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			Preface by
Riad Gydien

			“Hello, my friends…”

			To know Marvio Portela is to hear those words reverberate around any meeting or call he’s in. What has become his unofficial mantra distils a deceptively simple truth: teams thrive when people feel they belong.

			Over my 35-year career, I have had the privilege of leading sales teams across multiple industries, spanning tobacco, pharmaceuticals, healthcare and technology. From my early days as an individual contributor to senior leadership roles in large multinational companies, this journey has led me to my current role as Chief Sales Officer of SAS - a leading global Data and AI company that has consistently been rated as one of the best companies to work for over the past 50 years.

			During that time, I have led and been led through times of great uncertainty, opportunity, and challenge, with the only constant being diversity and change. In this book, Marvio has put into words the struggle I faced at all management levels: the relentless drive for performance and results (which we refer to as extreme accountability), balanced with always keeping people at the centre of what I do.

			Achieving business results at a personal cost has never been acceptable to me. For that to become a deliberate consideration, however, it unfortunately took real life situations where my teams achieved their goals but at the expense of individuals’ well-being and/or the long-term cohesion, health and performance of the team. Such success is transient, and it often comes at a high cost.

			Since then, I have strived to maintain that balance, and have often looked to Marvio as a beacon on that journey. I have had the privilege of working with Marvio both as a peer and as a member of my team, and in both cases I have been led by his example rather than leading him. He embodies extreme accountability with a level of humanity that is inspiring. His joy is infectious and he drives his teams to high levels of achievement despite extreme adversity. In some ways, the more adverse, the more he and his teams rise to that challenge, emerging energized and with an even greater sense of belonging.

			I have had great difficulty describing how Marvio is able to lead the way he does. How he is able to maintain his energy and motivation in all circumstances while extending that to his teams, peers and me. Leading with Joy describes how. It gives me the language that I have lacked to describe the leadership philosophy I consistently strive to achieve.

			In today’s world, Leading with Joy is essential reading for any leader who wants to build resilience and foster success in their teams. But the guide Marvio has created is not a shortcut. It will challenge you in a deeply personal and professional way. If you are looking for outcomes at all costs, this is not for you. If you are looking for results with people and joy at the centre of that success, then look no further. 

			Leading with Joy provides practical advice that will enable leaders to meet every challenge head on, achieving greatness through a joyful experience that celebrates the humanity of us all. 

			Marvio, thank you for giving me the language I have lacked to describe what I have always seen in you and have tried to emulate myself. I am super proud of who you are, what you have achieved and what you will still go on to do. I expect this book is only the beginning. 

			Happy reading.

			Riad Gydien

		

	
		
			PREFACE BY
San Palma

			I know Marvio Portela outside the corporate world. I know him far from boardrooms, job titles, and the strategic decisions he describes in this book.

			I know Marvio in a less comfortable place — one with no audience, no prepared remarks, no external validation. I know him through endurance training. Through the process. Through the silence.

			As a coach, I learned early on that leading someone isn’t about control — it’s about trust. And I learned that trust isn’t born from what someone delivers on a good day, but from the consistency of the choices they sustain throughout the process.

			From the very beginning, Marvio never asked for shortcuts. He never asked for exceptions, or easy solutions.

			He always asked for clarity: “Tell me what needs to be done, and I’ll follow the process.”

			That posture changes everything. When an athlete trusts the process, the work stops being about surveillance and becomes about building. Training feels lighter — not because it’s easy, but because it’s honest. Adjustments happen early. Decisions are made without resistance. The focus shifts away from the ego and moves toward what truly matters: the long game.

			Over the cycles, it became clear that Marvio knows how to wait. Even when there were obvious opportunities to prove himself in shorter, faster races — the kind tempting to the ego — he had the patience to respect a larger plan. He held back when holding back was needed. He pushed when the moment was right. He understood that results aren’t forced; they’re built.

			And when his best performances came — in long, demanding races, one after another — they didn’t change anything between us. They didn’t transform the relationship. They didn’t alter the way we worked together. They simply confirmed what was already clear: that wasn’t an isolated peak. It was the natural consequence of a solid foundation, built with discipline, consistency, and maturity.

			What strikes me most about Marvio is not how much he delivers on good days, but how he shows up on hard ones. That isn’t performance. That is character.

