
		
			
				[image: Cover for Designing Your Work Life]
			

		

	
		
		
			
			Also by Bill Burnett and Dave Evans

			Designing Your Life

		

	
		
		
			
			
				
					[image: Book Title, Designing Your Work Life, Subtitle, How to Thrive and Change and Find Happiness at Work, Author, Bill Burnett and Dave Evans, Imprint, Knopf]
				

			

		

	
		
		
			
			THIS IS A BORZOI BOOK PUBLISHED BY ALFRED A. KNOPF

			Copyright © 2020 by William Burnett and David J. Evans

			All rights reserved. Published in the United States by Alfred A. Knopf, a division of Penguin Random House LLC, New York, and distributed in Canada by Penguin Random House Canada Limited, Toronto.

			www.aaknopf.com

			Knopf, Borzoi Books, and the colophon are registered trademarks of Penguin Random House LLC.

			Library of Congress Cataloging-in-Publication Data

			Names: Burnett, William (Consulting professor of design), author. | Evans, David J. (David John), [date] author.

			Title: Designing your work life: how to thrive and change and find happiness at work / Bill Burnett and Dave Evans.

			Description: First edition. | New York: Alfred A. Knopf, 2020.

			Identifiers: LCCN 2019031158 (print) | LCCN 2019031159 (ebook) | ISBN 9780525655244 (hardcover) | ISBN 9780525655251 (ebook) | ISBN 9781524711795 (open market)

			Subjects: LCSH: Quality of work life. | Job satisfaction.

			Classification: LCC HD6955 .B873 2020 (print) | LCC HD6955 (ebook) | DDC 650.1—dc23

			LC record available at https://lccn.loc.gov/​2019031158

			LC ebook record available at https://lccn.loc.gov/​2019031159

			Ebook ISBN 9780525655251

			Cover design by John Gall

			v5.4

			ep

		

	
		
		
			
			To all the workers everywhere who get up, get dressed, and go get it done every day. Thanks for all you do. We hope that in these pages you find a way to do it with more purpose, meaning, and joy. You deserve it.

			To Eliza, Casey, and Ben, my amazing children.

			It is a joy to watch you launch as you design your adult lives.

			—Bill Burnett

			To Dave & Kim, Robbie & Chrissy, Lisa & Donny, Gabe & Nichole, and Rosie.

			My first and foremost life design goal has been to be a dad. I am infinitely grateful to you for allowing my deepest longing to be fulfilled. Joining in the dance of your and your children’s lives is my greatest joy.

			—Dave Evans

		

	
		
			Contents

			
				Cover

				Also by Bill Burnett and Dave Evans

				Title Page

				Copyright

				Dedication

			

			
				Introduction Making It Work at Work

			

			
				1Are We There Yet?

			

			
				2Money or Meaning

			

			
				3 What’s the Problem?

			

			
				4 My Overwhelm Is Overwhelmed

			

			
				5Mind-Set, Grit, and the ARC of Your Career

			

			
				6Power and Politics

			

			
				7Don’t Resign, Redesign!

			

			
				8Quitting Well

			

			
				9Moving On

			

			
				10Being Your Own Boss

			

			
				ConclusionPermission to Be Happy

			

			
				Acknowledgments

				Notes

			

		

	
		
		
			
			Introduction

			Making It Work at Work

			We wrote a book.

			Not this book, another book. Maybe you read it, maybe you didn’t. In that book, we taught people how to use design thinking to design their lives. We showed a lot of people how to get off the couch and prototype alternate versions of their lives and their careers. We’ve taught workshops based on the book, and we’ve met and heard from thousands of readers whose lives were changed for the better. They’ve shared their stories with us, and each of their stories is now part of our story. Many of the people who read and loved Designing Your Life were people in transition: entering one of life’s many inflection points. They needed help with choosing their next step—where to go, what to do, and in some cases, who to be. Their work involved trying to imagine a different kind of future or a way to make an unrealized dream real.

			That book was about imagining.

			This book is about making it real.

			We also heard from people who said the Odyssey Plans we suggested were great and all, but it wasn’t feasible for them to run off and become a scuba instructor in Bimini because of, well, things like insurance, mortgages, utility bills, and the children who were still in school.

			Those people asked us for a different kind of book.

			They asked for a book that would meet them where they are now, and provide tools and ideas that would help them thrive at work.

			
			Look, today’s workplace is in continual flux. As companies evolve to be more and more nimble and shift faster and faster to meet changing markets, the workplace is less and less predictable. Increasingly, it’s up to workers to define their own happiness and success in this ever-moving landscape. It’s also up to smart managers and companies to meet their workers halfway and offer resources (such as this book) that can help create a culture that allows their ever-changing workers to adapt to the ever-changing demands of the workplace as it adapts to the ever-changing demands of the market. Mostly, though, people need tools to invent their own success—over and over—as they change and grow as humans. (Doubly so for the growing ranks of us who are self-employed.) And it’s becoming clear that Millennials and Gen Z workers especially demand a work experience that is meaningful and that gives them a sense that they are having an impact in the world.

			We all want our days infused with meaning and impact.

			Most of us spend most of our days at work. So it’s no surprise that the workplace is the number-one place we go looking to find meaning and impact. Yet most jobs are built around tasks to get done and transactions to manage, and most managers aren’t comfortable talking about meaning and impact. When you become the designer of your work life, you can help your boss and your company make your job the job you want. If you own your own business, you can invent it over and over again until it gives you meaning and impact. You can design your work life as an employee or a business owner. Design thinking is for people like you, whether you receive the paycheck or sign the paycheck. This book is full of ideas and tools that will help you not only create more meaning in your life, but also build more joy into each workday.

			
			The workplace isn’t just changing—it’s restructuring. The Gig Economy, Artificial Intelligence, and The Robots aren’t coming, they’re already here and they’re poised to reshape everything we think we know about work. So smart workers need to prepare themselves to thrive in this new technological reality. We have lots of practical tools in this book to help you respond like a creative designer to this workplace of the future.

			If you read Designing Your Life (DYL), this book will add to your new design thinking mind-sets to help implement a joyful work life, whatever your Odyssey Plan. If you didn’t read our first book (or if you read the first book but didn’t do the exercises), this book stands alone to help you use design thinking to design in place, at work—so you can be happier and more fulfilled during those forty, fifty, sixty hours a week you spend working—without having to change jobs or careers, unless you really want to. If you do, we show you how to do that, too.

			So it is time to get off the couch and get unstuck at your job. Mostly, it’s time to make work work for you!

			
				Something’s Not Right

				Bonnie is thirty years old and has had five jobs since college. She always begins the same way—with optimism, with excitement, and full of expectations about how this job is going to work for her—but each time she ends up disappointed. The job—each job—lets her down, and she has no idea why. “It just didn’t work out,” she explains to her parents every time she has to borrow money to make the rent. Bonnie knows her reasons for quitting are vague, but for the life of her she just can’t get any clearer than “something is not right, but I don’t know what.”

				
				Louis is a middle manager at a midsize company where he’s worked for fifteen years. Every day he takes the train into work and arrives at the office at exactly 8:15 a.m. He supervises a sales team that sits in perfectly lined-up cubicles, working in perfect disharmony. He’s supposed to manage and motivate them, but, day after day, Louis walks onto the sales floor and looks around as if he’s a visitor to a foreign land.

				This is not my company.

				None of this matters.

				Louis leaves for home on the 5:15 p.m. train. He has two kids in middle school. His mortgage is a third of the way paid off. On the train ride home, as he leans his head against the glass window, watching the world pass him by, the lyrics to a Talking Heads song play over and over in his mind.

				And you may ask yourself, well

				How did I get here?

				Marie is a successful physician, at the top of her field, who is absolutely bored but isn’t about to walk away from a successful medical career. Rajeev is in a job he loves, but there’s too much to do and not enough time to do it. Even his overwhelm is overwhelmed. Bruce drives for an app-based car service and does some gigging as a side hustle. While he loves the freedom of making his own schedule, he doesn’t love not having a steady paycheck, a clear path to advance his career, or a “real job.” Jennifer heads Human Resources at a hi-tech company, and knows the employees are disengaged and underperforming, but nothing in her training has taught her how to help them, so she files away one poor performance review after another.

				
				All of these people we know are unhappy at work. And each has an unhappy story they tell about their job. It’s not working for me. I don’t fit at this job. It’s too hard to change it, or fix it, but I don’t know if I should stay or quit. What should I do next?

				
					Dysfunctional Belief: It’s not working for me here.

					Reframe: You can make it work (almost) anywhere.

				

			

			
				Disengaged at Work

				If you work forty hours a week, fifty weeks a year (with two weeks off for your skimpy “American” vacation), for forty years—you will have worked 80,000 or more hours. Many of you reading this will average more than fifty hours a week and work well beyond fifty years—which puts you over 125,000 hours. Almost nothing in your life takes more of your time and energy than work.

				And yet, in poll after poll, Gallup indicates that approximately 69 percent of American workers are disengaged from their work (a percentage that includes the plain “disengaged” and the angry and resentful “actively disengaged”). Globally, the number of workers unhappy at the place where they spend most of their lives is an astonishing 85 percent. These workers do not go to work with a smile on their face. They often talk about their work as “dreary and boring.” And we aren’t just talking about people with mundane office jobs or blue-collar workers doing repetitive manual labor, or fast-food workers doing the same at your local burger chain. In our many DYL talks and workshops around the country, we’ve heard from teachers, CEOs, coaches, doctors, dentists, farmers, bankers, barbers, private equity gurus, librarians, army helicopter pilots, physical therapists, truckers, government bureaucrats, and lawyers (actually, from lots of lawyers), and from men, women, young, middle-aged, old, single, married, divorced—you name it—people, all saying the same thing.

				
				I don’t like my job!

				As we said, worker disengagement is a global issue, and it is even worse in other countries. More than 93 percent of Japanese workers report themselves in the disengaged category. The Japanese even have a variety of special names for these extra miserable jobs: a shachiku worker (社) translates to “corporate livestock” or “corporate slave worker,” and kaisha no inu (会社の犬) translates as “dog of the company.” There’s even a word, karōshi (過労死), which can be translated as “death by overwork,” and there have been numerous high-profile suicides by workers who could no longer tolerate their long hours and harsh working conditions.

				So count your blessings, it could be much worse. I mean, who wants to feel like corporate livestock?

				The reasons people are not happy at work are many.

				It’s my job, it’s so boring…

				It’s my boss, he’s such a micromanager…

				It’s my company, I never get any feedback on how I’m doing…

				It’s my career, I think I picked the wrong one…

				We hear you. And we are here to tell you that it might not be as bad as you think. If you have a job, that’s a start, and you should count yourself as one of the lucky ones. At least you have a little security, a little income, and a place to start your redesign. Lots of people are living gig to gig, and some people are living in the “chronically unemployed” category of labor statistics, and that’s a tough place. Fortunately, there are ideas and tools in this book that will be helpful for everyone, no matter the situation.

				
				If you don’t have a job yet, there are a lot of great tools in this book to help you find a good one, and also to help ensure that your future job is a place where you can learn, contribute, and grow into who you want to be next.

				Our philosophy is that YOU are the designer of your life and your job, and with design thinking, you can make it much better. You can change how your boss reacts to you, change your experience of work altogether, and maybe even have an impact on your company’s culture. We believe that we can all learn to design a way to thrive at work and create a workplace that’s better for everyone. And the good news is, it’s not going to be that hard.

				
					Dysfunctional Belief: I am a cog in the machine.

					Reframe: I am a lever that can impact the machine.

					Bonus Reframe: I’m a human, not a machine, and I deserve a creative and interesting job.

