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			Praise for The Reluctant Leader

			“Everybody talks about leadership, but nobody talks about the fear of leadership. Thank you, Pat, for knocking down the walls that keep so many talented people on the sidelines. Thanks to The Reluctant Leader, taking charge isn’t scary anymore.”

			—Clint Hurdle

			Former manager, Colorado Rockies and Pittsburgh Pirates

			“History proves that a reluctant leader can turn out to be a great leader. The trick is getting past that initial fear. Pat Williams has crafted the perfect antidote to the hesitation that keeps so many gifted people from realizing their potential.”

			—Dave Clawson

			Head football coach, Wake Forest University

			“Leaders are often praised, but just as often, they are criticized and even attacked. It’s no wonder gifted people are reluctant to step into the arena. Thankfully, Pat Williams sees the problem and has crafted the perfect book in response. The Reluctant Leader is certain to allay the fears that are holding so many potential influencers back. I wish I had this to read as I moved up the ladder in my coaching career.”

			—Dick Vermeil

			Longtime NFL coach

			“Pat Williams has written many great leadership books, but this one may just be the most important one. I read it with great interest and can highly recommend it to you.”

			—Jeff Van Gundy

			Former NBA coach

			“The Reluctant Leader is a joy to read—and a book that only an authentic servant-leader could write. Pat Williams is that leader, and through engaging stories, lessons from personal experience, and a deep understanding of human relationships, he issues a call-to-action to step up and lead. The Reluctant Leader is full of sage advice, practical tips, and relevant examples that bring the text to life. Read it once just for pure enjoyment. Read it again to appreciate the wisdom of a legendary leader. Read it yet again as a guide on your journey from reluctance to acceptance of your own capacity as a leader.”

			—Jim Kouzes

			Best-selling coauthor of The Leadership Challenge; fellow, Doerr Institute for New Leaders, Rice University

			“I have always believed in permitting our players to be themselves, to develop a culture of openness and trust. To do that you must identify those in the group who not only have leadership skills but who also want to lead. Some have the skills but for whatever reason do not step forward. 

			“I believe Pat Williams’s book The Reluctant Leader attacks this issue that hasn’t gotten enough attention. Pat’s book can be a difference maker for those potential leaders who haven’t taken that decisive step.” 

			—Joe Maddon

			Manager, Los Angeles Angels

			“Some individuals are pressed into a leadership role without considering themselves as capable of leading. The Reluctant Leader is the book that addresses this uncertainty. This book explores why individuals may feel unqualified for a leadership role, when in reality they are already leaders. Author Pat Williams, himself a one-time reluctant leader, explores how emerging leaders can learn what it takes to lead and, in the process, gain the confidence they need to serve others. The Reluctant Leader is an uplifting read, filled with memorable stories and practical insights. And for the record, even if you are already in a leadership position, you will find this book helpful and full of wisdom.”

			—John Baldoni

			Top 30 Global Guru for Leadership; executive coach; and author of many books including GRACE: A Leader’s Guide for a Better Us and MOXIE: The Secret to Bold and Gutsy Leadership

			“If you know someone who has leadership gifts but is hesitant to get involved, give them The Reluctant Leader. It is the perfect answer to the ‘stage fright’ so many potential leaders feel.”

			—Johnny Damon

			Former Major League Baseball star

			“Pat Williams’s The Reluctant Leader is a must-read for not only people interested in a career in professional sports but for anyone looking to become a true leader. Pat’s stories and lessons from his long, distinguished career in professional sports are invaluable. Pat explains it all with a great sense of humor and humility. He went from a reluctant leader to one of the most respected leaders in all of professional sports. We can all learn from his journey.”

			—Mark Murphy

			President and chief executive officer, Green Bay Packers

			“Finally, a book that deals with a problem that has been ignored for too long: the reluctance of a person with leadership skills to step up and get involved. Pat lays every fear to rest in a way that will instill confidence in the next generations of young leaders.”

