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	Chapter One

	Foundations of Your First Year

	 

	 

	The lessons you didn’t know were shaping your leadership.

	 

	Stepping Into Leadership for the First Time

	 

	The moment you step into your first management role, something changes. You may not notice it immediately, but your relationship to the work shifts the second people begin looking to you for direction. At first, it shows up in small ways: someone pauses and waits for your call, a teammate asks what you think before acting, or a problem lands on your desk simply because you’re “the one in charge” now.

	 

	And very quickly, you learn:

	 

	Leadership is not the title.

	Leadership is being the person others depend on.

	 

	But that first year is rarely smooth.

	 

	Most new managers are promoted because they were great in their previous roles. They were dependable, capable, and respected — which is why they were trusted with people. But what makes someone a strong individual contributor isn’t the same as what makes someone a strong leader.

	 

	As a worker, your success depends on how you perform.

	As a leader, your success depends on how others perform.

	 

	That shift is where many new leaders struggle. You can’t do everything yourself anymore. You can’t oversee every detail. You can’t solve every problem personally.

	 

	You must learn to guide — not carry.

	 

	And no one hands you a manual for that.

	 

	There is no first-day packet that explains:

	 

	How to build trust with people who barely know you.

	 

	How to address conflict without damaging relationships.

	 

	How to motivate someone who has already checked out.

	 

	How to stay confident while you’re still learning yourself.

	 

	Your first year teaches you through real experience — sometimes quietly, sometimes abruptly. Often, you realize the lesson only in hindsight.

	 

	The Reality of the First-Year Experience

	 

	Your first year likely included moments of:

	 

	Uncertainty — wondering if your choice was the right one.

	 

	Pressure — balancing expectations from above with what’s actually possible.

	 

	Responsibility — knowing your decisions affect real people.

	 

	You may have doubted yourself. You may have feared being wrong. You may have looked calm on the outside while scrambling internally.

	 

	That is normal.

	 

	No leader begins fully formed.

	 

	Leadership Is Learned in Motion

	 

	Leadership isn’t something you learn by watching someone else do it.

	You learn when you are the one who has to:

	 

	Stay steady when the situation gets tense.

	 

	Choose a direction when there is no perfect answer.

	 

	Help someone through their frustration or fear.

	 

	Take responsibility when the outcome isn’t ideal.

	 

	These experiences are the training.

	Experience is the instructor.

	Reflection is the homework.

	Growth is the graduation.

	 

	Leadership is developed in the work, not outside of it.

	 

	Mistakes Aren’t Failure — They’re Feedback

	 

	Many new leaders feel pressure to appear confident and in control. They worry that asking questions might make them look unprepared.

	 

	But the truth is simple:

	 

	People don’t need you to be perfect.

	They need to know you care.

	 

	You will:

	 

	Misjudge situations.

	 

	Give direction that needs clarification.

	 

	React too quickly sometimes and too slowly at other times.

	 

	This is not a weakness.

	This is the process.

	 

	What matters is your response after the moment.

	 

	Not:

	“Who’s to blame?”

	 

	But:

	“What did we learn, and how do we move forward?”

	 

	Leaders are not defined by the smooth days — they’re defined by what they do when things get messy.

	 

	Pressure Reveals Leadership

	 

	Leadership often begins before you feel ready.

	Most leaders grow into the role, not before it.

	 

	You learn while doing.

	You adapt as you go.

	You improve while trying.

	 

	There is no standing still in leadership.

	 

	The Moment I Began to Understand Leadership

	 

	My first authentic leadership moment didn’t come with a speech or a title.

	It came during a quiet, uncomfortable situation.

	 

	A new driver on my team had to fuel a CNG truck at 3 a.m. in Gary, Indiana. The area was unfamiliar, the station felt unsafe, and she was nervous. On paper, it was just a routine task. In reality, fear had taken hold.

	 

	A manager could have said:

	 

	“You have to do it — it’s your job.”

	 

	A leader takes a different approach.

	 

	I went with her.

	 

	I didn’t dismiss her concern.

	I didn’t shame her for being afraid.

	I didn’t try to “toughen her up.”