				

			

			
				Think Like a Designer

				Before you can start designing and redesigning your work life, you need to learn to think like a designer. We’ll explain how to do this, but first you need to understand one really big point: When designing your work life, you need to know that designers don’t think their way forward. Work designers build their way forward. And in order to do that, you need to understand and begin to cultivate the mind-set of a designer. In our first book we had five mind-sets of design thinking—now, for this book, we have six. (It’s a bonus mind-set and an important one.) The mind-sets are: curiosity, bias to action, reframing, awareness, radical collaboration, and—the bonus—storytelling.
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					Be curious. Get curious, about people, work, and the world, because a designer always starts with a beginner’s mind and asks “Why?” Curiosity is your natural human state, and it is the source of the energy you need to get started and get out and meet people who are interesting. Curiosity is the most important mind-set of a designer, because it drives inquiry and action and is the start of almost all design activities. Leave your rational skeptic at home (she’ll come in handy later when you need to evaluate all of your wonderful options) and get curious. It is a very interesting world out there! And when you’re sincerely interested in people and things (i.e., curious), people are happy to engage with you. Remember—interested is interesting.
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					Try stuff. This is the bias to action step, where your curiosity and questions turn into action in the world. We showed you how you can prototype conversations and experiences in Designing Your Life; in this book we will show you a lot more ways to sneak up on your future and discover what works for you, at work and at home. When you live into this mind-set there is always something to do, a person to talk to, or an experience to try. In this book we will show you how to experiment with all sorts of “Try Stuff” strategies. Designers build their way forward and discover what’s right for them, in their jobs and in their lives, with a bias to action.
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					Reframe problems. Reframing is a big idea, and once you get good at it, you will never get stuck again. Designers always start by reframing the problem they’re given, because, well, it’s hardly ever the right problem. This book is organized around the world of work and the kinds of bad problems that we call “dysfunctional beliefs.” These are things you might believe that are simply not true, or are not helpful, or are keeping you stuck. These are beliefs you have about work and life that just aren’t working for you anymore. We will show you how to reframe these dysfunctional beliefs and make them into actionable challenges. You’ll want to get good at reframing—it is the essential mind-set that helps you get good at solving problems. There’s an old expression, “A problem well defined is half solved,” and reframing will make sure that you define the right problems to work on. And that will lead to some great solutions to your job and life challenges. This is such a big idea, we spend pretty much all of chapter 3 talking about how to do reframing. It’s a design superpower.
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					Know it’s a process. In design thinking, you are sometimes out generating lots and lots of ideas. We call this “phase ideation,” and it’s when you flare out, looking for all the good, bad, and crazy ideas you can find. At other times, you are focusing in on a point of view or a prototype you want to try. In this phase, you are focusing in on a good question or a very specific idea you’d like to test. These two parts of the design thinking process, flare and focus, are fundamentally different, and that’s why good designers learn to be mindful of their process. You need to know when it’s time to flare and when it’s time to focus. You need to know when to ask more questions and when to accept the data you’ve generated and commit to a path forward. This is especially important if you are on a design team, because everyone needs to be pulling in the same direction if you’re going to make progress. And paying attention to the process reassures you that you’ve touched all the bases, done your empathy research and ideation, and that you are prepared to make a good decision.
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					Ask for help. If we want to figure out how to transform our experience of work, we can’t sit at home and ruminate; we need to interact with the world of work and workers. We need to ask for help. We call this asking-for-help step “radical collaboration,” and when coupled with a bias to action, it results in rapid learning, an abundance of prototype opportunities, and some life-changing experiences. Getting out in the world and talking to lots of different people who are doing interesting things that you are curious about is crucial. This is your design research. And when you radically collaborate, you also discover that you are not alone, that many people are asking the same questions and have the same concerns. When the subject is work, we want to double down on the idea that design is a collaborative process and many of your best ideas are going to come from other people. You just need to ask for help. When you reach out to the world, it’s been our experience that the world reaches back. And that changes everything.
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					Tell your story. Here’s the bonus mind-set—storytelling. When you adopt the tell your story mind-set, you are always looking for opportunities to reflect on your conversations and experiences, and looking for new ways to engage the world with your story. Everyone loves a good story, and if you’re curious, have a bias to action, and build a lot of prototypes, you’ll have lots of stories to tell. Becoming a great storyteller is something you can learn, and once learned, storytelling will become one of the primary ways you engage with others and move your job and life design forward. And once you start speaking up, a funny thing happens—the world will start talking back and telling its story, in the form of new friendships, job opportunities, and creative ways to achieve your goals. Remember, in the curiosity section above, we said that interested is interesting—which is true. And the other half of that idea is that interesting is interesting, too. That’s what’s at the heart of the storytelling mind-set. When you combine genuine curiosity with telling your story well, you’ve got a powerful combination working for you. But before the world can respond, you have to speak first and tell your story. We’ll show you how.

				

			

			
				
				Get Sexier

				When you adopt this new storytelling mind-set, you are tapping into an incredibly powerful stream of human experience—the narrative. Storytelling is a natural element of human evolution. It’s how we make meaning of our experience and our lives. It’s how we connect with one another. Lisa Bortolotti, professor of philosophy at the University of Birmingham, England, even suggests that telling stories increases sexual attractiveness and improves our chances to reproduce. Dr. Paul J. Zak, director of the Center for Neuroeconomics Studies at Claremont Graduate University, has research that shows “that highly immersive stories can change attitudes, opinions, and behaviors.” Telling a new story, especially to yourself, can be a powerful way to change your experience on the job.

				
				That probably explains why the first cavemen and cavewomen, sitting on rocks around that new piece of technology, fire, started telling stories. And humans have never stopped. A good story, and a good storyteller, is always welcome—around the fire, at the office microwave, or on the sidelines of your kid’s soccer game. We will show you how to be that person.

				Tell your story, get sexier.

				And if you’re not so happy with your story right now, don’t worry. We are going to help you design the work life you want, and in the process rewrite your life’s story. We will help you to be more curious, to try stuff, and to cultivate a bias-to-action way of being in the world. Ultimately, we want you to be an engaged and creative force at whatever you do for work. The truth is, if you are fundamentally unhappy with your job, you are fundamentally unhappy with your life.

				And that’s no way to live.

				You need you to be happy at what you do and how you spend your work life. And the world needs more happy and engaged workers.

				Throughout this book, we’ll tell our own stories and the stories of readers, workshop attendees, and others who have used life design ideas and tools to redesign their jobs, careers, and companies. People just like you who have made it work at work. We’ll show you how to design a work life that is productive, engaged, meaningful, and fun.

				In the future you are happy at work. You just need to know how to sneak up on that future.

				Let’s get started…

			

		

	
		
		
			
			1

			Are We There Yet?

			
				Dysfunctional Belief: Good enough isn’t good enough, I want more.

				Reframe: Good enough is GREAT—for now.

			

			There’s a sign over the Design Studio at Stanford that says You Are Here. We love that sign, so much so that we made it a chapter title in our first book. The idea behind that sign is simple—before you can figure out where you are going, you need to know where you are, and once you know and accept where you are, you can design your way to where you want to be.

			Are We There Yet? is different. As the title suggests, it’s about not being content with where you are. It’s the same question you hear from kids in the backseat during a long car ride.

			Are we there yet?

			Are we there?

			Are we now?

			When will we be there?

			Are. We. There. Yet?

			There’s no joy in that family car ride. It’s just a boring means to an end. Getting there. Once there, wherever there is, that’s when they will be happy. Not there yet? Then not happy!

			
			We’re not discontented kids in the backseat of the family minivan, but how many of us live our lives, especially our work lives, as if we are?

			How often do we find ourselves waiting to get there? That magical place that we wait and wait for—the place where we will finally be content and happy. We think once we have a better job, or more money, or that promotion, we will have finally arrived at the place where things are new and different and magically better. And how many of us make ourselves deeply unhappy thinking this way? The truth is, when we live our lives waiting to get somewhere, the only place we get is stuck.

			We have something important to say to you: Wherever you are in your work life, whatever job you are doing, it’s good enough. For now.

			Not forever.

			For now.

			Isn’t that a relief? Good enough for now is one of the big reframes of this book. Cultivating this attitude doesn’t mean life or work can’t get better, or that things never change, or that you stop learning and growing. On the contrary, changing our internal narrative to “good enough for now” makes it possible for everything in our external situation to transform.

			But let’s be real: In our society, the message from the media, from our culture, and from all around us is that enough is never enough. That nagging voice in your head, the one that compares you to everybody else, is saying that everyone else has more and I’d be happier if I had more, too. You’re pretty sure that everyone else already has more than you and you’re missing out. You know the voice we’re talking about. It plays in an endless loop in your head.

			This idea of always needing or wanting “more” can make us profoundly unhappy, and a little crazy, too. When we’re always chasing after the better job, or car, or house, or city, we never stop running. Ever. And this problem is not limited to just “stuff.” You can get caught endlessly chasing more peace, more mindfulness, or more magnanimity just as easily as more money. It may be a more noble race—but it’s still a trip to frustration and constant not-there-yet-ness. You can use this never-enough, wanting-more, not-good-enough mind-set to ruin just about anything in life.

			
			Psychologists have a term for the endless seeking of more—the hedonic treadmill (hedonic = pleasure-seeking). For our purposes, the hedonic treadmill describes a process of being addicted to new experiences and the acquisition of new things. And, like all addictions, each new “high” comes with a big jolt of happy brain chemicals that quickly die off, creating the need for the next “fix.” And each time, the high is a little less high, making the pleasure-seeker run faster on the pleasure treadmill, compulsively looking for bigger and better highs. But the problem is that you can never repeat the first “high.” Each new thing, each new experience, feels great for a while, and then that feeling fades. In the battle for more, you can never win. Trust us when we tell you this journey on the treadmill rarely ends well.

			The real question isn’t: How much money, time, power, impact, meaning, status, retirement savings, [fill in the blank with your favorite thing to want more of] do you have?

			The real question is: How’s it going, right now?

			A non–life designer, wallowing in the it’s-not-good-enough end of the pool, vaguely malcontent with all they have, answers by saying, over and over again, “Not so good. Are we there yet?”

			If asked the same question, a life designer would say, “Life is good. Of course, I’m working on my gratitude and managing my Health/Work/Play/Love dashboard, and I’m always trying to make a more meaningful contribution at work, but I can honestly say that things are good and I’m pretty content with what I have. I have what I need, and that is good enough for now.”

			
			The big difference: Life designers have figured out how to get off the “more” treadmill and are living in the point of view that says they have enough, and it is good.

			There is plenty of evidence that much of the unhappiness in the world comes from not realizing that we have enough, in many cases more than we need. This unhappiness comes in many forms, but it almost always expresses itself as the feeling that you need…

			
				more money

				more recognition

				more social status

				more Instagram followers

				more fun…, etc.

			

			So what are the warning signs that you might be on a hedonic treadmill and going nowhere? If you find yourself sitting on your new couch, watching your big-screen TV, with your 1,000-watt super 7.1 surround-sound system blasting, and you’re feeling lonely—that’s a warning sign. If you just spent an hour retouching photos before you posted them to your social media account, trying to make your life look a little more glamorous than it really is—that’s a warning sign. And if you find yourself wandering around your local mall, wanting something but finding nothing worth owning, bored to death, and wondering how you got there and what it all means—that’s a warning sign. Turn off your computer, silence your smartphone. Run, do not walk, to the nearest beach, forest, or beautiful sunset and stop, take a break, and look around. And to increase your sense of meaning, bring a friend, family member, or other loved one with you. It is a good idea, every so often, to remind ourselves that this is what is real, this is what life is actually all about.

			
			For the last two decades, positive psychology research from the likes of Martin Seligman, Mihaly Csikszentmihalyi, Daniel Goleman, and others has proven that happiness does not come from having “more.” Studies of lottery winners show that within a year or so these lucky, richer folks are not any happier than they were before winning. Studies have also shown that people who are happy are enjoying what they get, not wasting their time worrying about getting something they don’t need. Research has made it abundantly clear that one of the secrets to a happy life is to learn how to enjoy what you have.

			Another secret to a happy life is found in Harvard’s Grant Study, which is part of the longest-running longitudinal study of adult human development in Western society. This seventy-plus-year study found that there is no correlation between happiness and how much money you make, your social status, or other external measures of success (this assumes, of course, that you’re making a living and can sustain the basics—past that, the science says that money doesn’t matter much). What makes life meaningful and what maximizes your happiness and longevity are relationships—who you love and who loves you. And there is a strong correlation between doing something for the benefit of others and living a longer, healthier life. George Vaillant, the last Harvard psychologist in charge of the Grant Study, summarized the entire research with these sentences: “Happiness is love. Full stop.”

			So, as we go along designing jobs that invite our engagement, let’s keep in mind that we are human animals and we work best in relationship with others of our species. Relationships, clubs, churches, communities—that’s really what makes the world go around. Create relationships with people, not things—that’s one way to get you off the hedonic treadmill.