			—Nick Nurse

			Head coach, Toronto Raptors, 2019 NBA Champions

			“Pat Williams is as prolific a writer as I have ever known. I have read perhaps a dozen of his books over the years. They have all been great reads about great leaders. But The Reluctant Leader may be his most important book yet because it might just unleash some people who never thought of themselves as leaders. This book can shake them into action and charge their unseen leadership skills with potential they never recognized. In these times of global crisis, we need more great leaders. The Reluctant Leader will help make people who never thought it possible to become genuine leaders.”

			—Richard Lapchick

			Chair of the DeVos Sport Business Management Program; director, Institute for Diversity and Ethics in Sport; president, The Institute for Sport and Social Justice, University of Central Florida
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			This book is dedicated to Jerry Steele. When I was a timid twenty-year-old at Wake Forest University, he saw potential in me and encouraged me to step up and become a bold leader.
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			Introduction

			The Journey from “Who, Me?” to “Why Not Me?”

			Every book has a beginning, and it’s not when the author sits down and types the first sentence. Long before that moment, there is thinking, researching, scribbling, jotting, outlining, crumpling, throwing away, and starting over … often more than once. And even before all that, there is an event or an encounter, often arriving out of left field, that triggers a spark in the brain. A spark that can feel very one-celled and insignificant when it first flashes but that can over time grow arms and legs and hair and teeth. Any author will tell you that some of those tiny sparks morph and grow into full-blown ideas that simply demand, with growls and snapping jaws, to be reckoned with. They won’t take no for an answer.

			This book began with just such a spark.

			It happened at a book signing I was doing in Orlando. Smiling people were coming through the line one by one, sharing the typical pleasantries. Suddenly I found myself facing a man with a much more serious expression. He got right to the point: “I’ve just been given a leadership role that I don’t feel equipped for. I don’t see myself as a great leader. I’m not comfortable giving orders. I don’t like holding people accountable. I hate being in charge. Yet I’ve been given this responsibility, and I can’t get out of it. Mr. Williams, you’re looking at the most reluctant leader there’s ever been. Do you have any advice for me?”

			I did.

			I told him about the time I too was thrust into a leadership role for the first time. I was in the Monogram Club at Wake Forest University. Less than a week before the club’s annual freshman-varsity basketball game, the club president jabbed his finger in my chest and said, “Williams, you’re in charge of the game.”

			“Who, me?” 

			“Yes, you.”

			“But the game is less than a week away,” I said. “Surely everything has already been taken care of.”

			“Actually, nothing’s been done yet. You need to get the tickets printed, hire someone to sing the national anthem, book the pep band, find someone to do a halftime show, and get started on the promotion.”

			At that moment I would have said I was the most reluctant leader there had ever been! To this day I have no idea why the president picked me. I had never been in charge of anything like that before. I can only assume he saw something in me that I didn’t see in myself. So I did the only thing I could: I knuckled down and went to work. On game night a huge crowd showed up, and yes, all of my hastily—and desperately—made plans came together perfectly. I’ll never forget going to bed that night thinking, “How about that? I’m a leader!”

			The man at the book signing listened carefully as I shared my story, looking slightly more hopeful as I progressed. I wrapped up by saying, “Many people take their first leadership steps very reluctantly. They tell themselves they don’t have the time or the qualifications or the experience. And sometimes they’re right. Not everyone has leadership potential. But I’m living proof that such reluctance is often unwarranted and can be overcome.”

			His next words struck the spark.

			“You ought to write a book for all of us reluctant leaders.” 

			For years that idea sat in the back of my mind. Then it began to morph and grow, finally demanding to be reckoned with, which is why you are holding the finished product in your hands. I know that man at my book signing was not unusual, that there are countless people just like him: reluctant but potentially great leaders who just need a little help overcoming the hesitation that’s holding them back. 

