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Praise for Becoming a Self-Reliant Leader

“At Patagonia, our onsite childcare centers prize two qualities in our children: self-reliance and the ability to play well with others. These turn out to be our favorite attributes in employees as well. Becoming a Self-Reliant Leadership collects and distills the wisdom gained from these wilderness journeys, providing the solidly grounded, humble advice necessary for developing the ordinary daily courage it takes to do things right.”

—Vincent Stanley, Director of Philosophy, Patagonia, and Coauthor, The Future of the Responsible Company

“Jacquie Jordan has partnered with Jan Rutherford to explain, whether it is in the military or in business, how true leaders develop teams and themselves. Jacquie and Jan have created this book that will help leaders and teams as they face the difficulties and complexity of the modern world. This book should be read by all leaders looking to accomplish the impossible!”

—Marene Allison, President, West Point Women, Class of 1980 West Point and Distinguished Graduate Award Recipient

“Becoming a Self-Reliant Leader brings to light the raw, unvarnished truth about leadership. The book acts as a compass, guiding the reader to understand that the real transformation begins where comfort zones end. It’s a must-read for those ready to face their own crucibles and lead with conviction and clarity.”

—Gino Wickman, Author, Traction and Shine, and Creator of EOS

“Rutherford and Jordan are not only leaders but sages, and this book is a must-read modern classic. The book’s chapters pace us through real-life parables that ooze wisdom about business and life. They are two of those rare teachers that unmask wisdom in such a way that you immediately recognize the applicability. This is a life changing tome.”

—Steve House, retired Professional Climber and Founder & CEO, Uphill Athlete

“In any kind of extreme environment, survival is a team effort. Being part of a team I can count on is always critical to success when it comes to climbing big mountains—whether they are literal or figurative. The stories in this book capture the struggles of taking on the unknown and growing stronger in doing so, while bringing the lessons back to the office. You will laugh, be inspired, and become even more self-reliant.”

—Alison Levine, Adventurer and New York Times Bestselling Author, On the Edge

“Becoming a Self-Reliant Leader is not a precious gem—it’s the diamond mine. It is that rare find that actually does more than challenge us to build our own narrative—it shows us the way. This book is a reference guide on how to become a transformational human being.”

—Tim Cole, Founder, The Compass Alliance

“Jan and Jacquie have captured the essence of modern leadership in Becoming a Self-Reliant Leader. Their principles are how I tried to model my own leadership style while commander of the International Space Station.”

—Colonel Terry Virts, USAF (Ret.), former NASA astronaut and ISS Commander

“Becoming a Self-Reliant Leader is a first-rate guide to building unstoppable teams not through the force of command and control but through the elegance of values and purpose. This book will help any group find their rhythm and thrive together.”

—Daniel H. Pink, #1 New York Times Bestselling Author, The Power of Regret, When, and To Sell Is Human

“Jan Rutherford and Jacquie Jordan have captured the very essence of leadership development. Using Rutherford’s Crucible Expedition experiences, they capture leadership lessons as they emerge and are refined. This book is an exciting, entertaining, and insightful read, and you are guaranteed to capture numerous useful insights about how leadership develops and succeeds.”

—Kim Cameron, World-Renowned Scholar and Bestselling Author, Positive Leadership

“Managing others is a difficult process, but managing ourselves to do so properly can be just as challenging. Fortunately, this book gives us the tools to do both in a remarkably illuminating and engaging read.”

—Robert Cialdini, Author, Influence and Pre-Suasion

“Jan and Jacquie have just created the self-reliant leader’s ‘Swiss army leadership knife,’ an essential requirement in every leader’s rucksack. This book is a must for every leader’s briefcase, rucksack, and bedside locker and every organization’s essential reading list.”

—Vice Admiral (Rtd) Professor Mark Mellett DSM. Chief of Staff of Ireland’s Defence Forces from September 2015 until September 2021

“If you care about becoming a better leader, empowering your team, and leading your organization to reach new levels of performance and success, Becoming a Self-Reliant Leader is a must-read. Distilled from the authors’ years of military experience, executive coaching, and leading crucible expeditions in the wilderness, this book offers invaluable guideposts on the journey to becoming the best leader you can be.”