			
			Good enough for now leaves open the possibility of growth and change but doesn’t make changing for change’s sake a goal. And it doesn’t make getting “more” a priority. It is a powerful reframe and a point of view that puts you in control of what you need in life and what you want to choose to invite into your life.

			And it is the number-one way to maximize your happiness at work right now. This second. No matter what else is going on in your life and before you even read another word of this book, you can move yourself out of the state of “the unhappy, disengaged worker” and maximize the happiness that is already available by changing your point of view to one where things are good enough for now.

			
				Garth’s Good Enough for Now

				Garth thought he had done everything right. He’d researched the industry, checked out the company, and talked to all the right people in the organization. His interview went great. Sure, the woman who had previously held the position hadn’t called him back, but because he had had nothing but positive responses from everyone he did speak to, he accepted the job offer when it came. Garth was now officially a group marketing manager and responsible for several product lines in a large telecommunications company. Garth was happy.

				
				On his second day of work, the elusive woman who hadn’t returned his calls during the interview process finally called him back.

				“You’ve been really hard to get ahold of,” said Garth.

				“Well, don’t you know why?” she replied.

				In that moment, sitting at his brand-new desk in his brand-new office, Garth’s stomach flipped. He took a deep breath. “No, I don’t,” he said. “Why?”

				“They wouldn’t let me talk to you because they knew that I would be honest and tell you just how horrible the job is that you now have. It’s not at all what it seems. I couldn’t get away fast enough.”

				Garth listened as she explained what was really going on behind the scenes of the company and detailed the nature of the political mess Garth had inherited. She, of course, was thrilled to have been transferred out of state, not that she wanted to move, but she would have gone anywhere just as long as she could get away from the hell that was her old job, and now Garth’s new job.
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					Garth has found himself in about as bad a spot as we can imagine. He made a good choice, based on good information that this new job was going to be great. He made the best decision with the information available. He shouldn’t beat himself up because it turns out that some important information was withheld on purpose. Ron Howard, the Stanford professor who is considered the father of decision analysis, says, “Never confuse the quality of a decision with the quality of the outcome—they are really two different things. The only thing you can control is the quality of your research and the quality of the resulting decision.” This is a critical insight about decisions and worth remembering. Of course, all Garth knew was that he was in trouble…
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				Garth hung up the phone and then hung his head. He had no idea what to do. He figured he shouldn’t leave a job on his second day, and besides, he was a new dad, and he and his wife had just bought a house, and between that and the baby there was nothing but bills to pay. He knew he couldn’t support his family without the income from this job. And how would he ever explain the quick turnover on his résumé to future employers? His position had already been announced in the industry. Any new employer would ask what had happened. It wouldn’t look good. There were a million reasons why he had to stay.

				He was going to have to tough it out. And after some time he realized that what his predecessor had told him was true—this was a really awful job. Garth’s boss was not a great guy. Not even close. It was a pretty bad situation all the way around, and Garth predicted that over time things would go from bad to worse.

				And that’s exactly what happened.

				So Garth had a choice.

				He could be miserable every single minute of the day. He could beat himself up for making a bad decision (he did not have the benefit of a class with Professor Howard about the difference between decisions and outcomes). He could turn into one of those people we all know—that person who is always complaining about his job, her boss, the company—but never doing anything about it. Or he could change his point of view and find some way to make the job “good enough for now.” So he took the first step designers always take—he accepted the situation and, by accepting his situation, he began the process of designing his work life.

				
				First, he decided to plan positive energy breaks at three-hour intervals every day. He would get up from his desk, take a walk around the grounds of the company, then go to the cafeteria and buy an ice-cream cone. He gained weight, but he also found something that made him happy every few hours and helped him feel reengaged with his work when he sat back down at his desk. The day felt less difficult with these scheduled breaks, and Garth felt less like he was doing time in prison.

				Buying an ice-cream cone is pretty doable. That was solution number one.

				Second, Garth looked around at this large, vast, complicated company and decided he could learn a lot from the smart people there, particularly those outside his Marketing department. He decided to visit the other parts of the organization and learn as much as possible. He especially connected with the Sales department and learned everything there was to learn from them when it came to telecommunications sales. It turned out that having friends in Sales helped him in his marketing job.

				Garth’s job still sucked—it was not the one he had been promised. But Garth got curious and started talking to people and, because he was learning new things every day, the pay was decent, and he was able to get good work done, he was able to live into the “good enough for now” point of view. And after eighteen months—enough time that it wouldn’t look so bad on his résumé—Garth decided to change jobs. Because of some positive recommendations from his friends in Sales, he was able to move to a better job in a much better company. In the end, he left feeling successful, with some great relationships, and with his résumé (and soul) intact.

				
				The good enough for now reframe helped Garth, and it is going to help you stop being one of the disengaged at work, stop being a statistic, and begin designing your work life.

				Let’s be really clear here—we’re not trying to tell you to lie to yourself or settle for a miserable job or even for an unsatisfying one. We are suggesting that, to change your point of view and to start moving toward more happiness, it is best to stop waiting for something or someone else to change. You have no control over other people, and little control sometimes of your circumstances (just ask Garth). When we design our work life, we begin by accepting what is, and then find small ways to redesign our circumstances. We get curious, talk to people, try stuff, and start telling a new story. In the process, we find ourselves more engaged, and more energized. All from adopting the point of view that what we have is good enough, for now.

				Not for forever.

				For now.

			

			
				Reframe Not Rename

				We want to be clear that we are not just telling you to look at the bright side of things, or advising you to blindly choose to decide it’s all okay. We aren’t ignoring the reality of what might be a really bad work situation. Good Enough for Now is a reframe, not a rename.

				Renaming is just slapping a new label on the same old mess. Writing yogurt on the side of a carton of spoiled milk does not make it taste good—and painting a new good enough label on your difficult work situation won’t make it better. That’s not what Garth did and not what we’re recommending.

				
				We’ve all heard the advice to just make the best of a bad situation. That’s not bad advice, but if you only make the best of a bad situation, you are still in a bad situation. It doesn’t get at the root of the problem or offer an opportunity to change the situation. You’re more cheerfully navigating lousiness, which is an improvement, but not much of one and rather hard to sustain over time.

				When you reframe, you are actually completely reorganizing how you structure your perception of a situation (which of course means a new point of view), which fundamentally alters how you focus your attention and deploy your bias to action. When it works, this results in a substantively different story and experience.

				Let’s analyze Garth’s reframe to good enough for now with this understanding of the difference between renaming and reframing. First Garth accepted his situation, and then he reframed it from “getting satisfaction from my job and my boss” to “being around new talented people and learning new things.” He also identified something in his situation that would be of real value to his employer (and to Garth) and focused his attention there (in Garth’s case, getting Marketing and Sales working together). Garth didn’t just put a happy “rename” on a bad job; he designed a whole new outlook and framing (reframing) for his job. He could answer the question “How’s it going?” with “It’s going pretty well, thanks,” and that was an honest answer based on his reframed reality. Sure, the crummy parts of the job persisted, but by accepting his situation and directing his attention to other things, Garth was able to make it work at work.

				Now, this doesn’t always work. We are realists, and we fully recognize that there are times when your life isn’t good enough at all. Tragedies happen, people lose loved ones, or live in joyless or abusive relationships, or have terrible and demeaning jobs. We understand that sometimes things are just rotten and sometimes you have to do something about it. If you are in an abusive job, or being discriminated against, or being asked to do things that are immoral, illegal, or both—run, don’t walk, for the exit. Life is too short to put up with that.

				
				But if it is just run-of the-mill bad—a job that isn’t interesting or a company that has a bad culture (or no culture at all)—we advise you to hang in there. We think we know some very effective ways to make a bad job better.

				Or at least to make it good enough for now.

				Remember, for now implies hope, hope that there might be a better outcome in the future, and it gives us a space to prototype into. That’s how life designers work—they accept the reality of the situation or job at hand, they look for a reframe, and, by applying a bias to action mind-set, they build something—a prototype—then learn something, and do it again. We call this process “building your way forward” and it works in almost any situation. It’s a process for taking small steps that eventually set you up for a big success. (Worst-case scenario, you get an ice-cream cone every day.)

				And sometimes the best prototype is to just wait a little bit. We are always in such a hurry—taking a little extra time often opens up new possibilities and ways forward.

				Good enough is always relative to your situation and your needs. For now is also relative, and change, and change for the better, is almost always possible.

				And when you think like a designer, you always have a choice.

				Just ask Garth.

				
					
					Dysfunctional Belief: To have a good work life I need to “go for it” and really shoot for the moon!

					Reframe: The secret to “good enough for now” is to have a bias to action, but set the bar low, clear it, then do it again, and again.

				

			

			
				Set the Bar Low

				You don’t like your job, you don’t particularly like your boss, you’re bored, you think you’re underappreciated, and you know you’re overworked and probably unknown. Your first impulse is to quit. Start over. Not give a single you-know-what and just let the bridges you burn light your way on out of there.

				That’s one way.

				This book is about a bunch of other ways.

				Design thinking can transform your job and change everything. Including you. We’re not saying it will always be easy or quick, but we do think it will be satisfying and very doable. Behavior change is difficult. Adopting and living into these new designer mind-sets, like bias to action and reframing, isn’t that easy. There’s no shazam and suddenly you think and act differently. But we do know a few things from the positive psychologists on how to make behavior change a little easier.

				It is estimated that 90 percent of New Year’s resolutions fail by the time we are three months into the New Year. More than two-thirds of all diets fail. And don’t get us started on the number of step trackers and fitness bands that find their way to the junk drawer six months after purchase. At the Stanford Life Design Lab (d.Life) we’ve studied these phenomena. Behavior change is tough, and people try too hard, go for too much, and fail, almost every single time. It is another reason why many people are stuck in unhappy jobs and situations—they think they have to make a BIG CHANGE and have tried and failed to change it.

				
				There’s another way—and it’s called the “Set the Bar Low” method.

			

			
				Set Small Goals

				The Set the Bar Low method is based on some pretty sound psychological studies and behavior change models that suggest that taking small, actionable steps is the best way to establish a new behavior or habit.

				Say you are a typical American couch potato, but you’ve read the studies on the value of exercise for your physical and mental health, and you have decided to start running. You’d like to set a goal of running a marathon, but you’ve also read that setting a goal as lofty as running a marathon is likely to fail. You want to make a change, and do it right, so the first thing you do is accept that this is a problem you are willing to work on. Then, with your bias to action mind-set, you get out a calendar and block out the first two weeks with the goal to “walk 5,000 steps a day.” You turn on your smartphone’s step counter and note every day how far you’ve walked. This is a pretty attainable goal—most people walk about 5,000 steps a day anyway—but it gets you in the habit of noticing how far you’ve walked every day. Noticing is a big deal in behavior change. When you accept that you are working on your fitness goals and start noticing your progress, you get the ball rolling.

				
				As soon as you have successfully met the goal of walking 5,000 steps every day for a week, you celebrate. For Garth, it was going out for ice cream—you might consider setting a healthier goal. Celebrating is critical, as it gives your brain a little dopamine blast as a reward for successfully making a change. Then you up the goal—say, 7,500 steps a day, then 10,000. After a few weeks at 10,000 steps, you might change the goal to something like “jog a quarter mile.” Every two weeks, once you’ve met your previous goal, you make a small, incremental change. If you fall behind, no problem, just reset your goals and start over—but no ice cream. Your brain needs to pay a penalty for messing up.

				You can see where this is going. At a certain point you are ready to walk-jog a 5K race. Then a 10K. And on you go, incrementally, toward that marathon. Signing up for a race also introduces another powerful motivator—accountability. It is best to sign up for these races with a friend and make an agreement to show up and finish the race, together. Studies show that when we create accountability, in this case by committing to a race and agreeing to run and finish the race together, the likelihood of our meeting our commitment increases substantially.

				Will you eventually run a marathon? Maybe. But that’s not the point. Along the way, your goals may change, and that’s okay. It may take six months or so to get up to some serious mileage, and running a marathon might not be what motivates you at that point, but the important thing is that you will have established a method you can rely on for making changes.

				Start small, set the bar low, and try something.

