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			INTRODUCTION

			
			In 2016, some months after the release of my book Superbosses, I presented the book and its lessons to 250 managers and executives at a large technology company. As audience members filtered in and took their seats, I found myself wondering what the following ninety minutes would hold in store for me. It was the peak of summer, and the weather outside was magnificent: 82 degrees, blue sky, blazing sun. It was the kind of day to spend relaxing on the golf course or on a beach chair sipping a cold drink, not sitting inside a bland, overly air-conditioned meeting room. Sure enough, as my host called the room to order, I noticed a certain distracted joviality among the audience members. They were discussing the vacations they would soon be taking or from which they had just returned, or the latest summer blockbuster movies they had seen.

			When they finally settled down, I launched undeterred into my speech, describing how I had first noticed the phenomenon of superbosses. I explained the basics of what a superboss is—a leader with the extraordinary ability to make a mark on his or her industry or profession, not just by building an immensely successful, highly innovative business, but by spawning a significant amount of the industry’s top talent. I talked a bit about common superboss traits like fearlessness, competitiveness, and authenticity, and I also delved into the unique practices of legendary leaders like Ralph Lauren, Alice Waters, George Lucas, and Bill Walsh: their personal and unconventional attention to talent recruitment, for instance; their openness to virtually all innovation, so long as it supports their underlying vision; and their tendency to sustain a close, personal, master-apprentice relationship with their protégés.

			Fifteen minutes into my presentation, I noticed something: these managers and executives weren’t simply listening. They were deeply engrossed. They were taking copious notes. They were ignoring their smartphones. They were nodding as I presented key pieces of superboss wisdom. They were even laughing at my jokes.

			I paused for a moment to ask if there were any questions about or reactions to the specific superboss practice I had just introduced. A couple dozen hands shot up. “I’ve been managing teams of people for fourteen years,” one man in his midforties said, “and I’ve been looking for a way to up my game. What I like about this is that it’s very specific, it’s easy to understand, and it’s road tested.” Another audience member, a woman in her thirties, noted that she was a software engineer by trade and had just become a manager a couple of months earlier, overseeing a team of eight engineers. “Frankly, it’s kind of scary,” she said, prompting sympathetic nods from others, “because although I’m great at writing code, I’ve got very little training on how to manage people. This tool kit you’re describing allows me to take control over my development as a leader. That’s what I want. It seems kind of like it could be my secret weapon.”

			A third person raised her hand, a senior leader at the company who oversaw an entire division of almost a thousand people. “I love learning about superbosses,” she said, “because it will clearly help me manage my own team better. But here’s what I’m struggling with: How can we scale it at our organization beyond a single manager to change the entire culture? We have 130 managers in my division. How can we help all of them become more like superbosses?” That prompted a great number of nods and supportive comments from many others in the room, senior executives and midlevel managers alike. As they told me, they didn’t merely want their own team to perform better. They wanted organizational change.

			I didn’t know it then, but this question about scaling would turn out to be a game changer. After the publication of Superbosses, I traveled the world delivering workshops on the book to management teams at dozens of companies large and small, in all sorts of industries. I also presented at gatherings of C-suite executives, and at large conferences of human resource executives. Everywhere I went, I found that senior executives, midlevel managers, and new managers loved the ideas and found them immediately relevant to their work. But they wanted to know how they could deploy Superbosses so that they could not only manage their own teams better, but also teach other managers to become more like superbosses. More specifically, in our era of near-constant disruption, they wanted to know how they could use the wisdom of superbosses to make their organizational cultures more adaptable, dynamic, experimental, and entrepreneurial.

			My first inclination was to advise these managers to buy as many copies of Superbosses as they possibly could, to share with others in their company (as the author, of course I’d think that!). But I quickly realized that this answer wouldn’t suffice. Superbosses offers its audience of executives, managers, and employees an array of techniques for becoming more superboss-like and for finding, and working for, a superboss. Still, if I wanted to help organizations achieve the best results with a large corps of managers, I couldn’t just expose these managers to the behaviors of a Ralph Lauren or an Alice Waters and say, “Go do this.” I needed to go further, providing a rigorous regime of exercises that would make superboss practices more tangible and specific for people at all levels of an organization and at any stage of their careers. I needed to design a program that would help them spot superbosses in their midst more readily, that would encourage people to reflect in new ways on existing management approaches, that would spread experimentation with superboss behaviors, and that would help managers gauge their progress over time.