—Michele Flournoy, Cofounder, WestExec Advisors, and former Undersecretary of Defense for Policy

“Jan and Jacquie have written a book that is so insightful that I’m compelled to share it with my son, who is a budding Army leader. They seamlessly overlay Crucible Expedition experiences with commonly encountered leadership challenges in a way that is immediately valuable and applicable to your next venture or adventure. This book will make you a better leader, no matter where you are along the journey.”

—Millard View, CSM (Ret.), US Army Special Forces

“Like the authors of Becoming a Self-Reliant Leader, I’ve led more than 200 international expeditions, using the mountains to teach leadership. As you’ll learn in this book, these journeys are only nominally about the summit; rather, they are about the grit and discipline needed to forge teams. Any leader looking to test their mettle and truly understand the gravity of their decisions should consider this book their field guide to the heights of authentic leadership.”

—Chris Warner, CEO, Author, Leadership Educator, and the 2nd American to climb the world’s fourteen highest peaks (the 8000 meter peaks)

“Becoming a Self-Reliant Leader is the perfect blend of timeless wisdom and valiant approaches to leading through complexity. Rather than focusing solely on outward strategies for success, it encourages self-awareness as a foundational pillar of effective leadership. By mastering ourselves, we can better navigate the complexities of leading others.”

—Erin Shrimpton, Chartered Organizational Psychologist, LinkedIn Learning Instructor, Coach, and Consultant

“Reading this book, I have the benefit of being poured into and leveraging the wisdom gained from the Crucible® experiences of Jan Rutherford and Jacquie Jordan and learning what it truly means to be a self-reliant leader, challenged on how to lead oneself and lead others.”

—Joseph D. Kenner, President & CEO, Greyston

“Having participated in three Crucible Expeditions, I can personally validate the transformative journey leaders undertake when they’re stripped of their titles and faced with nature’s raw challenges. I believe any reader of this narrative will gain authentic and powerful insights that are as real as the triumphs and tribulations the book portrays.”

—Willis Wiedel, Founding Partner & CEO, Encore Electric, Inc.

“Through years of leading high-performing teams, I’ve found that by creating a space for teammates to be deeply heard, they are more likely to align with the purpose of the organization while striving for continued growth for themselves and the team. This book gives leaders practical advice on how to create that culture—whether on the side of a mountain or in the office.”

—Tina Vatanka Murphy, President & CEO, Global Healthcare Exchange (GHX)

“There are few people I would ever want to learn leadership from more than Jan Rutherford. The way he and his team have created crucibles that push leaders outside their comfort zone is so unique. This book takes you through what is required to become a self-reliant leader and I couldn’t recommend it more highly.”

—Don Yaeger, 12x New York Times Bestselling Author

“Today’s leaders are hamstrung with so many definitions of what ‘good’ looks like, they are grasping at straws and getting little help. Our workplaces have been upended to an extensive degree, and what the ‘new normal’ will be has yet to be agreed upon. What’s a leader to do? Fortunately, Rutherford and Jordan have dug deep and unearthed critical insights about how today’s and tomorrow’s leaders can thrive amid the process of becoming. If you’re looking for a blueprint for shaping high-impact leadership for yourself and others, you’re holding it.”

—Ron Carucci, Managing Partner, Navalent, and Bestselling and Award-winning Author, Rising to Power and To Be Honest

“Becoming a Self-Reliant Leader strikes a deep chord, reminding us that the essence of leadership is not found in titles but in trials. Jan Rutherford and Jacquie Jordan’s book is a masterful blend of adventure, transformation, and leadership insights to help you forge a legacy of high trust and resilience. ”

—Richie Norton, Bestselling Author, Anti-Time Management

“If you’re looking for a kick in the pants (in book form!), you’ve found it. This book dives deep into what it means to lead yourself first, incorporating discipline, motivation, and strength. This is not a theory-based book; instead, it’s packed with practical advice on how to cultivate these qualities in yourself and your team. ”

—Kim Kaupe, Entrepreneur, Forbes 30 Under 30, Ad Age 40 Under 40, and Inc. magazine’s 35 Under 35

“The book captures the essence of transformative experiences that shape leaders in the face of adversity, mirroring the challenges we encounter in the ever-evolving landscape of healthcare. I see this book as an essential guide for any professional striving to navigate the complexities of leadership with a focus on a love of learning and the self-discipline of good old-fashioned hard work.”