			When I finally started gathering my thoughts and outlining this book, I realized that I first saw an example of reluctant leadership when I was a boy. My sister, Mary Ellen, was born with Down syndrome in 1947, which was something my parents hadn’t given a thought to until my sister arrived. In those days there was very little help for children with intellectual disabilities or their parents. Often the children were warehoused in institutions under deplorable conditions, a situation my parents didn’t realize, but which suddenly deeply troubled them. They didn’t consider themselves to be leaders and never aspired to pursue or promote a cause, but circumstances seemed to be calling them, so they took a few tentative steps. Before long they were full-blown activists, pressing for political change, organizing fundraising efforts, and doing whatever else they could think of to make people aware of the need for better care and resources for Down syndrome families. Perhaps most importantly they worked tirelessly to improve the conditions in those nightmarish facilities. My father even helped organize a benefit football game, which is still held annually and is sponsored by the Delaware Foundation Reaching Citizens with Intellectual Disabilities.

			Many years later I would find myself having a similar experience when I was diagnosed with multiple myeloma, a deadly blood cancer. For fifty years I had been a leader in the world of professional sports. It was my comfort zone, my happy place, and with one sentence out of a doctor’s mouth, it was all turned upside down. I knew nothing about multiple myeloma or what to expect from it, and the last thing I wanted to do was put my other plans on hold while I dealt with it.

			To say the least, I was reluctant.

			But as I underwent chemotherapy and stem cell transplant procedures, a whole new world opened up to me: the world of the cancer patient. In no time I was speaking, writing, teaching, and fundraising to cure cancer. It was a role I never asked for and didn’t want but couldn’t refuse.

			These experiences have made it clear to me that the need for leadership can come calling when you least expect or desire it. It pounds on the door of your existence, shouting its demands and caring nothing about the comfortable circumstances of your well-ordered life. Rare is the person who is happy for this moment to come and eager to jump in and lead. The vast majority freeze and say, “Who, me?” My purpose in this book is to take you on a journey from “Who, me?” to “Why not me?”

			This journey will unfold as we analyze and answer the nine critical points of reluctance that hesitant leaders inevitably face. We’ll do it with truth, common sense, humor, and a host of powerful stories drawn from history and today’s fast-paced leadership world. When we reach our destination, not only will the leader inside you be ready to be unleashed, but you will also know how to encourage and motivate others in your organization to overcome their reluctance and start reaching their full leadership potential. 

			So, buckle up and let’s go! This could be one of the most important journeys you’ll ever make.

			Chapter 1

			Reluctant to Take Charge

			Leadership is about moments. Great leaders know the right moment to speak. The right moment to keep quiet. The right moment to change course. The right moment to stay the course. The right moment to challenge. The right moment to console. The right moment to give a pat on the back. The right moment to give a kick in the seat of the pants.

			But before all of these moments comes the most important moment of all, the moment that all leadership hinges on. Call it the “take charge moment.”

			Have you ever been in a situation where there was a job to be done and everyone was talking about it but no one was doing anything? It’s often called paralysis by analysis. It’s when everyone has an opinion about what should be done, a theory about what might happen if something isn’t done, or a fear of what might happen if the wrong thing is done, but no one is doing anything. Opinions and ideas fly like snowflakes in a blizzard while the job sits there waiting to be tackled. Such moments occur all the time in businesses and organizations of every stripe.

			Obviously, the answer is for somebody to take charge and get things going. And it sounds so easy. I often hear people say, “If I were running that place, things would sure be different.” Or “If I were calling the shots, I’d whip those people into shape.” Or “If I were in charge, I wouldn’t put up with that.” But most of the people who say such things know they’re never going to actually be in charge and would go running for the hills if someone ever said to them, “Here, you take over.” Taking charge is an easy thing to talk about but a hard thing to do.

			Think about Moses.

			He is arguably the all-time world champion leader. The guy absolutely reeked of leadership ability. But that “take charge moment” almost finished him before he could get started.