			

			
				
				Notice What’s Working @ Work

				In Designing Your Life, we had readers try a basic self-awareness exercise called the “Good Time Journal.” Here, we’d like you to try a variation on this exercise, which we call the “Good Work Journal.” It’s a simple tool for noticing and recording what engages you at work, what energizes you, and what puts you into a state of “flow.” We recommend doing it as a regular daily practice for a few months in order to get a reliable and accurate understanding of what’s working in your work life and what’s not.

				The basic principle is the same as the Good Time Journal: You observe and record your thoughts, emotions, and behaviors while at work, and then record what you notice about your work and your job. We have a few different categories of “noticing” that are connected to the research about what makes work “good work,” and they are:

				What did I learn?

				What did I initiate?

				Who did I help?

				This process makes your observations about work explicit and tangible when you write them down. Then you see if anything pops out at you by asking the question What do I notice? This will break you out of your stereotypical response to the question How was your day? (Okay, I guess) and gives you a better sense of what is really going on. Practices like the Good Time Journal and the Good Work Journal help you gain awareness of what’s working in your life and what’s not. Over time, these practices contribute to a sense of moving in the right direction. And when you get used to setting the bar low and making the small incremental adjustments that come from noticing what’s working, it all starts to add up to significant changes in your experience of work.

				
				Below is an example of a Good Work Journal. (All of our worksheets can be downloaded from our website at www.designingyourwork.life.) You make daily entries and then “notice” your answers to the following three questions:
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					 1. What did I learn? Reflect on your day and your week and ask yourself the question What did I learn? Look for small things, something that you’ve added to all the things you know. It doesn’t have to be a big deal. It could be a new process or procedure, a new way to make a PowerPoint slide, or something new about Gladys in Accounting. Also be on the lookout for what we call an “unlearning.” That’s when, instead of adding to the things you know, you learned that something you thought was true wasn’t. You thought the United States is bigger than Russia, and you found out that’s not true. (Russia is 1.8 times larger than the United States.) You thought that nobody liked strawberry ice cream, because you don’t, only to discover that it is the fourth-most-popular flavor behind vanilla, chocolate, and butter pecan. (Who knew butter pecan was even on the list?) To feel like your work is working for you, the science says you have to be learning something every day. So notice every day what you learn.

					 2. What did I initiate? In order to feel like a designer in your job, you want to be creating and initiating things, most of the time. When you take it upon yourself to initiate an action, a change, or a new way of doing something, you satisfy what psychologists call an “innate need,” and these needs are uniquely human. And when you are getting your innate needs met you feel like you have more control of your world. The best part—you don’t need your boss’s approval to initiate something. Pick something small, something that you can complete on your own, and you will garner the psychic rewards of being a creator. Some examples: organize everyone signing a birthday card for a fellow employee, clean up the break room after your shift (leave your campsite better than you found it), or build a better spreadsheet with color coding of the most important cells. Set the goal to initiate something new at work at least once a week. You’ll be surprised how good this makes you feel. We’d be surprised if some people at work didn’t take notice of your newfound initiative.

					 3. Who did I help? The science is clear on the value of helping others. In the Harvard Grant Study that we mentioned earlier, doing something in the service of others had a very strong correlation to long life and happiness. And just like our intrinsic need for initiation, humans have an intrinsic motivation toward what psychologists call “relatedness.” We call it being helpful. So take notice, every day or at least once a week, of something that you have done in the service of the people you work with. Again, small interventions count. Loading the copier with paper before it runs out so that your colleagues don’t have to, watering someone’s plants when they are on vacation, helping someone solve that weird color-coding problem with their spreadsheet, bringing coffee for your colleague on the night shift, etc. All of these small gestures build good karma around the office and help satisfy an intrinsic motivation—one you might not even know you had.

				

				
				In the Try Stuff part of this chapter we have included the Good Work Journal exercise, and we encourage you to try it for at least a month. When you start noticing that you are learning new things, initiating useful changes around the office, and helping others enjoy their work, you’ll probably notice that your satisfaction with work is increasing. Better yet, you don’t need anyone’s permission to start doing these things—the change that you are trying to make is entirely in your own hands.

				Remember to start with a bias to action, set the bar low, reward yourself when you complete a week’s worth of journaling, and, if you lose momentum for a while, no problem. Start back up where you left off, reset the bar, and keep going.

				But go easy on the butter-pecan ice cream!

			

			
				
				A Time for Reflection

				We know that it’s really hard to separate your work from your life. Not just because so many hours of our lives are spent at work, but because who we are at home and who we are at work are not that different (unless you are a secret spy or living in witness protection). What makes us happy and gives us meaning travels with us from home to work and vice versa. Designing your life is designing your work, and designing your work is also designing your life. And we rarely give ourselves time to reflect on the totality of it all.

				You’ve probably heard of “practicing the Sabbath,” which is part of the Jewish tradition of resting from work for one day a week in order to more fully appreciate life. Most faith and wisdom traditions suggest some variation on this weekly practice of stepping back and reflecting on things. It helps us get the most out of our experience. Those traditions contributed to how we ended up with the modern “weekend” of Saturday and Sunday (although now many of us have turned the weekend into another crazy set of obligations).

				We recommend that you take five to ten minutes—that’s all—once a week on a non-workday, a Saturday or Sunday for most of us, and use that time for what we call our “7th Day Reflection” exercise. To do this well, you first have to understand our specific definition of reflection and why we think it’s worth a try.

				Reflection is the critical step in ensuring that you get more out of both work and life.

				To reflect is to think, ponder, or meditate on an idea or experience, and when we use the term, we mean to give some quiet, focused attention to select ideas or experiences.

				
				There are two types of life design reflections:

				
					 1. Savoring

					 2. Insight

				

				By savoring we simply mean returning to an experience or thought and reentering and re-remembering it. You do this in a setting where you can give it your full attention, somewhere quiet and comfortable. You participate in the reflection at your own pace, via memory and imagination. Savoring something is inherently valuable in its own right—so a savoring reflection is about focusing on something worthwhile and giving it your honest, undistracted attention. This is the essence of getting more out of (rather than cramming more into) your life. By reengaging your experiences through a savoring reflection, you can more completely engage the fullness of what you’re reflecting on, whether it is a social experience, an athletic endeavor, a work accomplishment, an artistic encounter, a new business idea—whatever. Savoring will deepen the experience, secure it in your memory, and expand your understanding of why the experience was valuable. Voilà! With a few moments of investment, you got more out of life—for free! Of course, if you document your savoring reflection with a note in your journal, your chance of experiencing more meaning in your life goes way up. It’s a practice that pays off time and time again.

				The second possible outcome—an insight reflection—is a more elusive beast, and it may or may not happen. Reflection will definitely help you avoid missing insights, but you can’t demand an insight after every experience. But we can increase our chances, and invite and enable insights, by reflecting on and savoring our experiences.

				
				Insight reflection usually begins with a question. Insights can be thought of as an ongoing conversation with yourself and your inner world. The insight generally comes by seeing the “bigger picture” behind an experience, or by sensing a deeper structure or emotional framework that gives the experience more importance.

				Here’s an example of both a savoring reflection and an insight reflection: During the week that Dave was working on this chapter, he had a three-day trip to Saint Louis to speak at a conference. While he was on the road, Dave sent his wife a small flower arrangement. When he got home, his wife gave him a big kiss and a hug and told him how much those flowers meant to her.

				While doing his 7th Day savoring reflection on his week, that warm welcome home stood out. It was a brief moment, but when Dave savored it, when he re-remembered it deeply, it was so much sweeter. He was reminded how much he loves his wife, how glad he is to be married to her, how blessed he is to have a wife who is so affectionately grateful. The original hug and kiss were good—but the savored memory in reflection was awesome!

				And…that brought an insight reflection as well. With all the worldwide trips that have come with being an author—which are pretty big and exciting—he’d lost track of the little things. His wife was almost as excited about those flowers as she was about going to Prague on a book trip with Dave. The insight was simple but profound: The emotional value of things is not proportional to their size. Simply put—never forget the little things!

				Don’t forget that reflection is a practice. That means that to be most effective, it ought to happen regularly. Give our 7th Day Reflection exercise a try for a couple of weeks and then take a moment to reflect on the practice itself; see how it works for you. Reflection is a powerful way to train your capacity for noticing your experience. So go for it, and welcome to “more” for free.

			

			
				
				Wait, Are We There Yet?

				Designing your work life is a continual process of building your way forward. Start with a bias to action—just do something. Then adopt the “good enough for now” point of view. Try it right now. No matter what isn’t working at work, meet our challenge to do something, and accept the reframe that you could make it good enough for now. Then identify and resolve your hedonic treadmills and use the Set the Bar Low method for changing bad habits and behaviors. Adopt the practice of a daily Good Work Journal, and notice one or two positive things in your life every single day. Complete a 7th Day Reflection exercise once a week. Savor your experiences, and then dig around in them for insights. You may find that the mind-sets of bias to action and reframing are becoming second nature, and this will cause you to experience your work, whatever it is, in an entirely new way. You will start to notice how much more relaxed and energetic you are. And how much more available you are—to other people and to the opportunities that have started showing up all around you. Pretty soon, good enough for now will start to feel really good. That’s because you are no longer asking from the backseat of your life, “Are we there yet?”

				You’re in the driver’s seat.

				Using design thinking.

				Ready to start right where you are.

				
					
					Try Stuff

					MICRO-GOAL EXERCISE

					
						 1. Pick a bad habit you’d like to change, or a new habit or behavior you’d like to make part of your daily routine (exercise more, start a mindfulness practice, have a kitchen that is always clean, etc.).

						 2. Set some big goals. Write down a clear and measurable description of your eventual goals. (For example: I regularly get three hours of aerobic exercise a week; I meditate thirty minutes every other day, regularly; there are never dishes in the sink and the kitchen is always clean and ready to go for the morning, before I go to bed.)

						 3. Make the big goals part of your “story.” Write a couple of sentences about what you’d get, what the emotional benefit to you would be, if you were to make this new behavior part of your regular routine. (For example: I’d get better health and sleep and feel good about how I look; I’d get a calm and centered approach to life and manage my anger better; I’d get an inviting place to cook and make nutritious meals for my family every day.)

						 4. Sneak up on the change you want to make with “micro-goals.” Plan the first eight weeks (it takes about eight weeks to establish a new normal) of micro-goals, designed to get you partway (maybe 20 percent?) toward your big goal. Make the micro-goals each week easy, something you think you’re sure you can do. And make sure that whatever goals you set, you can measure the results.

						 5. Make sure you reward yourself, at regular intervals, for accomplishing your micro-goals.

						 6. Do not reward yourself if you slip back. And do not judge. Change is hard. If you’re accomplishing 70 percent of what you set out to do, you’re doing great. You will get better and better at this as you go. Reset your targets and get back to being on track.

						 7. At the end of eight weeks, assess your progress toward your goal. If you have achieved most of what you set out to do (the 70 percent rule), congratulations. Now that you’re feeling confident with your process, keep going. Set the next eight weeks of micro-goals and repeat.

					

					There will be a temptation to start increasing the difficulty of the micro-goals. Be careful—that could cause the process to fail. Remember, this is the Set the Bar Low method—the test for micro-goal size is simple: It should look easy and you should be sure that you can do it. As you gain confidence in the process, bigger goals might become easier, and that’s okay. But trust your gut and don’t overdesign your goals. Stay patient and keep reinforcing your progress with small successes (and celebrations).

					We’ve all heard the phrase, “Be the change you want to see in the world.”

					We say, “Go forth and change the world, and yourself—one small goal at a time.”

					
					GOOD WORK JOURNAL

					
						 1. Complete a log of your daily activities, using the worksheet provided (or in your own notebook). Note when you are “Learning,” “Initiating,” and “Helping.” Try to do this daily, or at least every few days, and no less than once a week.

						 2. Continue this daily logging for three to four weeks.

						 3. At the end of each week, jot down your observations. Then ask yourself, What do I notice?

						 4. Are there any surprises in your observations?

						 5. Do you find that you have more entries in one of the three categories: learning, initiating, helping? If so, what do you think that means?

						 6. If you find that entries in one of the three categories are often missing, make a plan to boost your learning, initiating, or helping in the next week.