—Michael Dowling, President and CEO, Northwell Health

“There is something in this book for anyone intentionally cultivating their leadership capabilities regardless of how evolved they are. If you set a goal to read this book once a year and do the cultivation work between readings, you will find something new and even more powerful each time you read it!”

—Lee Benson, CEO, Execute to Win / EXECUTE MasterMIND

“Although few have answered the call to action to serve like Jan and Jacquie, all of us who desire to become the leader we imagine can benefit from their wisdom. If learning transformational insights that will help you take more control of your leadership story is important to you, apply fiercely everything they share in Becoming a Self-Reliant Leader.”

—Bobby Herrera, Bestselling Author, The Gift of Struggle, and CEO, Populus Group

“What makes Becoming a Self-Reliant Leader so compelling is Jan and Jacquie’s unique ability to beautifully marry the challenges of trekking outdoors in the most extreme conditions and crystalizing its lessons into key leadership principles.”

—Jessica Chen, Emmy-Award Winner and Author, Smart, Not Loud

“Becoming a Self-Reliant Leader takes leadership learnings to the next level. The concepts of grit, ownership, and tribe are illustrated in real narrative examples that we find ourselves in every day, and it’s not always pretty. This is not a book for the fainthearted, but those who wish to rise to the challenge of leadership at the highest level.”

—Kimberly Jung, CEO, Blanchard House, and Cofounder & former CEO, Rumi Spice, former Combat Army Engineer Platoon Leader

“Jan and Jacquie’s Becoming a Self-Reliant Leader brilliantly fuses military strategy with corporate wisdom to create a leadership guide that is both practical and profound. This book is an indispensable tool for leaders cultivating resilience and trust within their team.”

—Preston Pysh, Founder, Pylon Holding Company

“As someone who has been fortunate enough to participate in a Crucible®, I can attest that the lessons learned out in the wilderness, as well as from the amazing men and women of our military who attended, translate directly to business.”

—Tom Pitstick, Chief Strategy Officer, Gates

“In Becoming a Self-Reliant Leader, Jan and Jacquie masterfully intertwine the essence of leadership with the resilience of the human spirit. This book is a beacon for those aspiring to lead with purpose, demonstrating how the journey of self-reliance is both a personal commitment and a strategic advantage in the art of negotiation and beyond.”

—Kwame Christian, Esq., MA, CEO, The American Negotiation Institute, and Host of #1 Negotiation podcast, Negotiate Anything

“This book is a practical guide for how leaders can truly have an impact on their teams by leveling up their leadership skills. As a former Crucible® participant, I can tell you firsthand how impactful these leadership lessons have been for me, the teams I lead, and my organization.”

—Erin Procko, Twin Cities President, Bell Bank

“Reading about others’ experiences on expeditions brought great color to the leadership lessons in Becoming a Self-Reliant Leader. By owning your behaviors and allowing yourself to be vulnerable, you increase your team’s trust in you. By building the ‘right’ versus the ‘best’ team, and demonstrating your belief in their ability, you build a high-performing team. I have leveraged the insights and seen results.”

—Kate Eary, General Counsel, Gentex Corporation

“Finally, we have a fresh perspective on leadership development. Becoming a Self-Reliant Leader takes you on a journey of leadership by getting to the core of what separates the good from the great. ”

—Sean Conley, Learning Executive and President, ConleyGlobal

“Often, true leadership is about finding inside yourself the determination, creativity, and resilience needed to make tough decisions while nurturing truly exemplary teams. The Crucible® helps executives unlock these inner qualities to become visionary and inspirational leaders.”

—Ciaran Flanagan, Strategic Consultant, MD Idea, and Director, Biobank, Ireland

“This book is a must-have resource for both leadership practitioners and scholars. It provides highly-relevant insights for leaders who are looking to enhance their ability to build adaptive teams in the context they serve. And, it provides a unique and enduring contribution to those who are passionate about intentionally developing leaders through challenging experiences and transformative reflection in the community.”