			There was a day when our entire group was doing a light session — long, but almost playful — while he had to complete a grueling, demanding, solitary workout completely outside the team’s context. He could have isolated himself. He could have left. Instead, he chose to stay. He circled around the group, shared in the energy, stayed connected — and then went off alone to finish what needed to be done. That gesture says a great deal. Strong leadership isn’t born from isolation. It’s born from the ability to sustain your own process without disconnecting from the people around you.

			Today, our communication is simple. Few words. A few glances. A great deal of understanding. Like a well-calibrated watch, where every small adjustment is made with precision. Leading someone like that doesn’t require force. It requires responsibility.

			Watching him prepare for long challenges, one thing becomes clear: the real test isn’t just physical. It’s integrating work, family, routine, rest, and training without breaking any of those parts. It’s understanding that resilience isn’t about always pushing harder — it’s about sustaining when it hurts. It’s trusting that, with patience, the finish line always comes.

			That is why it makes sense to hear this author speak about leadership.

			Not because of the position he holds. But because of the posture he sustains.

			Because before leading teams, he learned to lead himself. Because he understands that discipline is freedom. That consistency outlasts impulse. That clarity cuts through noise. That results are a consequence — not a bargaining chip.

			This book comes from someone who lives what he writes. Who doesn’t romanticize the process, but deeply respects it.

			And that, in sport and in life, makes all the difference.

			Happy reading.

			San Palma - triathlon coach, CM Team

			bePatient | beHumble | beStrong

		

	
		
			Introduction:
A bridge between two poles

			The decision to write a book doesn’t happen suddenly or without purpose. In my case, the idea emerged years ago, driven by decades of experience in the corporate world and as an entrepreneur.

			This book has a simple thesis, though one that’s often difficult to execute.

			Every person in a leadership position has two non-negotiable responsibilities: unlocking potential and driving performance. 

			[image: ]

			The first means identifying latent capabilities in people and teams. The second means delivering concrete results. Most leaders choose one side.

			Some leaders focus on performance and forget about potential. They achieve results in the short term but build fragile organizations. When the leader leaves, the market shifts, or the team burns out, everything collapses. It’s like a mine waiting to explode.

			Other leaders focus on potential and forget about performance. They have long conversations about development, send people to training, talk about purpose. But they don’t deliver results. And without results, there’s no company.

			This book argues that this is a false choice. You can (and must) do both. But you can only succeed if you understand something fundamental: 

			The bridge between unlocking potential and driving performance is something most management books completely ignore. And that is joy.

			But I’m not talking about the joy you see on laundry liquid commercials, mandatory happy hours, or arcade pinball machines in the office. It’s a type of joy that comes from working in an environment where you can be excellent, where your work has meaning, where you’re challenged without being destroyed.

			I’m talking about extreme accountability combined with humanity. Radical responsibility for results without creating toxic environments. An intense routine without generating paralyzing fear. Discipline, without losing lightness.

		

	
		
			

			I discovered that the highest-performing teams aren’t those working under toxic pressure, nor those living in excessive comfort. They’re the ones operating in a very specific zone, where productive discomfort coexists with psychological safety.

			

			This is the space where potential becomes performance. It’s where people deliver the best results of their professional lives and want to come back the next day. But getting to this place and staying there isn’t obvious. It’s not natural. It doesn’t happen by accident. And this is what this book is about.

			In the following chapters, you’ll find practical exercises, real stories (some even a bit funny and uncomfortable), and concrete tools for navigating this paradox. I won’t pretend I have all the answers or that I always get it right. I’ll show you a selection of what worked, what didn’t, and what I learned in the process.

			Each chapter of this book serves a purpose: helping you unlock potential and drive performance in your teams. 

			Some chapters focus more on unlocking potential (specifically addressing purpose, curiosity, and development). Others focus more on driving performance (specifically discussing discipline, simplicity, and execution). But they all work together in an integrated system.

			Because at the end of the day, leadership isn’t about choosing between being human or delivering results. It’s about discovering how to do both, every day, even when it seems impossible.

			Leading with Joy can be read in a traditional manner, but it can also be understood as a manual to be consulted as needed, according to your situation. At the end of each chapter, there’s a summary of the topic discussed and how the discussion unlocks potential and drives performance, along with some questions and exercises, as well as spaces for you to make notes about the topic you’ve just read.

			Some of these questions may seem too basic. Resist the temptation to skip this part. Simple questions are often the most powerful. Anyone who works in sales knows the fundamental trio of questions: why should the customer buy? Why now? Why from me? These are questions that fit on a napkin and, when well answered, close deals.