			I sat down and drafted a set of exercises covering all of the primary superboss practices described in the original Superbosses book. I also designed a series of diagnostic tests, check-in exercises that people could use to measure progress, and integrative exercises that introduce teams to a range of superboss practices all at once.

			Over a yearlong period, I tested these exercises with audiences large and small in a range of industries, adjusting and refining them so they were clear, easy to use, and effective. The feedback I received was amazing. Individual managers told me that they not only felt more familiar with superboss practices after running through specific exercises but had learned more about themselves as leaders and had actually changed their management behavior. When I facilitated exercises with entire teams, I found that team members deeply appreciated the chance to engage with their bosses. In addition to exposing employees to superboss behaviors, the exercises opened a new kind of dialogue between bosses and employees, giving each an opportunity to learn more about how to work day-to-day with the other.

			HOW TO USE THIS BOOK

			The Superbosses Playbook gives managers and leaders the rigorous, road-tested tools they and their colleagues need to nurture great leaders and unleash them upon the world. The book is designed as a companion to the original Superbosses, but aside from that, how you use it is largely up to you. One organization integrated the exercises into a monthly workshop, devoting one session to each of the main superboss practices. As time passed, participating managers could chart improvements in how they functioned as bosses, and they could work on the exercises offline with their own teams between workshops. At other organizations, managers didn’t use as many of the exercises, but opted to home in on those related to superboss practices in which they were especially weak. At still other organizations, managers seeking an overview of the entire superboss approach performed just one or two exercises for each of the main superboss behavioral areas, skipping the rest.

			Although I intend some of these exercises for individual managers to perform themselves, many exercises are intended for teams to do together. As I see it, spending time with team members is a central activity of superbosses, underlying many of the specific practices covered in the Superbosses book. In addition to helping managers master these practices, team-based exercises benefit managers by spurring them to increase the amount of meaningful and productive time they spend with employees. Through these exercises, managers can deepen relationships with team members, obtain more valuable feedback from employees, nurture team spirit, and solicit new ideas and insights for the business. Finally, by working on these exercises with their teams, managers can become better teachers, and in this central respect, far more like the legendary superbosses profiled in my book.

			One important note: Whenever you ask team members to fill out a survey or answer questions about you as a boss, make sure to guarantee them anonymity. If you don’t, they’ll be too afraid to do anything more than parrot back to you what they think you want to hear. In addition—and this is really important—be sure to follow up after the survey. Your team members need to know that you registered their input (whatever that may have been), and they need to see (not just hear) that you are taking steps to address that message.

			I recognize that managers don’t have endless time to work on adopting superboss practices, either alone or with their teams. That’s okay, because as I say in the main Superbosses book, even a little superboss goes a long way. If you perform only a few exercises, and you do so only on your own, you’ll still reap benefits, although not as many as you would if you worked slowly and methodically through the book and consistently involved your employees.

			Be creative in integrating these exercises into your existing routine. What if you added twenty minutes to a weekly status meeting and ran through a new exercise each time as a warm-up? What if you picked a chapter of the main Superbosses book and dedicated several hours on your upcoming management retreat to performing the related exercises? What if you scheduled a series of ninety-minute or two-hour book club–style meetings, reading one chapter of the main Superbosses book per session and running through one or more exercises related to the chapter? What if you designated a “superboss week” and scheduled an hour each morning for your team to work intensively with one or more exercises in areas that are especially relevant?