—Nate Allen, PhD, Colonel (Ret.) and President, TribusAllen
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Honoring the men and women, executives and veterans, who embarked on our Crucible Expeditions, for their commitment to growth and paying forward the enduring lessons of grit and duty.
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FOREWORD

by General Stanley A. McChrystal

There is a blue serenity around the Jefferson Memorial before the sun rises. I try to arrive before anyone else, to see the moonlight reflected on the tidal basin. After so many years of morning exercise, I have seen the monuments in every season, and with each, there is a different kind of exquisite tranquility. The autumn leaves fall silently, the frosty slickness of the winter’s ground morphs into the brightness of spring colors, and the summer brings humidity so thick that the heat waves ripple off the blacktop.

The only thing better than a run along the monuments alone is the opportunity to share the experiences with others. After leaving the military, I wondered how the rituals of my daily life, like my jogs before dawn, would look from the eyes of a civilian. This question drove me to create a company that applies the lessons of the Joint Special Operations Command (JSOC) to Fortune 500 companies. In an effort to guide leaders from the private sector, I looked to my own combat experience to strike the right balance between hierarchical and decentralized teams, both in mindsets and in structures. One of my first choices, to the surprise of many of my colleagues, was to take our clients on a sunrise monument run before any business engagements.

I like to think we have it down to a science by now; my team arrives at 5 AM, each with an individual assignment, leading a group of (often) bewildered executives. We always begin with one of my colleagues offering an explanation of our purpose, particularly why the military values (and West Point mandates) physical training. I always stand back and listen, reminding myself of the unspoken reason that these morning adventures hold tremendous meaning for me. Leaders are not forged within their comfort zones; rather, leaders find their footing when they are challenged, particularly in new contexts.

On our monument runs, I have seen leaders across all sectors—bankers, technologists, academics, and more—struggle to find their footing. This is a new arena for many of these successful business trailblazers, given that they have not felt the pavement of Washington, D.C., change under their shoes each morning as I have. Some lag behind the rest while others lean on their colleagues to keep the pace more manageable. Likewise, I have seen young analysts bring new energy to the runs, asking tough questions about the monument’s history and pairing up with leaders who aren’t usually wearing running shorts and jogging next to them.

Across the board, one thing is constant—each person completes the exercise. We complete this run with our clients not to humble anyone or overwhelm them, but to remind every person of the importance of inner strength. By placing everyone at every level on the same playing field, they can all meet a unique challenge in their own ways and flex new leadership muscles that they didn’t know they have. Everyone can take their own lessons from the experience, but I hope that they all leave with the belief that they can adapt to new challenges and thrive outside of their offices.

Few know the importance of leadership development more than Jan Rutherford and Jacquie Jordan. Both have made careers in teaching leaders that the only way to know their true ability is to push themselves to new limits. They do so through innovative and collaborative experiences—together, they have led missions, which they call “Crucibles,” in every imaginable context, from the deserts of Moab to the Juneau Ice Cap. What I have observed in our early morning monument sprints is only a sliver of what Jan and Jacquie have been able to learn from these Crucibles. Together, they have brought fresh insight and unprecedented thoughtfulness to the meaning of leader expeditions.

By writing Becoming a Self-Reliant Leader: How Grit and Disciplined Duty Forge Indomitable Teams, Jan and Jacquie share the lessons they have learned in their travels. By providing both their own philosophical perspective and the voices of those who have made these treks, their book provides a window into leadership at every level. Most importantly, they have found a way to universalize the lessons of their book. While both authors have extensive experience in the armed forces context, they recognize that there is tremendous value in finding the intersection of business and military leadership. This is an uncommon and critically understudied space—I have sought to explain the civil–military connection for years, but Jan and Jacquie bring it to life with each chapter of this deep and thoughtful text. Each expedition pairs veterans with private sector executives, and together they navigate the wilderness with only each other and their true grit. This combination of skill sets is instructive for each participant, and now that they have compiled their joint ventures into a book, it can instruct us all.

Jan and Jacquie’s work shows the kaleidoscopic nature of leadership—from every perspective, leaders face a challenge. It is critical for individuals to learn about leading themselves, leading others, and leading their organization. Those three complementary features are the core of successful, mature, and empathetic leadership, whether within the U.S. military, a Fortune 500 company, or in the depths of the Grand Canyon. Our ability to achieve our goal is a product of our ability to find our inner groundbreaker, to push past our limits, and to see the bigger picture, no matter where we are. With Becoming a Self-Reliant Leader, we have unfettered access to how to begin that process, and how to extend ourselves to new heights in our ethics, our capacity for courage, and our ability to remain resilient amid ever-growing uncertainty.

