesn’t look like, try repeating the purpose 
mind-map exercise again to see if  you have any new insights to note down.

Idea for action: guess what?
It’s useful to take a break from thinking about ourselves and spend some 
time in other people’s worlds. This is a fun and inspiring exercise that 
encourages you to think about what someone else’s purpose might be. At 
the same time, you’ll probably fi nd it helps you to develop your own 
thoughts further. There are three simple steps to playing ‘guess what?’:

1. Pick fi ve people who inspire you and who share their work publicly.
2. Spend some time reading, watching and listening to their work.
3.  Imagine (or even write down) what their purpose mind-map might 

look like.

If  you need some help to get started, here is a list of  fi ve people we’re 
inspired by:

CY?  What gets me frustrated about the work that I do?

It can be cathartic to discover some clarity about your purpose by 
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1. Brené Brown
2. Indra Nooyi
3. Jacinda Ardern
4. Marcus Rashford
5. Grayson Perry

Work-in-progress purpose statements

We now want to use your mind-map to create your work-in-progress 
purpose statements. Your aim at this point is not to craft the perfect 
purpose statement but to experiment with lots of  diff erent statements to 
see what feels most motivating and memorable to you. To get started, try 
completing each of  the sentences below:

I go to work to

What matters to me about my work is

When I go to bed I feel happy about my day if

A tweet to describe why I go to work would say

And here are a few examples of  work-in-progress purpose statements 
from people who’ve had a go at this exercise in our workshops.

‘Solving problems that positively impact lots of  people’ – Rob 
George, customer and online director, McColl’s.
‘Helping someone to feel their best’ – Katherine Ellis, owner, 
Refl ections Beauty Therapy.

I go to work to
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‘To inspire and bring about change, one person at a time.’ – 
Dominique Bergiers, learning and development manager, Levi 
Strauss & Co.

My work-in-progress purpose statement

We recommend that you continue to revisit Part 1 of  this chapter at 
relevant points throughout your career. In Part 2 we move our focus onto how 
you can make progress towards your purpose and do more meaningful work.

PART 2 – Making progress towards 
your purpose
To make progress towards your purpose we 
need to connect why you go to work with 
what you spend your days doing. Knowing the 
direction we want to head in without making 
progress towards it leaves us feeling at best 
frustrated and at worst demotivated. In Part 2 we’re 
going to support you to coach yourself  in three ways:

1. Identify how meaningful your work is today.
2.  Consider how you can fi nd more moments of  meaning in your 

work.
3. Assess the fi t between your purpose and your organization.

Your meaning meter

Work is rarely 100 per cent meaningful or 100 per cent meaningless. Most 
of  us are somewhere between these two points on a spectrum. Start by 
intuitively identifying where you are on the meaningless to meaningful 
scale today.

PART 2 – Making progress towards 

you spend your days doing. Knowing the 
direction we want to head in without making 

Make your work to 
be in keeping with 

your purpose.

LEONARDO DA VINCI

My work-in-progress purpose statement

9780241502730_YouCoachYou.indd   2359780241502730_YouCoachYou.indd   235 28/10/21   12:32 PM28/10/21   12:32 PM

236 YOU COACH YOU

How meaningful does your work today feel on a scale of  0 to 100 
per cent?

Now consider these two coach yourself  questions:

CY?  What aspect of  my work at the moment do I fi nd most 
meaningful?

CY? What aspect of  my work at the moment do I fi nd least 
meaningful?

Idea for action: track your meaningful moments
You could also do the exercise above at the end of  each day for a week or a 
month. This would help you to track how much your scale varies and 
identify specifi cally what contributes to your scale moving up or down. 
Wherever you are on the meaning meter, we all have room for 
improvement. The next exercise will help you to consider how you can 
maximize moments of  meaning in your job today.

Maximize your moments of meaning

To increase how meaningful your work is there are three connected areas 
you can coach yourself  on:

1. Using your strengths in pursuit of  your purpose (your what).
2. Finding your purpose fi t (your where).
3. Understanding your positive people impact (your who).

0 PER CENT 100 PER CENT

CY?  What aspect of  my work at the moment do I fi nd most 
meaningful?
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If  at this point you’re feeling a bit stuck on identifying your strengths, 
we’d recommend listening to our Squigg ly Careers podcast episodes 27 
(‘Finding Out Your Strengths’) and 122 (‘How to Make Your Strengths 
Stand Out’).

Fuel your frequency
Complete the table below to refl ect on how much you are using your 
strengths to make progress towards your purpose in your role today.