			Managers have so much to gain by looking to superbosses for inspiration, and so do organizations. Will these exercises transform your organization into the next Oracle under Larry Ellison or Kraft under Michael Miles? I can’t promise that. But if you and others in your organization work at it, you’ll increase the number and prominence of superbosses in your midst, transforming your culture and helping it master the flow of talent in the process. Over time, that in turn will lead to far better performance. All of us can supercharge our organizations by embracing the behaviors of these extraordinary bosses and helping others to adopt them. It requires a bit of effort and focus, and it doesn’t happen all at once. But the investment does pay off—handsomely. So what are you waiting for? Set aside your daily work for a moment, gather your team together, and let’s get started!
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			Exercise #Intro–1

			THE SUPERBOSS ASSESSMENT

			Assessment/Diagnostic

			
				Purpose: To understand how fully you’ve incorporated superboss practices to date, and to identify where the greatest learning opportunities might reside.

				“Becoming a great boss requires some effort, but everything that superbosses do is eminently learnable. Let’s get to it.”

			

			STEP ONE: TAKE THE SUPERBOSS ASSESSMENT (SEE THIS PAGE)

			STEP TWO: INVOLVE YOUR TEAM AND COLLEAGUES

			Ask team members, superiors, and peers to complete the superboss assessment by rating you on each of the dimensions in the survey. Ideally, try to get feedback from all of your team members, but if that’s not possible, aim for at least half of them. Your team members should complete the surveys anonymously to ensure honest feedback. You’ll then be able to compare the scores your colleagues have given you on each part of the playbook side by side with your own self-assessment. Your report will identify areas where alignment does and does not exist.

			STEP THREE: REVIEW YOUR RESULTS

			How did you do? Are you already performing a number of superboss practices? If so, congratulations! Give yourself some credit. And commit to continuing and enhancing behaviors in these areas. Conversely, are there any areas in which you’re especially weak or that feel especially daunting? If so, give some thought to identifying the root causes behind these results. And then roll up your sleeves and get ready.

			STEP FOUR: YOUR PERSONALIZED SUPERBOSS JOURNEY

			We’ve designed the exercises in this study guide to help you improve your capabilities as a superboss, no matter which parts of the superboss playbook you are targeting. Your curriculum is bespoke, designed just for you.

			
				SUPERBOSS ASSESSMENT: SELF-REPORT VERSION

				
					Each item is scored along a 4-point scale:

					
						1—Strongly Disagree

						2—Disagree

						3—Agree

						4—Strongly Agree

					

					Record your response to each question.

				

				Talent Factor: Superbosses are talent spotters and talent magnets who unabashedly select exceptional people to work with.

				
					____  You rarely or never feel threatened when someone on your team demonstrates superior specialized knowledge about something of importance to the mission of the team.

					____  You are like a talent magnet, somehow attracting people who want to work on your team.

					____  The most important criteria you often look for in a new hire are intelligence and creativity.

					____  You achieve success by surrounding yourself with exceptionally talented people.

				

				Expectations Factor: Superbosses set high performance-based standards that energize employees to exceed goals.

				
					____  Your team members don’t mind working long hours to get the job done because of their respect for you.

					____  You have very high expectations for performance.

					____  It seems like your team members never want to disappoint you.

					____  Your team members rarely or never have trouble getting energized to perform at a high level for you.

					____  You are typically focused on meeting higher ambitions, not just the goals set for the team.

				

				Inspiration Vision Factor: Superbosses convey a powerful vision that instills confidence and inspires performance.

				
					____  You convey a clear sense of your vision for the work of your team.

					____  Your vision for the future does not constantly shift.

					____  Your team members feel special to be working on your team.

					____  You inspire your team members to contribute to the fulfillment of your vision.

					____  Your team members feel that working for you is truly inspiring and energizing.

				

				Innovation Factor: Superbosses never settle for the status quo; they encourage innovation and originality in every aspect of the team’s activities.

				
					____  You tell team members that you want to hear what fresh ideas they have.

					____  You regularly ask others to share what they think about a particular issue of business importance.

					____  You tend to describe change as more of an opportunity than a threat to team members.

					____  You expect team members to bring new ideas to the table.

					____  Creativity and innovation are very important to you.

					____  You seldom apply the same winning formula that you used in the past.

					____  You really love to learn.

					____  When making decisions, you usually choose the most innovative option, even if it comes with more risk than the more incremental option.