Our monument run ends at the Lincoln Memorial, where I ask everyone to face the Capitol, their own images shining back in the Reflecting Pool. One of my favorite facts about the site is that Lincoln continued the construction of the Capitol’s dome despite its cost and distraction from the war effort. He wanted to make the point that the United States’ future as a unified nation was not in doubt. I love that Jan and Jacquie take that lesson to a new stratosphere. The book you are about to read is a testament to the idea that leadership is not a checklist, but a practice. It is a continuous unmasking of ourselves, an assessment of our weaknesses, and a constant striving to come into our power. While leadership has no end, I have confidence that its beginning can be found in Becoming a Self-Reliant Leader: let Jan and Jacquie take you on an unforgettable adventure through its forthcoming pages. If you do, I am confident you’ll come out the other side as I have—with a new perspective on nature’s inevitable challenges, a new desire to find your own noble purpose, and a proud readiness to embark on your own crucible. If you ask me, you’ll be better for having run the race.




WHAT IS A SELF-RELIANT LEADER?

They lead themselves.

A self-reliant leader is squared away—they take ownership of being prepared, competent, confident, disciplined, fair, reliable, resilient, responsive, resourceful, curious, and authentic, and they act as a role model for virtue and grit (a combination of passion, determination, and persistence).

They lead others.

By example, they cultivate shared ownership and a sense of duty that builds trust and a common purpose for the team.

They lead the organization.

They’re focused on what matters most, and they seek alignment throughout the organization. They always uphold the values and standards so people and teams thrive to produce superior outcomes through clear direction, a sustainable pace, and a tone that energizes.




INTRODUCTION

“What happens during the Crucible and what happens afterward are not independent things . . . what happens going forward matters just as much.”

—Jim Peters, Executive Participant, Wallowa Mountains, Oregon

They could feel the sun beating down on the back of their necks, sweat forming on their brows. Only nine in the morning and the temperature was already hitting the high eighties. A nervous excitement was palpable. The group, made up of business executives and entrepreneurs, chatted idly in their brand-new outdoor gear and barely worn hiking boots. This was a new experience for most of them, out from behind their desks and in an unfamiliar environment. They worked in tech, engineering, and insurance, all more used to sitting in meetings and staring at screens than trekking through narrow slot canyons.

As they came around the next bend, they were hit with a view of the vast desert opening up before them. Their chatter ceased, as they all stood there, realizing for the first time this was not the typical team-building, kumbaya retreat. What they didn’t know yet was that in the coming days, they would be physically, mentally, and emotionally tested unlike ever before, and they would come out on the other side of this journey transformed.

Their crucible had begun.

A crucible is a ceramic container in which metals are melted so they can be forged into something stronger. It’s also a severe test in which people can be shaped into something indomitable, a trial from which they emerge more durable and resourceful than ever imagined. Experiencing a crucible changes people’s narratives, helping them learn about who they truly are and who they can become. Shaped by adversity and challenge, such a journey leads to insights, revelations, and lessons that help people understand how purpose and meaning are inextricably linked to the components of a “good life.” More importantly, reflection on the experience helps answer the question, “For whose good do I serve?” And that answer is the foundation of what it means to live intentionally, purposefully, and successfully.

For many leaders today, though, success may be fleeting. You may personally feel at your wit’s end, which is understandable, considering what you are up against: Team dysfunction. Stifling repetition. Unrealistic financial goals. Abounding uncertainties. A worldwide employee engagement level of only 23 percent.1 Burnout and crisis fatigue are real threats, and the constant shuffling of piecemeal careers seems to be far from slowing down.2 Maybe you feel like you just need to forge ahead with the same old same old, exerting your will, persuading, selling, cajoling, and marketing your “brand.” But this antiquated approach will no longer work, if it ever truly did.