			Consider dedicating a few moments to this section at the end of each chapter, as they can help you better absorb the content, advance your reflections, and apply the concepts to your journey when the time is right. Throughout the book, you’ll find mini frameworks and tips related to the topics discussed, and at the end of the volume, a master framework for developing potential in people.

			The paradox this book approaches

			I want to be direct about what this book is not. This volume is not about being nice to people. I have zero interest in writing another book saying how and why you should be empathetic, transparent, or vulnerable. Of course you should. But if you only do that without delivering results, you’ll soon be knocking on the headhunter’s door.

			This is not a book about hitting targets at any cost either. Nor will I teach you to extract results from people through fear, politics, and toxic pressure. That works in the very short term, then explodes, and I’ve witnessed that kind of explosion dozens of times.

			This is a book that addresses the paradox between these two poles: extreme accountability and joy.

			Extreme accountability means having radical responsibility for results, along with crystal-clear clarity about what needs to be delivered. It’s also about creating an environment where mediocrity isn’t comfortable and generating a real sense of urgency, rather than theatrical behaviors.

			

			Joy in this context means creating an environment where people want to work, and knowing that transparency that eliminates politics and hidden agendas is a daily practice. It’s telling your team that genuine celebration of achievements will happen, and that open communication without fear of retaliation is encouraged. 

			It’s practicing what you preach and creating a positive environment of development and support, whatever the circumstances. 

			Joy, in this volume, is a concept that permeates all the issues we’ll address. At the end of the day, it’s about making people experience work as a vehicle that not only enables them to pay the bills and improve professional capabilities, but also as a tool for personal growth.

			Most leaders think these two concepts, extreme accountability and joy, are mutually exclusive. Either you push hard and create a tense environment, or you create a nice environment and lose performance. This is the myth this book seeks to deconstruct.

			I’ve seen this work in dozens of teams I’ve led. Teams delivering 120% of their targets while people had fun in meetings. People working 12-hour days on critical projects and saying it was the best professional period of their lives. Organizations growing 40% in a year when the regional economy dropped 10%. This didn’t happen because I’m some kind of leadership genius, but because I understood something fundamental.

			Extreme accountability without joy results in toxic environments. You might achieve results for a few months, then people burn out, the good ones leave, and mediocre people who can tolerate high-pressure environments remain. Then, performance drops as a consequence.

			Joy without extreme accountability becomes a kind of social club. Everyone is apparently happy, there are wonderful conversations about development, with zero sense of urgency. But the market doesn’t wait, the competition doesn’t sleep, and you (as well as the organization you are working for) lose.

			Extreme accountability with joy becomes a high-performance machine. 

			This approach involves people being challenged to the limit of what they can do, but with support, clarity, and celebration. Here, potential is unlocked and transformed into performance, sustainably.

			The bridge between these two poles consists of reflections and specific practices that you’ll find throughout this book. Each chapter explores each of these elements and shows how it serves the central purpose: unlocking potential and driving performance.

			Shall we begin?

			Happy reading!

		

	
		
			PART 1

			THE LEADER’S
MINDSET

			Teams can deliver less than what’s possible not due to lack of capability, but because something is blocking people’s potential. 

			When we create the right conditions, people deliver more than we imagined to be possible.

			We’ll begin with the mindset that makes this possible, focusing on the concept of purpose.

		

	
		
			

			01

			A purpose to
call our own

			The most inspiring people who lead teams share certain traits, and one of them is having a very clear purpose.

			Talking about purpose has everything to do with leadership, because having a clear direction goes hand in hand with effectiveness, alongside the possibility of working on projects that make sense and impact other people’s lives. This is the opening theme of this book because the other values I see as fundamental for a leader derive from this concept.

			Having a purpose can be defined through a tripod that contains what I consider to be good goals for leaders: to be happy, to be relevant, and to create positive consequences for the world beyond ourselves.

			[image: ]

			Someone who manages to live by these principles has an enormous power to mobilize and inspire.

			I was born into a humble family in Rio de Janeiro, Brazil, and today I lead teams around the world, but the journey between those two points was anything but linear. After all, the decision to take diverse paths puts us face to face with various obstacles and difficulties. 

			And that’s part of the choice of being in motion, which orients much of my life and this is clear in areas including my dedication to sports, which you will notice in analogies and parallels I’ll draw throughout this book.

			However, challenges tend to be quite effective when it comes to pointing toward purpose. I’ve learned a great deal from crises, finding
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