				

				Apprentice Factor: Superbosses serve as active and engaging mentors who believe in the apprentice model and customize their coaching to the individual.

				
					____  You are a mentor to team members.

					____  You regularly spend time teaching team members about the business, the job, and/or the values you care about.

					____  You spend a lot of one-on-one time with team members, whether face-to-face or virtually.

					____  You act more like a coach than a supervisor for your team.

					____  You regularly customize how you interact with each person on your team.

				

				Opportunity Factor: Superbosses are natural risk takers who intentionally delegate big challenges to team members.

				
					____  You regularly take smart, calculated risks.

					____  You regularly delegate considerable responsibility to team members.

					____  You tend to assign team members projects and challenges that offer them opportunities for learning and growth.

					____  You are less likely to break down a big challenge into smaller ones for a team member than to trust them to figure it out on their own.

				

				Cohort Factor: Superbosses create an environment where team members build lifelong bonds of loyalty with one another, push one another to improve, and learn from one another.

				
					____  You manage your subordinates so that they will feel part of a close-knit team.

					____  It is common for your team members to cooperate with one another to accomplish their goals.

					____  Teamwork is an important element of what work is like under your leadership.

					____  You organize group work so that people often need to both collaborate and compete to hit targets and get ahead.

					____  Your feel a strong sense of loyalty to your team members.

				

				Network Factor: Superbosses actively maintain a wide network of successful former employees and create new business opportunities for everyone involved.

				
					____  You continue to stay in touch with former team members even after they have stopped working directly for you.

					____  More than one person who used to work for you has gone on to bigger jobs within the organization.

					____  You are proud of past team members who went on to great success.

					____  You have an impressive network of colleagues in and out of the company.

					____  Former employees who worked for you are proud of what they accomplished.

				

			
		

	
		
			Exercise #Intro–2

			THE GWNI ASSESSMENT

			Assessment/Diagnostic

			
				Purpose: To unearth your underlying motivations for developing the world’s best talent.

				“Why do I want my protégés to shine?”

			

			Superbosses fall into three categories when it comes to why they wish to develop talent. In Superbosses (pp. 26–28), I wrote about Glorious Bastards, bosses who want to win, but who understand that winning requires world-class teams, and so they do everything possible to push their people ahead. I have since renamed these bosses Glorious Winners, since I realized that readers might resist applying the “bastard” terminology to their own behavior. Classic examples of glorious winners include technology entrepreneur Larry Ellison and legendary filmmaker Roger Corman.

			Then there are Nurturers, a second category of superbosses populated by the likes of longtime Kraft executive Michael Miles and hospital magnate Tommy Frist. These superbosses care about their protégés as people. They want to see them advance, and they pride themselves on their ability to develop others.

			The last category of superbosses, Iconoclasts, are wholly fixated on their vision. They welcome and develop talented novices because they care about keeping their own professional practice vibrant and fresh. Classic examples: culinary pioneer Alice Waters, fashion icon Ralph Lauren.

			So what about you? How do your motivations compare? What kind of superboss will you be? Answering these questions can affirm your own innate tendencies and help you sharpen your own development goals. If you’re more of a glorious winner by temperament, for instance, don’t waste time and energy trying to behave more like a nurturer. Feel good about your motivations and harness them to behave more like a glorious winner.

			STEP ONE: TAKE THE GWNI ASSESSMENT

			Think carefully about the following questions, answering them with a simple yes or no. Record your answers. Afterward, assess how many times you answered yes for each category.

			Glorious Winner tendencies:

			
					
					Do you view employees not as human beings to be nurtured, but as assets to be mobilized?

				

					
					Do your employees tend to grudgingly respect you rather than love you? Do some express strong negative feelings toward you?

				

					
					Do people in your field generally perceive you as a ruthless competitor?