These contemporary challenges require you to become a true team player, one who knows how and when to lead, but also how and when to follow; when to take a step back, give up control, and let others work toward solutions. To do so, you need to recognize not just your own strengths and capabilities, but those of your team members. You must grow your organization by developing yourself and the people you lead, not through a yearning for power and position, but through the desire to see everyone involved realize their own aspirations. You cannot get there unless you first reflect on the changes required, throttle back on strengths that no longer serve you, and correct for shortcomings to push ahead. Only then can you effectively serve those whom you lead.

This personalized approach is the future of leadership, and it depends on a shared trust that is so strong it’s palpable. To achieve this mutual trust, you have to place trust in others, provide them with autonomy, empower them, and believe in their ability to make the right decisions. Simply put, you need to give trust to get trust in return. In practice, that means relinquishing control and accepting the consequences of an empowered team.

Of course, this, too, is a challenge.

THE CRUCIBLE® EXPEDITION

The Crucible Expedition is a multi-day wilderness retreat, in which everyday business leaders are paired with military veterans, pitting themselves against the elements and overcoming obstacles in remote locales. In the process, participants have revelations about their personal and professional lives that prove to be as applicable in the boardroom as they are in the wild. Through these experiences, leaders come to better understand themselves as individuals, teammates, and leaders, while discovering how to design and create an environment that fosters trust, accountability, alignment, and focus. These expeditions take courage, curiosity, and grit, all of which can be forged when people are a little stressed, stretched, tired, and uncomfortable.

The first step for a Crucible Expedition is to select participants. The selection criteria include the demonstration of selflessness, a bold and adventurous spirit, and heroic aspirations to make a difference in the lives of others. Once participants are in the field, these attributes will be tested, and through the experience they will be strengthened. The challenges they face are far from abstract, whether they’re being roped in on the side of a cliff, scaling slabs of red rock, leaping across icy chasms, or hunkering down in torrential hail. For some, being around others twenty-four hours a day with no downtime is emotionally exhausting. For others, the solo challenge, in which participants are asked to spend three hours alone with their thoughts, fills them with anxiety. Throughout the days and nights, the leaders exchange new ideas, and they are given a powerful opportunity to hone their leadership edge. They build resilience, resourcefulness, and new communication skills, and they create clarity for effective decision-making as they start working together.

After pushing their mental and physical abilities to the limit, the experience leaves them renewed and reinvigorated. Their growth as leaders is accelerated, accomplishing in mere days what might have taken months, or years, in a typical corporate training environment. These expeditions uncover tools the participants never realized they had at their disposal and expose them to a new understanding of what is needed to actually lead others through adversity.

Inevitably, each Crucible plays out in a similar way—whether in desert canyons or on Alaskan glaciers—with leaders striving to achieve the mission, but often failing to recognize how that singular focus can impact the commitment of the team. When real human connections are ignored, it is unlikely the team will be committed to the goals and objectives of the organization. By reorienting their priorities and focusing on the well-being of the individuals and the team, these leaders find success. In short, they discover that to go fast, they can go alone, but to go far, they must go together. Ultimately, the primary crucible lesson is you have to slow down to speed up.

Having run twenty-three Crucible Expeditions so far, from Argentina to Alaska, with over 250 participants, Jan has seen these leaders’ transformation firsthand. Since he was nineteen years old, as a Green Beret sergeant, Jan’s roles—as an instructor, business executive, professor, CEO, and expedition leader—have involved developing others. As a Green Beret, he saw that when people are confronted with serious obstacles, their true character and leadership aptitude emerge—warts and all. Combining his love for the wilderness with his passion for leadership development, in 2014, he created the Crucible Expeditions.

Jacquie participated in the Sacagawea Crucible in the Wallowa Mountains in 2018 while transitioning out of the Army. Her time in the military prepared her for the physical rigors of the Crucible, while each of her deployments—in Iraq, Afghanistan, and Syria—taught her valuable lessons she shared with the team: how to motivate and inspire soldiers, harness resources to achieve a larger mission, and build international partnerships that could have a strategic impact on United States policy. A graduate of West Point and Teachers College, Columbia University, Jacquie now blends her military experience with her rigorous academic and operational background as a leadership consultant and executive coach, helping clients from across the business community reach their goals.