			You may remember that God spoke to him out of a burning bush and told him to go to Egypt and confront Pharaoh, the most powerful and ruthless man in the world. Moses was to demand the release of his countrymen, the Jews, from slavery and then oversee their escape from Egypt before leading them on a journey to their new home in the land of Canaan. Moses was thrilled to hear that God was going to liberate his people and would have cheered any man who was put in charge of the project. He just didn’t want to be that man.

			What I find humorous, and so very telling, is that Moses’s primary excuse for not wanting to take charge of this project was his lack of eloquence. But in arguing with God, he demonstrated extraordinary eloquence! He didn’t stammer or stutter or fumble his words at all, which just goes to show how intimidating that “take charge moment” can be. We are often willing to demean ourselves, to belittle our gifts, to cast ourselves in an unbecoming light just to avoid it.

			Here’s something I hope you’ll remember: it’s always wrong to diminish yourself. It’s always wrong to disparage the talents and abilities God has given you. They are precious gifts that should always be valued. If there are legitimate reasons why you can’t accept a leadership role, fine. State them and move on. But never try to wiggle out of a call to lead by saying things about yourself that aren’t true. To do so is to disrespect yourself and the God who made you.

			Back to Moses.

			Wearing his reluctance like a cloak, Moses did eventually take charge of the job God had for him to do, though he wasn’t crazy about it. I can just imagine the muttering he must have been doing, bending his brother Aaron’s ear as they trudged toward Egypt: “I can’t believe I’m doing this. I’m a shepherd, for crying out loud! There must be somebody, somewhere who is more qualified for this mission than I am. Why would God pick me?”

			But we all know what happened. Over the next several decades, Moses became one of the greatest leaders the world has ever known. Entire books have been written that analyze his leadership style, his courage, and his wisdom. Many experts, even those who are not religious, feel that this man who was once the ultimate reluctant leader is a “must study” for any aspiring young leader today.

			Which brings up an important point.

			History reveals that a reluctance to take charge is often a key indicator that a leader will do a great job, while an eagerness to take charge is often a sign that a leader will not do a great job. Sounds counterintuitive, I know. And it’s not always true, hence the use of the word “often.” But you might be surprised how often it works out this way. 

			Let’s think about a couple of heads of state, for example.

			George Washington is revered as the father of our country, but if you think he was a wily, ambitious politician on a mission to be the first president, you’re mistaken. When he returned to Mount Vernon after the Revolutionary War, he was worn and weary, having lost more battles than he had won and witnessed the deaths of countless men. He longed to spend time with Martha and his two stepchildren and decompress from years of hardship. The only reason he went to the Constitutional Convention in 1787 was because James Madison and Henry Knox talked him into it. The notion of being the nation’s first president was not a dream that was burning in his heart. At his inauguration he even sounded like a very reluctant leader, talking about the anxiety he felt stepping into such an important position.

			Contrast Washington’s story to that of Adolf Hitler. Over a decade before Hitler became chancellor of Germany, he was involved in politics and even led an attempted coup in Munich in 1923. The coup failed, and he was put in jail, but that didn’t hinder his ambitions. From jail he wrote Mein Kampf and further fine-tuned his political goals. When released, he began a campaign to gain a following, often giving vitriolic speeches in beer halls that whipped people into a frenzy. Hitler was a man possessed, driven by his fever-pitched lust to seize and wield power.

			Washington and Hitler are representative of the differences we often see when we stand a reluctant leader and an ambitious leader side by side. A few of them are as follows:

			Ambitious leaders usually have a personal agenda of self-promotion, while reluctant leaders focus more on just getting the job done.

			Ambitious leaders usually have huge egos and illusions of grandeur, while reluctant leaders are well aware of their limitations.

			Ambitious leaders usually see gifted people as a threat, while reluctant leaders see gifted people as a much-needed resource.

			Ambitious leaders usually surround themselves with “yes men,” while reluctant leaders are happy to hear differing points of view that might be helpful.

			For these reasons and more, A. W. Tozer said, “I believe that it might be accepted as a fairly reliable rule of thumb that the man who is ambitious to lead is disqualified as a leader.”1 I’m not willing to go quite that far, but history and experience do suggest that it is wise to be at least a bit wary of that person who’s chomping at the bit to take charge. 