	 

	I showed up.

	 

	Not because I had to.

	Because she needed someone steady beside her.

	 

	That hour at the pump wasn’t about fueling a truck.

	It was about building confidence.

	 

	She learned:

	 

	She could handle the situation.

	 

	Her fear didn’t define her capability.

	 

	She wasn’t alone.

	 

	And I learned something about myself:

	 

	I don’t lead by force.

	I lead by presence.

	 

	People don’t remember instructions.

	They remember how they felt while learning.

	 

	Building Confidence, Not Dependency

	 

	Confidence is not something you can hand to someone.

	It’s something you help them discover in themselves.

	 

	Leadership is a balance:

	 

	Step in when someone is unsure.

	 

	Step back once they’re capable.

	 

	The goal is not for them to rely on you.

	The goal is for them to trust themselves.

	 

	One day, they will guide someone else — and your influence continues forward.

	 

	That is the multiplier effect of leadership.

	 

	Resilience Begins With Support

	 

	Resilience isn’t built in dramatic moments.

	It’s built quietly, through consistency:

	 

	Showing up.

	 

	Listening before reacting.

	 

	Demonstrating calm.

	 

	That night didn’t just strengthen her confidence.

	It strengthened mine.

	 

	I realized:

	 

	I could be the steady presence people look to.

	 

	That understanding became the core of my leadership identity.

	 

	The Leader People Remember

	 

	People rarely remember the exact words you use.

	They remember how they felt when you were there.

	 

	The real question of leadership is not:

	“Did we get the job done?”

	 

	It’s:

	“How did people feel doing the work with me?”

	 

	Because how they feel influences:

	 

	Their effort

	 

	Their growth

	 

	Their loyalty

	 

	Their belief in themselves

	 

	That’s where leadership truly lives.

	 

	Reflection Exercise

	 

	Take time to write or think through these questions:

	 

	When did you first realize others looked to you for guidance?

	 

	What did that moment reveal about the kind of leader you naturally are?

	 

	How have you supported someone who felt unsure or overwhelmed?

	 

	What strengths showed up in that moment — even before you had training?

	 

	There are no correct answers — only awareness.

	 

	Key Takeaways

	 

	Leadership begins the moment someone depends on you.

	 

	Your first year is not about perfection — it’s about awareness.

	 

	Mistakes are not failures — they are information.

	 

	Presence is often more powerful than authority.

	 

	Leadership is the work of developing people, not controlling them.

	 

	Closing Thought

	 

	Leadership doesn’t wait for you to feel ready.

	It begins the moment someone needs you to step forward — and you do.

	 

	Your first year wasn’t a test.

	It was the foundation.

	 

	Now, we move on to the next level.

	 

	 

	 

	
 

	 

	 

	 

	 

	Chapter Two

	The Shift from Doing to Leading

	 

	 

	Letting Go of “I’ll Just Do It Myself”

	 

	When Doing the Work Changes

	 

	Stepping into leadership doesn’t mean you stop doing the work — it means the way you work has to change.

	 

	In your first year, you might have been the person who knew how to handle everything. You could jump in, get it done, and make sure it was done right. Doing it yourself felt faster, smoother, and more reliable.

	 

	But leadership is not about being the most capable person in the room.

	 

	Leadership is about developing capability in others.

	 

	That requires letting go of the instinct to take control of every situation.

	 

	The Trap of “I’ll Just Do It Myself”

	 

	Most new leaders fall into this instinct, not because of ego, but due to the responsibility.

	 

	Something needs to get done, and your first thought is:

	 

	It will be faster if I handle it myself.

	 

	And sometimes, in the short term, that’s true.

	But over time, it leads to problems:

	 

	You become the bottleneck.

	 

	You become the firefighter.

	 

	You become the person everyone waits for

	 

	You become the only one who knows how things work.

	 

	That’s not leadership — that’s burnout on a countdown.

	 

	If the team can only function when I am the one doing everything, then I haven’t built a team.

	 

	I’ve built a dependency.

	 

	Delegation is not about giving away tasks.

	Delegation is about giving people ownership.

	 

	When Delegation Became
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