Using our combined practical, academic, business, and military leadership experiences, together, we wrote this book as a way to help you overcome the many challenges faced today, not just for your own individual success, but also for that of your team members and overall organization. Here, we have translated the tactile experience of the Crucible Expedition into maxims of what it takes to lead teams. In spite of ever-present difficulties, this book aims to improve your effectiveness and create a lasting impact on the teams you lead and on your own personal and professional life. We want to inspire you to leverage the inevitable crucibles you will face so you can become mentally stronger, more aware, and the best leader you can be for those you lead.

IT’S TIME TO CHANGE YOUR NARRATIVE

The following pages take you on a virtual journey through a Crucible Expedition to help you better understand yourself as an individual, a teammate, and a leader, while also learning how to create an environment that fosters trust, garners a sense of duty, achieves alignment, and sharpens focus on what is truly essential. Developing an organizational environment by design, versus default, requires you to think more like a “designer” than a “doer,” but that switch isn’t always easy.

Socially, culturally, and even individually, many leaders have a bias to action; we feel a need to do something, sometimes anything, even if we haven’t slowed down to think it through. Instead, as a modern leader, you must set a sustainable pace that drives and renews energy into a team. Generating such sustainable energy will attract top talent who can creatively anticipate and address tomorrow’s challenges, allowing you to better serve all your constituents at all levels.

Each chapter of the book, featuring quotes and stories from Crucible alumni, explores a specific step in the Crucible journey, the lessons learned from that stage of the expedition, and how those lessons can be applied in any business setting. The stories are a combination of experiences from multiple Crucibles over the years. (Aside from the epigraph attributions at the start of each chapter, the real names of participants have been changed.) You may find yourself in the mountains of Patagonia in one chapter and the glaciers of Alaska in the next, but the lessons repeat themselves on every expedition. These lessons are based around the three pillars of what we call Self-Reliant Leadership®:

•Lead self by assuming ownership and demonstrating grit.

•Lead others by cultivating ownership with a sense of duty.

•Lead the organization through focus that creates alignment.

At the end of each chapter, the takeaways are organized around these three pillars, so you can better see how each one connects to the overall themes. The self-reliant leader takes personal responsibility; assumes ownership; fulfills the obligation and responsibility for personal growth and development; demonstrates grit in the face of adversity; operates with a sense of duty toward others; and is not only self-reliant—but 100 percent reliable. Such leaders become even more effective at leading across the pillars when they understand that deliberately setting the direction, pace, and tone in any endeavor allows them to create the energy required for sustainable performance.

When you get the direction, pace, and tone right, you receive sustained engagement, producing a group of high performing individuals. Collectively, those individuals form a team with a common purpose, along with a compassionate sense of duty to each other. In doing so, you generate true commitment over mere compliance. Job satisfaction, well-being, engagement, home life, and performance are all positively impacted. And through the struggle, you don’t just change your own narrative; you help others gain insight to envision and achieve their own aspirations.

Why should you even care about changing your narrative? Because when we’re too comfortable, we don’t stretch ourselves. We don’t take risks or innovate. Worst of all, our personal and professional goals fall by the wayside as they lose alignment with our values. When we become complacent, we no longer strive to make a positive difference in the lives of others. And if we’re not doing that, then what’s the point in the first place? By changing your narrative, you turn an event or experience into information and knowledge, and that’s how your own story evolves.

You are the author of your own life, but to write that story, you need to know what kind of life you want to live. This requires deep introspection, which often comes from an opportunity to pressure test yourself. We can all recall those tough times, and how they tempered, hardened, toughened, and strengthened us. They may have been physical, mental, or emotional. It could have been a lost job, a failed initiative, or even a wilderness expedition that removed you from all the creature comforts of modern life. You can initiate and design your own crucible, whether starting a social enterprise, learning a language, taking a gap year, or turning your side hustle into a full-time gig. Still, without taking the time to recognize what’s been gained through this struggle, you may not have gained anything at all.

You cannot depend on others to fully prepare you for what lies ahead. The responsibility does not belong to your family, friends, school, employer, or a governmental entity. Your obligation for your future impact is your own personal responsibility. That’s not to say you will go through this alone. Real human relationships are the foundation for teamwork, and they will get you beyond the next hurdle and past the next hump. Trusting others you lead, and being trusted by the same people, is paramount in any endeavor. It is our deepest hope that the following chapters help you understand how, and why, to develop that trust, and give you the persistence, passion, and determination for the crucibles in your future.
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