			So, this is great news and something you can feel good about. Being reluctant to take charge is not such a bad thing after all! It might even be one of your primary qualifications for being a leader—the fact that you don’t see leadership as a way to elevate and glorify yourself but rather as a way to get important things accomplished.

			But the reluctance to take charge still needs to be overcome. Let’s explore four ways you can do it.

			Suggestion #1:
Start Trusting the Opinions of People Who Know You

			When I was playing minor league baseball in the Phillies organization, it was becoming increasingly apparent that I was not going to be the next Yogi Berra or Roy Campanella. You’ve heard of five-tool players (run, field, throw, hit, and hit with power)? Let’s just say you could multiply my tools by two and still not get to five. But the Phillies saw something else in me that piqued their interest: leadership ability. Instead of giving me a handshake and sending me off to sell insurance, they encouraged me to start learning the business/management side of baseball. There seemed to be a consensus among the higher-ups that I had the tools to excel off the field in ways I would never excel on it.

			This is the first key to overcoming your reluctance to lead. If people who understand leadership and know you well believe you have what it takes to succeed in a leadership role, there’s every reason to believe they’re right. 

			Consider the fact that they are not going to recruit you to a leadership role if they believe you will hinder the work of their organization. They are not going to want to spend time and effort training you if they think it’s all going to be a waste of time. And most of all, unless they are exceedingly cruel, they are not going to want to give you false hope for a future they believe you aren’t equipped to achieve. 

			Your challenge is to trust what they’re telling you, which may not be easy if you’ve had people in your life filling your head with negative thoughts about yourself. For many people, the biggest challenge they face is somehow digging out from underneath the mountain of put-downs and insults that have been heaped upon them. Thoughtless parents can be the worst when it comes to this. You may remember the telephone message the actor Alec Baldwin left for his adolescent daughter in which he called her “a rude, thoughtless little pig.”2 Who wouldn’t have self-image issues with words like that ringing in his or her ears?

			But it’s not just the negative voices in our lives. Culture itself places almost impossible demands on young people especially, suggesting that if they don’t look a certain way or dress a certain way or have the right friends or the right sneakers or the right phone, they just don’t measure up. And when you’ve been programmed to believe that you don’t measure up, someone coming along and telling you that you have potential can be hard to believe.

			My advice in this area is simple: even if you don’t believe in yourself, don’t begrudge others the privilege of believing in you. If people see something in you that you don’t see in yourself, don’t automatically brand them as crazy or clueless. Give them a little credit. They are looking at you from a different perspective and may well see what you cannot.

			Suggestion #2:
Clarify Your Understanding of the Leadership Task at Hand

			It’s very common to look at a task and see it as hopelessly huge or complicated or demanding, especially if it’s the kind of project

			
			
			
			
			Suggestion #3:
Identify Your Inner Circle of Trusted Associates

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			Suggestion #4:
Don’t Take Your Leadership Task Too Seriously
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			The Right Reason to Delegate

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			The Right Way to Delegate
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			Reluctant to Take Risks

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			Guideline #1:
Don’t Make a Decision until You’ve Explored All the Options

			
			
			
			Guideline #2:
Analyze, Analyze, Analyze

			
			
			
			
			
			
			
			
			
			Guideline #3:
Be Sensitive to Timing

			
			
			
			
			
			
			
			
			Guideline #4:
Don’t Assume That What Worked for Someone Else Will Work for You

			
			
			
			
			Guideline #5:
Make Sure the Risk You’re Contemplating Offers a Sufficient Reward

			
			
			
			
			
			
			Guideline #6:
Don’t Be a Slave to Conventional Wisdom

			
			
			
			
			
			
			
			
			
			
			Guideline #7:
Once You’ve Decided to Take a Risk, Go For It with Everything You’ve Got
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			Reluctant to Mentor

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			
			Question #1:
Do I Even Have the Ability to Mentor Someone?