						 7. Observe how that intervention made you feel—make a note of that in your journal.

					

					
					
						
							
									
									ONE WEEK “GOOD WORK JOURNAL” WORKSHEET

								
							

							
									
									Use this worksheet to reflect on your day and your week and ask yourself three questions: What did I learn?, What did I initiate?, and Who did I help?  Research shows that noticing these things will help you get more out of work and increase your engagement on the job. Try to have at least one entry a day.
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					7TH DAY REFLECTION EXERCISE

					Here’s a simple four-step exercise you can do weekly. We recommend making it a regular practice to get the most out of it.

					1. Retreat

					
						• Find a quiet spot where you can sit comfortably for five to ten minutes, either at a table or with a surface you can write on (preferably by hand, but typing is okay if you prefer).

						• Close your eyes and just breathe for a moment. Take at least three or four full, calming breaths to slow yourself down and be glad that you’re alive and have this quiet moment to yourself.

					

					
					2. Review

					
						• Now, while still keeping your eyes closed, let the last seven days flow before your mind’s eye. As you do so, look for two to four moments in your week that you are attracted to and grateful for in retrospect.

						• Note: Beware of being “attracted” to problems, conflicts, forgotten to-do items, etc. The mind loves to get caught up in that stuff. When that stuff appears (and it will), just tell yourself, I’ll get to that another time, and let it go. Don’t fight it or attempt to resolve it—both of which will steal all your attention. Just acknowledge it, then let it go and return to your reflection. Yes…this takes some practice to get the hang of.

						• As you review your week, being attentive to those two to four moments, very briefly jot down just one or two words for each such moment that stands out, so you won’t lose it. “Cheerful grocer” or “finished essay” or “appeased boss.”

					

					3. Reflect

					
						• When you’ve got your list, look it over.

						• Fully savor each of those moments again—getting the most out of them.

						• If one particularly pulls your attention, feel free to journal a bit further about the experience. Nothing long or dramatic—just an entry to capture that experience.

					

					
					4. Reinforce & Retain

					
						• Then reinforce your reflection by saying to yourself something like I’m really glad for these things. With these in mind, it was a good week. This is putting “good enough for now” to work proactively.

					

					That’s it! And it really does take only five to ten minutes.

					Bonus Step—Insights

					
						• If you notice that any of the moments you identified are offering an insight or a learning you want to capture, write that down, too.

						• Insights don’t always happen, but they’re lovely when they do, so be sure and get yours when they’re available.

					

					Bonus Step—Tell Your Story

					
						• One way of getting the most out of your life is by giving it away—through storytelling.

						• If others in your household are doing this exercise, too, you can share your reflections.

						• Most of us get asked, “Hey—how’s it going?” at least once a week, if not more often. You could insert a story from your 7th Day Reflection in your answer. “It’s going pretty well, actually. Why, just last week the checker at the grocery store ran out to the parking lot to return the credit card I’d dropped—how great is that?”

					

				

				
				What this exercise does is help you decide how to optimize your own experience of your life in your favor. We all do this anyway—focus our attention on some things and not on others. The problem is that most of us focus on the negative or difficult and bias our memory and mind-set negatively.

				This exercise has nothing to do with pretending or fantasy. It’s all about maximizing reality. The best moments of your week are real—we’re just being sure to get the most out of them.

			

		

	
		
		
			
			2

			Money or Meaning

			
				Dysfunctional Belief: I must choose money or meaning because I can’t have both!

				Reframe: Money versus meaning (like work-life balance) is a false dichotomy. Money and meaning are just two different measurements of what I value.

			

			Are you Team Money or are you Team Meaning?

			It’s a question and a choice that a lot of people struggle with.

			So, what’s it going to be? Money or meaning?

			Turns out there’s no right answer, because it’s the wrong question.

			We really don’t like false dichotomies, where one thing is pitted against another and it’s a zero-sum game. The money-versus-meaning debate is one of those false dichotomies. Although it sure seems like meaningful work and making lots of money are two completely different and often incompatible things, a closer look at the situation tells us it’s just not true. Or at least it doesn’t have to be that way.

			There are doctors working in rural America for very little money and lots of meaning, and there are plastic surgeons doing face-lifts in Los Angeles for lots of money and very little meaning.

			
			There are teachers who have been teaching reading to first- and second-graders for forty years—we know one named Marion who just retired, but not before she taught Bill’s daughters to read—whose lives are filled with lots and lots of meaning and just enough money to live comfortably and support their passion for teaching.

			There are private-equity gurus who make tons of money, and spend a lot of that money self-medicating with drugs and alcohol, and buying things they don’t want or need to distract themselves from their meaningless lives.

			There are also burned-out teachers who have lost their love of teaching, and private-equity folks who love the game and find meaning in making capitalism more efficient and more effective.

			There is no right answer or wrong answer to the money/meaning question. It’s all about living coherently, which means living in tune with what you value. And in order to do that, you need a way to know when you are on the right track and when you are not.

			You need to build your compass. (If you’ve already done this exercise from Designing Your Life, you can skip this section.)

			
				The Coherent Life

				The coherent life is one lived in such a way that you can clearly connect the dots between who you are, what you believe, and what you are doing. In Designing Your Life we explained the two things you need to build your compass—a Workview and a Lifeview.

				A Workview is not about your job description, and it’s definitely not the “I want a corner office and a company car” wish list. A Workview is a manifesto—it’s the set of values you use to define what you think good work is and is not. It is an articulated philosophy of what work means to you. A Workview may address such questions as:

				
				
					• Why work?

					• What’s work for?

					• What does work mean?

					• How does it relate to the individual, others, society?

					• What defines good or worthwhile work?

					• What does money have to do with it?

					• What does experience, growth, and fulfillment have to do with it?

				

				A Lifeview sounds big and daunting, but it is simply your own particular ideas about what gives life meaning and what makes life worthwhile. It probably involves others in your family and your community. It may have a spiritual component to it. A Lifeview is what helps us define what matters most. It might address these questions:

				
					• Why are we here?

					• What is the meaning/purpose of life?

					• What is the relationship between the individual and others?

					• Where do family, country, and the rest of the world fit in?

					• What is good? What is evil?

					• Is there a higher power, God, or something transcendent, and if so, how does this impact my life?

				

				
				One good reason to have a clearly articulated Workview and a Lifeview, other than trying to live a coherent life, is so you don’t end up accidentally living someone else’s Workview or Lifeview. Trust us when we tell you it can happen. There are often lots of powerful voices in our head that have no problem articulating our views for us—telling us who to be, how to live, what work to do—and if we aren’t careful, we can end up navigating with a compass that doesn’t actually belong to us.

				Coherence is the goal of this exercise. For example, if your Lifeview says that the way you make your life meaningful is spending time with your immediate and extended family, but you work so much that you forget your kid’s birthday and you haven’t returned that voicemail from your brother in three weeks, there is going to be some stress in your life that comes from this lack of coherency. Or if your Workview is all about how work should feed your soul, but, as a gig worker, you find that most of your high-paying freelance work is coming from companies whose products you would never buy because they are destroying the environment, you are going to spend a bunch of time rationalizing that you’re not really the sellout you seem to be. Again, not so coherent.

				Living the coherent life doesn’t mean everything lines up perfectly every perfect day of your perfect life. It just means that you are doing your best to live in alignment with your World- and Lifeviews, whatever those may be. If we can see a clear connection between who we are, what we believe, and what we are doing for a living—then we know we are on course. Our compass is working.

			

			
				
				Workview Reflection

				Write a short reflection about your Workview. We’re not looking for a term paper here (and we’re not grading you), but we do want you to really write this down. Don’t do it in your head. This should take about thirty minutes, and try to shoot for 250 words—less than a page of writing.

			

			
				Lifeview Reflection

				Just as you did with the Workview, please write a reflection on your Lifeview. This should also take no more than thirty minutes, and should be 250 words or so.

				

				—

				The only way to do these reflections incorrectly is not to do them at all. Think like a designer. Be curious. See what you discover. You won’t have to read these to an audience (unless you want to—sharing them can be powerful). Just do it. If you are one of the almost 70 percent of people who are disengaged at work, please try to focus on answering the bulleted question prompts at the beginning of this chapter. You might just get to the bottom of your malaise in a matter of minutes.

				Seriously, do this exercise right now. After you’ve written both, see where your Workview and Lifeview complement each other. Notice where you are living a coherent life, and where you are not.

				Prepare for an “aha” moment.

				We’ll wait.

			

			
				
				Alcoholics Shouldn’t Work in Liquor Stores

				For Dave, losing his dad at the age of nine was beyond difficult. He missed growing up with a dad, and it’s a loss he still feels to this day. From the time he was young (and notwithstanding his deep-seated desire to be Jacques Cousteau), whenever anyone asked Dave what he wanted to be when he grew up, his answer was always the same.

				“I want to be a dad.”

				This wasn’t the cute answer of a somewhat precocious child. Dave really wanted to be a dad, and not any dad—he wanted to be a good dad, the kind of dad who spends lots of time with his kids. He vowed to never be one of those career-focused kind of guys. He was going to be all about family, all the time.

				Then he began working in the high-tech industry in Silicon Valley, and he worked hard—fifty, sixty, seventy hours a week. He had a wife and a family, but his job required him to be on the road. He missed dinner most nights, coming in at 10:00 p.m., after the kids were in bed. Dave said he wanted to spend more time at home with his wife and kids, but his actions said something different.

				He tried lots of ways to get home earlier, but nothing worked. Dave was baffled when he heard people at work calling him a workaholic. He wasn’t addicted to work like the “real” workaholics that he knew. Workaholics cared only about the job and the money, and Dave wasn’t that guy.

				Except he lived like one.

				And his life lacked coherence.

				It turned out that Dave actually had attention deficit disorder, which meant he was easily distracted and easily interested. His work was full of interesting things to do, especially in a rapidly growing new technology company in rapidly growing Silicon Valley, so Dave was in a dangerous place.

				
				Dave knew he had a problem, that he wasn’t living coherently with his Lifeview and Workview, so he quit his job. He was sure the new job would let him get home in time for dinner.

				It didn’t work.

				So he tried a new boss, a different role, and even a new industry, thinking that would fix his “overwork” problem—he tried it all. But everywhere Dave went, there he was. And he worked as hard and as long because he was as interested in every new shiny conversation that passed in front of him. He couldn’t control himself.

				And the saddest part of all was that, even when he was home, he wasn’t really there for his family. His son wanted to play, but he was asleep in his chair, too tired to play. Dave had become the very opposite of what he had wanted to be when he grew up, a good dad. But he had no idea what to do. The problem required a reframe that was, at the time, bigger than Dave knew how to imagine. But he was sure he wasn’t living the coherent life he wanted.

				Sometimes life steps in, in the most unexpected way, and shows you a new path. Dave’s mom got cancer. Dave knew she had a limited amount of time to live, so he took a leave of absence from his role as vice president of marketing. He wanted to make sure he had the time to focus on his mom. Almost immediately, Dave noticed that something was different. He was spending quality time with his mom, and he knew that was the right thing to do. And he was happy to discover that he also had more time to focus on his family. Things started to feel way more coherent, and he started to be who he knew he wanted to be.

				
				And then something else started happening. A few former employers and friends at other companies began calling Dave to see if he could spare a few hours or a day or two to consult with them on a few small projects. He said no to some, depending on what his mom and his family needed, and yes to others. Unlike his day job, where he just couldn’t say no to a project, the framework of consulting gave Dave a sense of freedom he didn’t have as a corporate guy. He had thought briefly about being an independent consultant before, but it seemed a little scary and he wasn’t sure he could support the family doing it. But now, having accidentally “prototyped” this new lifestyle (Dave didn’t call it prototyping in those days, but that is exactly what he’d been doing), it didn’t seem so scary. After his mom died and it was time to go back to work, he never went back. He became a full-time consultant. And while he gave up some money and a fancy title, he was able to buy back time—time to coach his sons’ baseball teams, go on vacations with the family, and teach Sunday School. What Dave learned was that he was good at working hard, and he liked to do a lot of work, but working inside a corporation was a bad fit for him. Dave was best suited for the gig economy before there even was a gig economy.

				Dave finally accepted that he is actually a workaholic, not because he loves work, but because he can’t stop. And just as alcoholics probably shouldn’t work in liquor stores, workaholics like Dave shouldn’t work in Silicon Valley start-ups where the jobs are never, ever done. As a consultant, Dave was able to bring his Workview and Lifeview into coherence, and he found a way to manage his tendency to overwork. And he’s never looked back.