Connecting your purpose and your strengths

My work-in-progress purpose:

Three of my strengths How often do I use each strength in 
pursuit of my purpose (daily, weekly, 
monthly, occasionally, never)

1.

2.

3.
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0–4: Tough times. Your scores suggest you don’t feel connected to your 
organization, and this might mean it’s time to think about making a change.

CY?  What can I start or join outside my day job that will give me 
the opportunity to make progress on my purpose (volunteering, 
side-projects, hobbies, campaigning)?

5–8: Room for improvement. You feel some limited sense of  connection to your 
organization but there’s lots of  opportunities for improvement.

CY?  How could I learn more about my organization’s purpose? 
(What curious conversations could I have? Which teams could I 
spend time with? What could I read?)

9–12: Positive progress. You have a positive connection with your organization 
but there are defi nitely opportunities to strengthen that connection.

CY?  Who could I build relationships with in my organization who 
could be potential meaning mentors (reminder: see previous 
exercise)?

13+: Nearly fl awless fi t. Brilliant! There is a strong connection between your 
why and why your organization exists.

CY?  How could I support other people to make the same strong 
connection that I have? (This might be supporting my team, 
organization or industry.)

organization, and this might mean it’s time to think about making a change.

CY?  What can I start or join outside my day job that will give me 
the opportunity to make progress on my purpose (volunteering, 

 You feel some limited sense of  connection to your 
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 You have a positive connection with your organization 
but there are defi nitely opportunities to strengthen that connection.
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could be potential meaning mentors (reminder: see previous 

 Brilliant! There is a strong connection between your 
why and why your organization exists.

CY?  How could I support other people to make the same strong 
connection that I have? (This might be supporting my team, 
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Idea for action: impact insights
This idea for action will help you to understand other people’s perceptions 
of  the impact you make. You might be surprised that you’re having more 
impact with some people than you’re giving yourself  credit for. Or maybe 
you thought your positive impact would be about the work you produce 
but it’s more about one of  your behaviours – your listening skills, for 
example. You can gather these insights in whatever way works for you; it 
can be informal over a cup of  tea or an instant message, especially if  you 
already have a good relationship with someone. If  you want to be more 

My positive people impact today

The five people I 
spend the most 
time with

My impact today 
(high, medium, 
low)

How does my impact show up?

Example: Bryony Example: Medium Example: helping her to troubleshoot/solve any 
problems that crop up during the week

1)

2)

3)

4)

5)

CY? Who do I have the most positive impact on and why?

CY? Who do I have the least positive impact on and why?

CY? Where can I spot opportunities to increase my impact?
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Connect the dots between your work-in-progress purpose 
and positive people impactand positive people impact

Your work-in-
progress purpose

Networks I could join

Causes I could get 
involved in

Volunteering I could do

Communities I could 
become part of (online 

or in person)

Learning I could 
take part in 
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Now refl ect on your connected dots and answer the following coach 
yourself  questions to work out what next.

CY?  Which of  my dots feels most realistic for me to explore right 
now?

CY? Which of  my dots am I most excited about?

CY? What action am I going to take now?

In Part 2 of  this chapter, you have coached yourself  on how meaningful 
your work is today and how you can maximize your moments of  meaning 
through using your strengths (your what), fi t with your organization (your 
where) and your people impact (your who). We now have one fi nal 
exercise, You Create You, to support you to refl ect on all your insights and 
actions on purpose so far and put them together in one place.

CY?  Which of  my dots feels most realistic for me to explore right 
now?
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You Create You

This final exercise is designed to bring together your insights on the 
direction you’re motivated by and the work you find meaningful. It’s a bit 
like creating an imaginary job role but rather than starting with an 
organization and what a role needs, this starts with you and how you can 
be at your best. The You Create You profile might feel out of  reach right 
now, but there is a lot of  power in using pen and paper to commit to what 
your work could look like. It helps us to focus on finding opportunities and 
taking actions to get one step closer to making it a reality. After completing 
this exercise, make a note in your calendar to come back to it in six 
months’ time to see what progress you’ve made. You’ll either be surprised 
by how far you’ve come or, if  nothing has changed, it will be a useful 
prompt to consider what you might want to do differently.

You Create You: 
(your name)

Job title: 
(it doesn’t need to exist today)

I come to work to 
(choose your favourite work-in-progress purpose statement)

I have a reputation for 
(my strengths)

I spend my days 
(describe your most meaningful work)

I’m inspired by 
(people, places, organizations, networks)

I’m most proud of 
(what would you like to be true about the work that you do?)

I have a positive impact on 
(describe the people that you have a positive impact on)
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