			
			Quality #1: Positive Experience

			
			
			Quality #2: Good Character

			
			
			
			Quality #3: Authenticity

			
			
			
			Quality #4: A Willingness to Invest

			
			
			
			
			Quality #5: Patience

			
			
			Question #2:
What Are the Dangers I Need to Avoid?

			
			Danger #1: Mentoring a Member of the Opposite Sex

			
			
			
			Danger #2: Mentoring Someone with Profound Character Flaws

			
			
			
			Danger #3: Mentoring Someone Who Isn’t Teachable

			
			
			
			Danger #4: Trying to Clone Yourself
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			Reluctant to Confront

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			Eight Reasons Why Leaders Avoid Confrontation

			
			Reason #1: Naïve Optimism
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			Reason #3: The Productivity of the Person Who Needs Confronting
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			Seven Tips for Confronting People Properly

			
			Tip #1: Set Up a Face-to-Face Meeting
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			Tip #4: Equip Yourself with Specific Concerns and Examples

			
			
			Tip #5: Be Ready and Willing to Listen

			
			
			
			Tip #6: Go into the Meeting with a Plan

			
			
					A clear statement of the problem: “The behavior in question is unacceptable and must be corrected.”

					Action steps: “Here are some specific expectations I have going forward.”

					Time to do what needs to be done: “Over the next few weeks, I will be monitoring the situation to make sure things change.”

					A warning: “If things don’t change, it will indicate to me that you’re not a good fit for our team, and I will proceed accordingly.”

			

			
			Tip #7: When the Meeting Is Over, Leave It There and Move On
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			Reluctant to Live with Stress

			
			
			
			
			
			
			
			
			
			
			
			
			Bad Stress Relievers

			
			Bad Stress Reliever #1: Angry Outbursts

			
			
			
			
			
			
			
			Bad Stress Reliever #2: Alcohol or Drugs

			
			
			
			
			Bad Stress Reliever #3: Food

			
			
			
			Bad Stress Reliever #4: Promiscuity

			
			
			
			
			Good Stress Relievers

			
			Good Stress Reliever #1: Time Off

			
			
			
			
			
			
			
			Good Stress Reliever #2: Capable Team Members

			
			
			
			
			
			
			Good Stress Reliever #3: Exercise

			
			
			
				
					
				

			

			
			Good Stress Reliever #4: Emotional Support

			
			
			
			
			Good Stress Reliever #5: A Spiritual Anchor

			
			
			
			
			
			
			
			
			Chapter 8

			Reluctant to Fail

			
			
			
			
			
			
			
			
			
			
			
			
			
			
			Minimizing Failure

			
			
			Strategy #1: Get Organized

			
			
			
			
			
			
			
			
			
			
			Strategy #2: Delegate

			
			
			
			
			Strategy #3: Keep Learning

			
			
			
			
			
			
			
			
			
			Strategy #4: Stay Flexible

			
			
			
			
			Strategy #5: Maintain Your Poise

			
			
			
			Strategy #6: Solicit Ideas

			
			
			
			
			Strategy #7: Love Your People

			
			
			
			
			
			Processing Failure

			
			Step #1: Identify What Went Wrong

			
			
			
			
			Step #2: Make Needed Adjustments

			
			
			Step #3: Keep in Mind Your Lessons Learned

			
			
			Step #4: Let It Go

			
			
			
			
			
			
			Chapter 9

			Reluctant to Take the Heat

			
			
			
			
			
			
			
			
			Why Leaders Make Good Targets

			
			
			Reason #1: Leaders Are Decision-Makers

			
			
			
			
			Reason #2: It’s Easier to Be Mad at One Person Than Many

			
			
			
			
			
			
			Reason #3: Leaders Inspire Jealousy

			
			
			
			Reason #4: Leaders Make People Angry

			
			
			
			
			
			
			How to Take the Heat without Melting Down

			
			
			Step #1: Evaluate the Criticism
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