			

			
				
				Creating Coherence

				Years ago, while waiting for a hamburger at an In-N-Out Burger in Las Vegas, Nevada, Dave and his then nineteen-year-old son struck up a conversation with a long-haul trucker. The trucker boasted, “I’ve got it made in the shade. I’ve got the best life of anybody I know.” He went on to describe how, after years of being an independent, freelance trucker, who never really knew where his next job was coming from, he had signed up with a corporation where he had a regular route. This life redesign really suited him. His regular route was traveling about 2,500 miles a week, starting up in the Pacific Northwest and looping down around the Southwest and then back to his home out in rural Wyoming, where he had a small farm. He got to spend two and a half days a week at home on his farm. He got to see his kids and his wife every single week.

				What a great work-life design! He was one of the happiest people Dave had ever met. He was making a living, he was enjoying his work, and he and his family had figured out a way to design a job that worked for everyone. And what a great role model for Dave’s son.

				You may not be a long-haul trucker, but if he can design a great work life, so can you. The challenge is to figure out how to follow your compass and create the coherency you need to feel like your life is working for you, like the trucker in Dave’s story.

				One warning: In the modern workplace people aspire to having their income-producing work also be their meaning-producing work. You’re making the impact in the world you most care about and you are getting paid to do it. For many people, and especially when we talk to the Millennials and Gen Z-ers, this is clearly their model for the perfect job or the tailor-made gig.

				
				This is the unicorn.

				Seriously.

				These people seem to think that you ought to be able to find your passion and get paid to do it. Every day. All day. For lots of money. Most of the time, however, it’s just not possible. Most people, even if they find their passion, can’t make a living at it.

				We are really, really sorry that this is the way the world works—but part of coherency is dealing with reality. So it is time for another Accept. It’s time to blow up this somewhat romantic idea about work and remember that this hasn’t always been what people expected. For most of the nineteenth and twentieth centuries, people aspired to a simpler idea, where you make money one place and have a life in another. This is and has always been a valid way to live, and we suspect that it’s the way most people live today. They just don’t admit it—and that’s part of what makes them unhappy.

				For instance, Dave’s “calling,” other than being a great dad and now grandad, has been to help young people figure out their lives and to find their own “calling.” But for most of his career, as we said, Dave made his living as a consultant, and he helped young people figure out their life on the side. In fact, the first time he ever got paid for doing this important work was at Stanford University, when he went on the payroll at the Life Design Lab, the lab he cofounded with Bill.

				In the rest of this chapter we wrestle with the money–meaning dilemma (pinning it down once and for all) and help you to figure out where and what kind of impact you want to make in the world.

			

			
				
				So, What Do You Make?

				We’ve all been asked the question What do you make? (often by people who have no business asking it, but that’s a different problem). Whether that question makes you uncomfortable or not—and most people don’t like it—it does bring to the surface a very important topic.

				What DO you make?

				Here’s our reframe—making is great. Designers love being makers, and we think everyone should be a maker, too. Now, what you make is the question, and it’s not just about how much. As Einstein said, “Not everything that can be measured counts, and not everything that counts can be measured.” We couldn’t agree more, especially when it comes to “counting” money and meaning. We invite you to think differently about your making, which means being clear about what you measure.

				Money and meaning are two different ways of “making stuff,” so let’s put on our smart maker’s hat and sort out the money-versus-meaning conundrum. Let’s get clear about how we want to measure ourselves as makers, at work and in life.

				In the marketplace we generally use money as the measure of what we make. When people ask about a job, they always ask, “How much do you make at this job?” The more money you make, the more successful you are in job world, at least in most of the for-profit “market economy.”

				In the nonprofit world, which we will call the “making a difference economy” from now on, what people make is impact. Profits are not the goal; the goal is something like ending malaria, educating kids, or changing the world.

				Regardless of whether they work for a nonprofit or a for-profit organization, most people care about both their success in making money and their success in making an impact. Finding and maintaining the right combination supports them in living a meaningful life.

				
				However, that’s not the whole story. We also find that, when people do their Workview and Lifeview and create their compass, living more creatively almost always pops up in one way or another. Most people, even those who do not work at a “creative” job, want more creativity in their lives. So it’s a good idea to bring your inner artist to this discussion. When we went out and talked to lots of artists (and had empathy for their needs), they told us they value expression over everything else—that’s how they keep track of what they make.

				“I got to write and perform my play.”

				“I self-published my book of poetry.”

				“I painted a new painting that I really like.”

				In the artistic or “creative economy,” it is all about the value of putting your ideas, your creative output, out into the world for all to see.

				Money, impact, and expression—three different ways for people to measure what they make, at work and in their lives. It’s a good way to “measure” how successful you are, and note that it is not another false dichotomy or an either/or situation. Finding your “mix” of all three maker-metrics will increase your sense of success and happiness, so coming up with a good mix for you, for now, of money, impact, and expression is important.

				When you get your Maker Mix dialed in, your life is in tune, it sounds right, it’s got a good vibe. Getting the right tune, sound, and vibe is what sound engineers do when they mix great music. The tool they use for that is a mixer board. They look like this:
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				A good sound engineer is expert at getting the right mix of the dozens of tracks that go into a great song. We like simple, and fortunately we think there are really just three tracks you need to manage to get your Maker Mix right. Here they are on our Maker Mix Board.
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				This board shows three kinds of maker outputs that we suggest you measure and manage—for the market economy, we measure the all-mighty dollar; for the making a difference economy, it’s all about impact; and in the creativity economy, we measure expression. Like our other graphic tools, the goal is to help you tease out subtleties and understand where you are today, and where you aspire to be tomorrow. You adjust the sliders intuitively and keep adjusting the mix of money, impact, and expression until it feels right. You can always choose a different mix—it’s up to you. There are no units—just a range from 0 to 100. You move each slider independently. And yes, we know that there can be overlap (you can get paid for some of your impact, and if you can sell your art, you’re getting paid for your expression, too). That’s fine, but you don’t paint for the money, so intent matters. Just keep adjusting the sliders until your board looks right to you.

				Before Bill went to work at Stanford, he was the president of a forty-person consulting company. He enjoyed working with his clients and solving their tough design problems. And sometimes he thought that the products his team was designing would be helpful to the world, and sometimes they were just good product designs. In consulting, you are always working on someone else’s idea, so you can’t try to control for impact and expression. He was doing the job mostly to have a fun way of making money. His overall Maker Mix is on this page—way more moneymaking than impact or expression. And that was fine with Bill—at the time.
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				Then came the offer to work at Stanford, and the resulting Maker Mix below. Bill took a 50 percent pay cut when he decided to be a full-time academic, so he put his “making money” at a 30. Compared to Warren Buffett’s, Bill’s moneymaking isn’t much, but it’s fine for Bill and the work makes him happy. He makes his impact teaching, and his goal is to graduate a thousand smart designers, ready to work on the world’s hard problems. He’s been working on that goal for twelve years now and he’s getting close. Making an Impact—almost there, and at a substantial level of 80. And Bill’s future “job” is coming—within the next few years, he plans to transition to the “expression-making” world as a full-time artist—writing and painting to “make a living.” Right now, to prepare himself for this future, he’s got a studio about four blocks from his house in the Dogpatch neighborhood in San Francisco, and he gets to spend a weekend here and a weekend there working on perfecting his skills as a writer and a painter. Today, his expression-making is still low on his Maker Mix Board, but that’s a choice he’s made, and it’s good enough for now.
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						Bill’s Current Maker Mix

					
				
				
				Again, the objective is coherence, and a good fit, with your goals and your stage in life. Bill and others like him can say that they are successful, even flourishing, because they are making conscious choices about their Maker Mix.

				We believe that happiness in your work life comes from paying attention, and paying attention will help you get your Maker Mix dialed in. The trouble starts when you get your mix, well, mixed up. It’s our experience that the people we meet in our workshops and in our classes are unhappy because they have confused the different ways of measuring what they make and are working against themselves. They are at cross-purposes with their own objectives.

				For example, the unhappy artist typically confuses the value of her expression-making with moneymaking, and makes a false comparison: “I’m unhappy because I can’t sell my paintings. I want my expression to have value—in money.”

				Or the nonprofit leader of a high-impact after-school program for low-income neighborhoods, keeping kids off the streets and out of gangs, is unhappy because she wants to be paid like a software developer. She is confusing moneymaking with impact-making.

				It works the other way around, too. We’ve met the miserable partner in the big law firm, making seven figures, who’s unhappy because he thought practicing law would have an intrinsic impact payoff (fighting for justice and the little guy), when instead he mostly gets paid in money for writing contracts for large multinationals that exploit the environment.

				In each of these examples, the pain comes from measuring your success with the wrong yardstick. When you accept and understand the game you’re playing, whether it be for money, impact, or expression (and it’s always some combination of all three, regardless of what job you’re in), you get clear that you value the rewards of the game, according to the rules of the game. Unhappiness comes when you muddy up your mix—trying to play tennis by the rules of golf might be funny, but it’s not very productive.

				
				It comes down to making good choices, consistent with your compass and what you value. Many successful and happy artists, poets, and writers, who live to paint, rhyme, and write, choose to do these things on their own terms, not on the market’s. If they cared about money, the market’s measure of value, they’d have to paint what people wanted to buy (black-velvet paintings of dogs playing poker, anyone?). Or they would have to write stories that they know they could sell (click-bait stories of over-Botoxed celebrities behaving badly, anyone?). They choose not to do this. They choose to be true to their inspirations and passions, and that choice often means that they cannot monetize their art. And, since this is a conscious and coherent life design, they are okay with that, or at least more okay with that than they are with the ugly velvet-dog option.

				If it is a choice you make, your life can be good enough, even great, with the things you “choose into.”

				There’s really no built-in reason you can’t have it all—money, impact, and self-expression—at least in some measure. People do it all the time—they design clever workarounds that combine their need for impact and expression with a way to make a living doing what they love, mostly. These are the people who start a local theater group or an arts-and-crafts studio in their community. These ventures are typically organized as nonprofits, inherently about impact, and provide a valuable creative service to their communities, all the while allowing the artist-founder the opportunity to do their own work and feed their need for expression. Better yet, these clever, impactful, and expressive people get to surround themselves with people who love the arts, too.

				
				Our friend James is a working musician who, in addition to writing and performing his own stuff (for expression-making), plays in three other bands and does studio work recording jingles for commercials (for moneymaking). James likes to say, “It might mean playing Whitney Houston covers over and over again at wedding after wedding, but I’ll take that any day over a regular job.” His bumper sticker reads: “The worst day playing music is better than the best day working an office job.”

				For Bill, after he becomes a full-time artist, his Maker Mix will look like this, with the expression-making becoming his “loudest” track. That means he’s in the studio painting and writing most of the time, and that’s his (next) idea of success.
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						Bill’s Next Maker Mix

					
				
				Ultimately, and it’s worth repeating, it’s all about what you make in this world, and money, impact, and expression are three great ways to measure your making. So notice where you are, and then set a goal for where you’d like to be and go for it.

				
					
					Dysfunctional Belief: I can’t make a living as an artist, dancer, singer, painter…fill in the blank.

					Reframe: I know the money-versus-meaning problem is a false dichotomy, and I’m not letting the market define who I am and what I create. I decide how much money, impact, and self-expression works for me.

				

			

			
				Mapping Your Impact

				Of the thousands of people we’ve met who are designing their work lives, many are struggling with these three questions:

				Do I really fit here?

				Am I really in the right job/career/company?

				Is this really the right contribution and impact I want to make?

				These questions are all about the role you are playing and where your impact comes from. Now, this could be the role you play at work, or at a nonprofit, or with something that is not considered work because it is unpaid. If we seek the coherent life, the life where everything fits together, then we are looking for the life where you will experience your impact as well. So we should really be looking closely at what we do—what our role is in the world—and how that role achieves the impact we are looking for. When we talk to people about what makes their job or their role meaningful, they all say that they want to know that the work they do is impacting the world in a positive way. They are just uncertain how to know if that’s true.

				
				So we’ve designed a tool to help you suss out the type and scope of the impact you are having—and we called it the Impact Map. It looks like this:
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				There are two axes on this map—one is about the “type of impact”; one is about where that impact occurs, the “point of impact.” On our map, there are basically three different types of impact you can have in the world. One is not better or worse than another, but they are qualitatively different.