				

					
					When it comes to business, do you believe that the ends almost always justify the means?

				

					
					Do you take special pride in pushing people to subordinate their lives to their jobs? Are vacations and weekends for “wimps” and “sissies,” in your humble opinion?

				

			

			Nurturer tendencies:

			
					
					Do you think about your reports often and regularly check in just to see how they’re doing?

				

					
					Are your reports fond of you? Do they even think of you as a godparent?

				

					
					Do you emphasize values of respect, compassion, and empathy in your workplace?

				

					
					Do you enjoy socializing with your employees and welcoming them into your life? Are you always available for them when they need you?

				

					
					Do you feel deep pride when an employee of yours reaches a special milestone in his or her career?

				

			

			Iconoclast tendencies:

			
					
					Do you have a unique perception of the world, one that you perhaps have maintained since childhood? Have you made it your professional goal to project this perception into the world?

				

					
					Do you think of yourself as having an “artistic” temperament or sensibility? Are you a “creative type” who enjoys hanging around other “creative types”?

				

					
					When you come across a young prospective hire, do you immediately think to yourself, “Hmm. What can I learn from this person?”

				

					
					Do you feel ambivalent about your role as coach or mentor, viewing it as necessary to move your business forward, but offering little personal value or fulfillment beyond that? Would you dispense with coaching or mentoring others if you could?

				

					
					Do you expect new hires to already have their own personal visions to contribute to your projects (subordinating them, of course, to your vision when conflicts arise)?

				

			

			STEP TWO: COMPARE YOUR RESULTS

			
					
					How did you do? Which type elicited the most yes answers? If you answered yes across multiple types, keep in mind that most bosses aren’t a single type. They’re a combination, with a given type proving dominant. Which motivations appear most strongly in you? Do the results of the assessment surprise you?

				

					
					There is no “correct” score on this assessment. There’s no bonus, and certainly no shame, in being a Glorious Winner, or an Iconoclast, or a Nurturer. They’re each equally good at generating superstar talent. But now you can put a label on your style and follow the best practices for it.

				

			

			STEP THREE: COMMUNICATE WITH YOUR TEAM

			Show this exercise to as many of your direct reports as possible. Do their perceptions of you match up with the assessment results? If you score highly on the Nurturer measure but your team sees you as more of a Glorious Winner, ask yourself:

			
					
					Why might that be?

				

					
					Is your team misinterpreting specific behaviors of yours?

				

					
					Are you unconsciously emphasizing one dimension of your makeup over others, perhaps because you haven’t fully accepted your motivations as valid?

				

					
					Have your motivations changed over time as you’ve grown, and your team hasn’t caught on yet?

				

					
					How might you better communicate your motivations to your team?

				

			

			Try querying your team about the behaviors that they feel are nurturing—more socializing outside of work, say, or more frequent expressions of pride and affection on your part. Strive to perform three such behaviors each week.

			With your own motivations in mind, reflect more closely on your reports:

			
					
					What do each of these individuals need from a boss?

				

					
					What are their own nascent motivations as leaders or managers?

				

					
					Do they primarily want to win, help others succeed, or fulfill an inner sensibility or vision?

				

			

			Let’s say you’re primarily a Glorious Winner who likes to win at all costs. If all or most of your team members need the kind of care and warmth that a Nurturer delivers, or if all or most of them value the pursuit of an inner vision over all else, that could create conflict.

			
					
					Lead a team discussion of motivations and needs:

					How do your reports think about their own developmental needs?

					Do they see you as a particular superboss type?

					Do certain parts of your personality come out in different work situations or contexts?

					Do your reports have suggestions about how you can help to meet their needs, knowing what they now know about your personality?

					Do they have any new fears or hopes about what you can do for them as a boss?

					

					
					Talk about motivation and needs when interviewing your next hire, with the goal of aligning your superboss style and your reports’ needs:

					How would your prospective hire describe her ideal boss?

					Does she love to win, and would she thrive in an ultracompetitive environment? Alternatively, does she need the support of a warm, nurturing, attentive boss?