				
				
					• Renewing and Repairing things

					• Sustaining and Supporting things

					• Creating New-New things

				

				If you are renewing and repairing things, you are rebuilding or fixing existing systems and work in the world. If you are sustaining and supporting things, you are involved in running the systems that run the world and making sure they run well. And if you are creating new-new things, then you are creating whole new processes or systems. These three different ways to have an impact are mapped along the horizontal axis of our Impact Map.

				On the vertical axis we map our point of impact—the places where we touch the world—which could be near to us (personal) or far from us (global). It’s wherever we connect with the world. The most personal near point of impact is one-on-one, working with another individual to solve a problem or provide a service. Up one click is working with a team of people; one up from there is working with an institution or organization of folks. Working at the systemic and global level is the highest point of impact on the vertical axis.

				As we said, there are no “good” quadrants on this map, just places where you’ve had a job or played a role in an organization. Any organization can be mapped, for-profit or nonprofit, and every role you’ve had has a place on the map. The map helps tease out some information about your past jobs, and the goal is to help you see a pattern that represents the most satisfying roles for you.

				In the Impact Map on this page, we have an investment banking systems analyst who analyzes companies according to a monetary system of evaluation. She reports that she is very satisfied sustaining and supporting banking, and making it more efficient. The impact of this role is to provide support at the institutional level. The Gates Foundation malaria program manager’s job is to manage the project to rid the planet of malaria forever. That’s fixing and repairing the world on the global level—a pretty satisfying role if you like working on large-scale systems. Our brain surgeon is also fixing something, something really, really important if he’s taking a tumor out of your brain, but he can do this only one brain at a time. He can work only at the individual level. He’s not creating something new, he’s not inventing new surgical techniques, so he’s way down in the lower-left quadrant. But his patients tell him that he had a big impact on their lives! Or take the homeless-center chef who is taking care of people who are in real trouble by feeding them. He’s fixing hunger, one homeless person at a time, but he’s also working with small groups of people to teach them how to cook, so he puts himself between fixing and supporting. The Google autonomous car development program engineer is trying to eliminate driving for millions of people, and she’s creating a fundamentally new form of mobility—one that has never existed before. She’s way over on the “new-new” side and semiglobal in scale (not quite global, as there are still lots of places and people not reached by paved roads).
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				When we are teaching our class at Stanford, we’re doing a pretty new thing, and the thing we talk about—life design—is pretty new at most universities, so we’d put it closer to the “new-new” side of the horizontal axis and up in the “groups” point of impact. But we also spend time talking to educators all over the country and running studios to train other colleges to teach Designing Your Life classes at their schools. And in most of the higher education world, this life design stuff is definitely avant-garde. So it’s a very new-new thing, and we are now working at a bigger scale, an institutional scale, because the d.Life Lab is training hundreds of educators and administrators from other colleges and universities, and changing higher education a little. And as authors, our book is published globally, so you can see our different roles on the Impact Map.

				
				In all of these examples, you can see that it’s possible to place a role you’ve had in a couple of different spots and you probably play more than one role in your current job. The goal of mapping your type and point of impact is to see if there are any patterns that might explain how you define and experience impact in one role or another and how that may be changing over time.

				For instance, when we interviewed the homeless-center chef, he was clear that he needed some one-on-one connection with the people he served in order to feel his impact. “I tried working at the institutional level. For a while I was the director of the food bank, and it was a very important role. I raised money and awareness about the homeless problem and probably fed more people in that role than I do as a chef. But it didn’t work for me, so I took a voluntary demotion, back to being a chef, so that I could see the joy on the faces of the people I was cooking for. When you help a homeless person not just by handing them one bowl of soup but by helping them learn to make soup for two hundred people, you are giving them hope and love that lasts. To feel like I have impact, that’s what’s important to me.”

				
				And we imagine that if we talked to the person organizing the malaria research program for the Gates Foundation, they would say something like, “I admire the folks on the ground in Africa, working in rural villages and handing out mosquito nets to people suffering in these high-malaria-infection zones. They are doing good work, in hard places, but that’s not my work. I know I’m having an impact making sure that the millions of dollars that Bill and Melinda have allocated to this cause get spent effectively and efficiently. I’m good with numbers and working with large systems; my signature strengths are best deployed in my job as their program manager. This is what I was put on earth to do.”

				So you see, two people, two roles with very different types and points of impact, and two very satisfied workers. We want you to be satisfied, too, so later, when we get to the Try Stuff part of this chapter, we invite you to map your impact and see what comes up.

				Armed with a clearer idea of what you make in the world, and where you want to have impact, we still have a lot of interesting problems to solve on the way to making it work at work and designing the life you want.

				
				The good news is that designers love problems.

				And the first thing that designers do when faced with a persistent, recurring, or hard-to-solve problem is to design a better problem. We call it “reframing.” Designers do it all the time, and so can you.

				
					Try Stuff

					Note: Before you try out these two new tools, your Maker Mix and your Impact Map, make sure you have a solid compass to guide you. You build your compass by completing a Workview and a Lifeview and examining the coherence between these two things. There is no good or bad Work- or Lifeview. As long as what you’ve written accurately reflects how you feel (be brutally honest here—this is your reality-based view of work and life, not something you aspire to), it’s a good place to start. We recommend revisiting your compass every year or so, or whenever you are contemplating a big change, like changing jobs or careers, or moving to a new city or town, or whenever you start a new chapter in your life. That’s when having an accurate compass is the most helpful.

					With a solid compass in hand, try these next two exercises to help you sort out the money, impact, and expression conundrum, and to help determine where in the world you are likely to feel you have the most impact.

					
					MAKER MIX EXERCISE

					
						 1. The goal of this exercise is to come up with a subjective evaluation of how much moneymaking, impact-making, and expression-making you have in your life right now, your Maker Mix, and how you feel about it. The visualization is simple: You set up your Maker Mix Board to represent your current life mix. Notice once again that there are no right answers—there are lots of good mixes. If lots of expression and little money, or lots of money and little impact, sounds right or seems in tune, then your sliders are right where they should be. And remember, the positions of the sliders on your money/impact/expression mix board are “set” from your gut-level understanding of what is actually the “you are here” state of things.

						 2. Write a few sentences about how it’s going in each of the three areas: moneymaking, impact-making, and expression-making.

						 3. Adjust the location of each maker slider in your current situation.

						 4. Ask yourself how you feel about your board.

						 5. Now build the board you aspire to, the one that you think would represent one manageable step toward a better balance, one that would result in a more coherent life.

						 6. Brainstorm a couple of simple changes you’d like to make to adjust any one of your “slices.”

						 7. Come up with a few simple prototypes you’d like to try that move a slider a little to change the allocation of money, impact, and expression in your mix (review the Set the Bar Low method from chapter 1).

					

					
					MAKER MIX WORKSHEET

					This graphic has sliders for three kinds of “maker outputs”—for the market economy, we will adjust Money in the mix; for the making a difference economy, we adjust Impact; and in the creativity economy, we will dial up Expression. Like our other graphic tools, the goal is to help you understand where you are today, and where you aspire to be tomorrow. You move the sliders intuitively and keep adjusting the mix of money, impact, and expression until it feels right. There are no units—just a range from 0 to 100.
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					Now design the mix you like in the future. Are you doubling down on money to pay off those students loans—okay push that slider up. Or are you in a season of life where impact and expression are “how you want to get paid.” Whatever the mix, make it fit for you.
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					Now write down three things that will help you start moving in the direction of your preferred Maker Mix.

					Now go out and try a couple of your prototypes and then redo your Maker Mix Board. Did you successfully move one of the sliders? Did something unexpected happen? How did it “sound”? Is life easier to dance to now? Are you starting to realize that you need more expression in your life (after all, you are a creative person, aren’t you)? Are you being really clear on how important money is to you (not as much as you thought!)? And are you staying vigilant about identifying any hedonic treadmills embedded in your answers? Tip: The negative aspects of hedonic treadmills are most often associated with the accumulation of money, so be careful with that track.

					
					Check in with yourself and update this simple Maker Mix Board every once in a while, or anytime you think your life coherency might be slipping a little. It is easy to get out of tune in our hyper-busy modern work world. Socrates’s “examined life” (you know, the one worth living) requires periodic checkups—the money/impact/expression Maker Mix is another good way to answer the question “How’s it going?”

					MAP YOUR ROLE EXERCISE

					IMPACT MAP WORKSHEET

					List 4–6 roles (past, present, and possible future).

					A “job” might have several possible roles, each with a distinct place on the map.

					Locate the roles on the map.
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					Reflect:

					What do you notice?

					What insights does this generate?

					What questions does this surface?

					
						
						
							 1. List four to six of the possible roles you have. And don’t forget, your job might have multiple roles. You might be a production assistant and a planner and on the corporate culture committee. So make sure that you list all the key roles that you have, and you can also list roles you had previously. In fact, it’s probably a good idea to think about the other roles you have had in the past and where they fit. And you may even think of some future roles that you’ve been imagining having. The Odyssey Planning exercise from Designing Your Life includes imagining three completely different versions of your next five years of life. If you’re doing Odyssey Planning, be sure to include some of the roles from each of your alternative ideas in your Impact Map.

							 2. Now locate each of the roles you listed within their quadrant on the Impact Map. There is no good, better, or best quadrant. The tendency is to think that the big impact and creating something new is the better quadrant. It’s not. Ridding the world of malaria is no “bigger” in impact than being a brain surgeon, particularly if you are the person whose brain got fixed. There’s no “good place” on the map. On the horizontal axis, you are thinking in terms of renew and repair, sustain and support, and creating something new. On the vertical axis, you are moving from the intimate and personal to the global. Maybe you are the caseworker taking the personal history of a homeless person—that’s one-on-one. Or maybe you’re raising money for the homeless—that’s up the y-axis a bit and more toward a regional impact. Writing sex-trafficking policy in a windowless basement office at the UN would be operating at the national or even global level, and super-satisfying if that’s a good fit for you. One of our students did it all, over time. He went from being a Starbucks barista (supporting individuals’ need for daily coffee), to being an emergency 911 dispatcher (remediating a small town’s fires and crimes), to finally becoming a county health policy developer (thinking up new ways to enhance wellness across a five-city region). There are no bad spots, just better and worse fits.

							 3. After you’ve plotted your roles, the next step is to notice stuff (awareness is the first step in any change process) and ask yourself some questions:

						

						
							• What do I notice? Are there any patterns to this data?

							• What insights does this generate?

							• What questions surfaced during this exercise? What am I now more curious about?

						

						Does looking over your Impact Map generate any information about the kinds of roles that were a good fit for you? Did you have a role somewhere on the map that you never liked? Or did you have another role that you didn’t think was as important, and you realize now that it was actually quite impactful? If all the jobs you disliked are in one quadrant, that’s an important thing to notice. Write down your reflections on your Impact Map.

						
						You are not a static object, and as you grow into roles, your needs and abilities change. The way you perceive impact changes. Be curious about what this exercise reveals. If you find yourself having a bias toward a certain quadrant—for example, I would love to do all my work in the personal/new-new quadrant—then get curious about the skills you need to acquire to play a role in that quadrant.

						This tool is one way to get clearer about how to design your roles and your jobs to make sure that you are experiencing meaning and impact. You can also use it to redesign the role you already have by changing either its point of impact or its degree of change.

					

				

			

		

	
		
		
			
			3

			What’s the Problem?

			
				Dysfunctional Belief: My problems at work are insurmountable. I’m totally stuck.

				Reframe: I’m never totally stuck, because I know how to reframe anything into a Minimum Actionable Problem (MAP).

			

			We’re trying to design a happier life, and a better job, we hope without the hassle of changing jobs, moving towns, or getting liposuction. So that means we’re probably dealing with some problems at work. And we have to ask:

			What’s the problem?

			As we said in the last chapter, designers love problems. And we’re here to tell you that people can lose days, weeks, months, years, and even decades of their life working on the wrong problem. Figuring out which work problem is actually the problem to work on may be one of the most important decisions you make in designing your work life.

			
				
				The Art of Reframing

				There are lots of skills that contribute to effective problem-finding, which we define as identifying the most effective problem to work on—the one that gives you the best chance of coming up with lots of good solutions. Learning the art of reframing to find a better problem is by far the most crucial of your life design skills. Great designers are always great at reframing. They can continually (almost annoyingly) be heard to say, “Well…what if we looked at it this way…” Then they describe a new way to look at the problem at hand. When you do this, possible new solutions start percolating to the surface almost immediately.