					Is she okay with a boss who is primarily focused on himself, so long as he opens his fascinating vision to her and freely shares his expertise and wisdom?

					Has she ever worked under people with these varying motivations? How much does she understand her own motivations and needs?

					

			

			TAKEAWAYS

			
					
					Whatever your motivations are as a boss, own them, and make sure they’re clearly conveyed to your team.

				

					
					Your team should get what drives you to develop talent. If not, why not?

				

					
					Knowing your motivations can help you understand if you’re giving reports what they want or need, and if a new hire is likely to feel satisfied.

				

			

		

	
		
			Exercise #Intro–3

			YOUR SUPERBOSS DNA

			Assessment/Reflection

			
				Purpose: To further deepen your connection with superbosses by helping you understand and optimize your innate qualities.

				“I’ve got superboss DNA buzzing inside. But am I bringing it out most fully and productively?”

			

			All superbosses, whether they’re glorious winners, nurturers, or Iconoclasts, share a few core traits. They are confident, even fearless. They’re competitive. They’re imaginative. They display personal integrity. And they’re authentic in their interactions with others. That said, these traits show up in different ways and to different extents depending on the kind of superboss a person is. Glorious Winners tend to be more competitive and self-interested than other superbosses. Nurturers tend to display personal integrity more strongly, and are quite confident in their own abilities as well as those of their reports. Iconoclasts tend to be stronger on imagination and fearlessness than the other superbosses.

			To get a head start on adopting the superboss playbook, you’ll want to optimize these characteristics in your own work behavior. That means bringing out some superboss traits that might presently be more muted, and tamping down others that might be too pronounced. The first step is to gauge your superboss DNA and how it expresses itself in your daily work.

			STEP ONE: SUPERBOSS PERSONALITY ASSESSMENT

			Think carefully about the following questions, answering them with a simple yes or no.

			Authenticity:

			
					
					Have people described you as a unique, memorable, or intriguing person?

				

					
					Do things that you say or do surprise people often, both positively or negatively?

				

					
					Do you hate the idea of “going along to get along”?

				

					
					Do you have a tendency to improvise your way through conversations, meetings, or presentations rather than plotting out your every last utterance in advance?

				

					
					Do you tend to “get personal” with new people you meet more quickly than others do, and do these new people tend to open up more readily with you?

				

			

			Integrity:

			
					
					Do you care little for the trappings of success—the perks, the fancy title, the public notoriety?

				

					
					A company calls and offers you an exciting opportunity with more responsibility than you currently enjoy, and triple the salary. The catch: The company’s mission somewhat conflicts with your values. Do you decline the offer?

				

					
					Do you tend to react strongly when you perceive that others around you aren’t standing up for their own values or principles?

				

					
					Do you think about your values or principles often during your daily work?

				

					
					Have bosses, colleagues, collaborators, and others been drawn to you during your career specifically because of your integrity?

				

			

			Imagination:

			
					
					Do you wake up in the morning dreaming about what you might one day accomplish in your career?

				

					
					Do people around you often say that you “think differently” about the industry, current events, or life in general?

				

					
					Do you often think of a lot of bad ideas in order to get to the truly great ones?

				

					
					Are you the one who pipes up during meetings asking, “What if”?

				

					
					Do you have little patience for bureaucracies, processes, and conventional wisdom?

				

			

			Competitiveness:

			
					
					After a game, even a friendly tennis match or game of chess, do you find yourself thinking about how well you did against your opponent, rather than about the camaraderie or physical exertion you enjoyed?

				

					
					When you’re competing with friends or family, do you feel a secret urge to trash-talk? Do you sometimes indulge that urge?

				

					
					When you first meet someone, is your initial impulse to size him or her up and determine how he or she stacks up compared with you?

				

					
					Do you frequently measure aspects of your performance both at work and in leisure pursuits, comparing your numbers to those of others?

				

					
					Are you constantly on the hunt for new ideas, techniques, and technologies to give yourself an edge?

				

			

			Fearlessness:

			
					
					When people utter words like “safety,” “comfort,” “reliability,” or “predictability,” are you secretly thinking, “Boring”?

				

					
					When you encounter a serious problem, do you immediately find yourself beginning to think of possible solutions?

				

					
					Do you tend to take risks that others around you initially regard as crazy or misguided?

				

					
					Is it rare for you to lose sleep worrying about “what if”?

				

					
					In your personal life, do you tend to enjoy riskier pastimes that deliver thrills, like auto or motorcycle racing, piloting your own plane, scuba diving, or vacations in lesser-known, “off the grid” locations?

				

			

			STEP TWO: REFLECTION

			
					
					If you answered yes to three or more of the questions in each category, then your superboss DNA is strong. But are some superboss characteristics too pronounced? Remember:

					
							
							People who are overly competitive can play nasty and might be less alert to such things as fair play, even ethics.

						

							
							Overly imaginative people can lose touch with the real world.

						

							
							Overly fearless people can expose themselves and their teams to unnecessary risks.

						

							
							People with an excessively strong sense of integrity can behave too rigidly, missing out on opportunities.

						

							
							And overly authentic people can alienate others by failing to account for their needs or feelings.

						

					


					
					If you answered yes to five questions in a given category, then consider pulling back on your natural tendencies to express this trait. On the other hand, if you answered yes to only one or two questions, then you can afford to step up this trait.

					
							
							Identify one superboss trait you might want to manage a bit more carefully, and one action you could take this week to tamp it down a little. Commit yourself to taking this action.

						

					


					
					If you answered yes to only a few questions, don’t worry. Leaders don’t need to demonstrate every trait at all times to be superbosses. Michael Miles wasn’t the most fearless person out there. Alice Waters didn’t strive to win at the expense of her peers. Glance through the questions again. Are you certain you don’t possess these traits? Do nonwork areas of your life exist in which you’re more competitive, say, or more imaginative? How might you channel some of those tendencies into your work?

					
							
							Identify one superboss trait you could stand to express more, and one action you could take this week to make it happen. This action need not be complicated—look for something that is relatively easy to do.

						

					


			

			TAKEAWAYS

			
					
					Anyone can learn to be a superboss, regardless of where they start. This is the most important takeaway to keep in mind.

				

					
					We all have at least some superboss DNA inside us. The key is to bring it out in the most productive way possible.

				

					
					Don’t go overboard on any one superboss trait. Seek balance across all the traits.

				

					
					Are you weak on a certain superboss trait? It’s good to know, but remember that you don’t have to possess every trait in equal measure, or even at all, to become a superboss.

				

			

		

	
		
			Exercise #Intro–4

			YOUR PAST BOSSES

			Reflection

			
				Purpose: To gain greater awareness of superboss practices.

				“Some bosses I’ve had really do behave like superbosses. Others—forget about it.”

			

			SET IT UP

			On this page, you’ll find a grid. On the top half of one side of the page, list the best bosses you’ve had. On the other side, list the worst. Include both managers in formal jobs and supervisors or leaders you encountered outside of work, including at school, while participating in team sports, volunteering, and so on. Be sure to leave room for your notes after each name.

			ACT ON IT

			Consider the most memorable behaviors of your best bosses. What impact did those behaviors have? How did those behaviors compare with those of the very worst bosses you’ve had?

			
					
					Identify three to five behaviors that the best bosses modeled for you.

				

					
					Identify three to five behaviors that the worst bosses modeled for you.

				

					
					Record these observations on the bottom half of the grid.

				

			

			REFLECT

			Now consider your own leadership practices. Have you adopted behaviors of the best bosses? Have you inadvertently picked up any of the bad habits of the worst bosses?

			
					
					Circle the behaviors you see in yourself, whether good or bad. Share one specific example of both good and bad behavior with others.

				

					
					If you were your own leadership coach, what would you advise that you do in light of this discussion? Write down one specific next step you can commit to when you get back to work. For instance, if you tend to micromanage too
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			INVOLVE YOUR TEAM
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