				Reframing. It’s a skill and a design superpower.

				We get asked all the time: “How’d you DO that?”

				“It’s magic,” we coolly reply.

				Well, not really—but it seems like magic when you are good and thoroughly stuck in some problem and in walks someone with a reframe that suddenly busts everything open. That stuck-busting reframe really seems magical—and it makes the reframer look like the ultimate magician.

				What is a reframe, anyway? It’s a do-over. A problem-framing do-over.

				When you define a problem, you are always “framing” it—putting a box (a frame) around it and defining what’s in the box and, importantly, what is not. Once the problem is framed, then you get inside that frame and start working on it.
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					GET IN THE BOX: This is the “box” that people are always trying to “think outside of.” The saying “Think outside the box” sounds like there’s some way to think in a totally unconstrained and creative way, “unboxed” thinking. Not true. There’s always a box. There has to be—your brain can’t be all over the universe at once. (Contain yourself!)
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				Creativity is all about playing around with how you frame your box and how you “play” within that framing.

				Step 1: Accept that there is always a box.

				Step 2: Remind yourself that you made the box when you framed the question, and you can change the frame when you need new, more helpful solutions.

			

			
				Minimum Actionable Problem (MAP)

				There are lots of problems that sound like they have no solutions. For instance, we knew a guy named Bernie and, although he liked his job at a large ground transportation company (we can’t tell you which one), he had a problem that had been bothering him for a while. “My boss is just a jerk,” said Bernie. “And I’m never going to get any appreciation for the hard work I do around here.” We hear this problem, framed pretty much this way, all the time. But it’s one of those “problems” that has issues and needs reframing. Exactly what the right reframe is will depend on the specific situation. (By the way, it always depends on the specifics: There are no generic reframes. A very famous architect, Mies van der Rohe, director of one of the first design schools on the planet, the Bauhaus, is famous for his phrase “God is in the details.”)

				
				Reframing is in the details.

				You may have heard of MVP, which stands for Minimum Viable Product. It’s a big idea in the world of innovation and entrepreneurship. Start-ups know that getting any new product to market is really, really hard. You don’t want to make it any harder than you have to—so the idea is to just build your first product with all the valuable (viable) features and no more. That’s a great idea, and it applies to reframing, too, but this time instead of MVP we will call it “MAP,” which stands for Minimum Actionable Problem. Once you have reframed your big hairy problem, once you’ve turned it into its Minimum Actionable Problem, you get to solve a much smaller and more tractable problem.

				Life is hard enough on its own. Seriously. If everyone’s life was perfect and jobs were hassle-free, nobody would be reading our books. Don’t add to the burden by making your problems any bigger than necessary. When it comes to problems, you want to set the bar low and clear it, just as we discussed in chapter 1. Then lather, rinse, repeat.

				We find that so-called insurmountable problems like Bernie’s are usually either (1) truly inactionable and therefore circumstances to accept and not actionable problems (we call these “gravity problems,” because, well, there’s nothing you can do about gravity, it just is), or (2) poorly framed problems that we can reframe to make them more actionable.

				It’s that second group we really want to focus on here. So it’s time to learn the art of reframing and cash in on our free do-over. It takes a few tries to get it, and you’ll get a lot better with practice. (Like so-called magic, you just need to know how to do the trick.)

			

			
				
				Zooming In

				Dave’s been an independent management consultant for more than twenty-five years. Doing a thorough and penetrating situation analysis at the beginning of any project is crucial. He’s something of a pro at situation analysis, and over the years he’s developed a very sophisticated approach to this part of his practice. He’s boiled the process down to asking just two questions:

				Expert Consultant Dave Question #1: What’s going on?

				(Then he listens to the very long answer the client gives him, he takes a thoughtful pause, and then he asks the second question.)

				Expert Consultant Dave Question #2: Okay. Now, what’s really going on?

				That’s it. Really. In any situation where people are stuck and stress abounds, it’s not hard to get an answer to Question number 1, and it’s exactly the right place to start. Dave would just ask it and start taking notes. After three or five or forty-five minutes of listening to the answer, Dave would move on to the really strategic part of his analysis by asking the insightfully penetrating follow-up question: Now, what’s really going on?

				That has been Dave’s number 2 investigative question for decades, and it works about 95 percent of the time in getting to the bottom of the real problem in very short order. In most situations, there’s what psychologists like to describe as the presenting situation and then there’s the underlying situation. Question number 1 gets at the presenting situation and Question number 2 gets at the underlying situation.

				It’s the way to get to your new MAP. Your Minimum Actionable Problem.

				The first key to learning how to reframe something is to break open the difference between what’s going on and what’s really going on. The trick to doing that is first zooming in to get rid of stuff in the first description that doesn’t need to be there. Then, to get rid of any other baggage you might be carrying, you zoom out to decipher what’s really going on, behind the scenes. Let’s look at Bernie and the “bad boss” example from earlier:

				
				Step 1: Ask Question #1: “What’s going on?”

				Bernie’s answer: “My boss is just a jerk, so I’m never going to get any appreciation around here.”

				Step 2: Zoom in to strip out the unnecessary drama.

				Start with the question: What personal biases, presumptive reactions, or embedded solutions have found their way into Bernie’s description of this problem, biases that are weighing it down unnecessarily? By the way, don’t judge Bernie or yourself for making the problem more complicated than it needs to be. It’s entirely normal for some drama and emotions to creep into your problem statement. Why? Because we’re all human. Bernie has been unhappy for some time. Pain is involved. And while we respect Bernie’s legitimate emotions and frustrations, we also humbly suggest that putting extra drama in how you describe the problem distracts you from designing your way out. So, a key step in all reframing is this objective analysis, this zooming in on the real problem.

				Now let’s see what we find by zooming in and doing some cool, calm, and objective analysis.

			

			
				Dramatic Component #1: Jerk

				Jerk is a character judgment Bernie is making about his boss. Is he in fact a jerk, or does he simply not give feedback? And does calling him a jerk really help when Bernie wants to come up with some possible solutions to make his job better? Let’s say in this particular instance that Bernie’s boss is hardworking, maybe even driven, and he’s probably kind to his kids and pets, but his social/emotional quotient isn’t great and he’s terrible when it comes to the kind of feedback Bernie wants, because he doesn’t give him any. Bernie may not like his boss, if like means he’d enjoy having a beer or going bowling with him, but that’s a personality thing and not that relevant for this “zoom in” analysis. Bernie’s boss is objectively bad at feedback, but broadly categorizing him as a jerk doesn’t help Bernie find a solution to his problem.

				
				Let’s drop this term; it introduces an unnecessary bias.

			

			
				Dramatic Component #2: Just a jerk

				Try saying, “My boss is just a jerk…” out loud, and really lean into the word just. Go ahead, do it now. Hear it? Try it again. Do you hear it—when you get to the word just? There’s a real edge there, and that means something. It strongly suggests that Bernie’s boss is all jerk, all the time. That’s tough. And it’s probably a little unfair. It is, however, reasonable to conclude that change is unlikely, and it’s probably smart not to predict some big “feedback transformation” any day soon. So, without the drama and the exaggeration, let’s call it what it is: Bernie’s boss is a poor feedback provider, unlikely to change. But that’s a far cry from the total universal disaster contained in the statement: My boss is just a jerk.

			

			
				
				Dramatic Component #3: Never going to get any

				“Never—any” is the most emotional aspect of Bernie’s poorly posed problem statement. Why? Because it includes an inflexible and universal (never and any) statement that implies two things: one, that the only valid appreciation at work must come from one and only one source, Bernie’s boss, and two, without his boss’s appreciation, Bernie is “never going to get any.” Ever. “Never get any” is an upgrade to Bernie’s problem that you don’t want, need, or deserve.
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					This means we have what we call an “anchor problem” here as well, since Bernie has embedded the solution he wants in the problem statement—see the description of anchor and gravity problems later in this chapter. You’ll get a great tip on reframing about half the badly framed problems out there.
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				Step 3: Ask Question #2: What’s really going on?

				Now we ask the question: What is really going on? This is the critical step where you take the insights from Step 2 and reframe how you describe the problem in a way that defines your new MAP—Minimum Actionable Problem. There are multiple right answers to this reframe, so don’t get hung up on getting it right. Just get it actionable.

				At the d.school we like to start a reframe with the phrase How might we…for teams or How might I…for individuals. It’s an open and positive way to start the sentence and tends to lead to more generative and creative possibilities. Here are three reframes that give Bernie a MAP that he can work on:

				
				
					• MAP 1: My boss rarely gives positive feedback, so how might I receive explicit appreciation for my work from someone else in my organization?

					• MAP 2: My boss has many qualities except being appreciative, so how might I get affirmation from other sources whom I respect?

					• MAP 3: The management approach at my employer does not require giving positive feedback, so how might I reframe work satisfaction as coming from my paycheck and look for personal appreciation outside the office?

				

				With MAP 1, a number of interesting prototype possibilities become obvious. Bernie can set up a coffee meeting with some other managers in his organization and find out how they give feedback. Bernie can solicit feedback from the program managers on the projects he contributes to. And, to ensure his professional integrity, Bernie can practice giving feedback to the people who work with him, doing what’s called a “360 review” with anyone who volunteers (they have to opt in), making sure that he is modeling what he thinks are good management practices.

				With MAP 2, Bernie has expanded his possible sources of feedback. He remembered a professor at business school who he really liked and occasionally has coffee with. Bernie decided to document his work accomplishments and ask his old professor for some objective feedback. He also respected a buddy of his from grad school, a friend who has gone on to start his own tech company. He decided to ask his friend if he thought the quality of his work was up to start-up standards. Both are credible sources of the feedback he wanted.

				
				Note that in MAP 3, Bernie continues to believe in Dramatic Component #3—that he will never find appreciation at work because the boss doesn’t do it, and Bernie has apparently concluded that his particular boss’s behavior is a management norm for the whole company. If that’s true, and Bernie can find this out by talking to his colleagues in other departments, then maybe this is a reasonable reframe. It means that getting appreciation at this company is a gravity problem (that word again—don’t worry, explanation to follow)—it isn’t actionable, it’s just a really negative part of Bernie’s company culture. Once Bernie has that Accept in place, he can focus on reframing a new Minimum Actionable Problem and look to find his appreciation elsewhere. In MAP 3, Bernie accepts the limitations of his company’s culture, doesn’t get mad, and focuses this one aspect of his energy (desire for appreciation) outside work—at home, in fatherhood, by coaching, at book club, or in church or some other group or club.

				The bottom line is that there are lots of ways for Bernie to get feedback and appreciation (or to get whatever resolution he is longing for). All three of these MAP reframes immediately suggest prototypes he can try and actions he can take. And Bernie is no longer stuck.

			

			
				Bonus Round: Zooming Out—What’s Really, Really Going On?

				There’s a handy little bonus that comes along with many (not all, but many) reframes. That bonus analysis helps you get rid of some baggage—stuff you might have been dragging around for a long time. It’s hiding in those dramatic components you identified in Step 2 of reframing. The trick is in knowing how to use your curiosity to find it.

				
				In the example above, the dramatic components were “jerk,” “just a jerk,” and “never get any.” These are not actually objective elements of the problem; they are elements that added emotional energy to the problem and often made it harder to solve. But these little bits of emotion didn’t get in there randomly, and if we can understand what links them so strongly to the problem, we get our bonus.

				So first you zoomed in; now you zoom out. When hunting for our baggage-reduction bonus, we need to first adopt a designer’s mind-set of curiosity. When Bernie did it, it sounded like; “Hmmmm…I wonder if some of this stuff, this negative energy, about my boss, really isn’t about my boss. Maybe it is coming from somewhere else?” That stance—one of openness and starting with curiosity—led Bernie to the next question. “Assuming for a moment that were the case, where would all this negative energy be coming from and why is it attached to this problem with my boss?”

				Bernie’s question opened the possibility for a moment of personal reflection. It can for you, too. Like Bernie, you might want to ponder your question, jot some thoughts in your journal, take a walk, or ask your pet schnauzer what he thinks—whatever fits for you. But take a look inside and see what you notice. Very often the dramatic stuff in a stuck situation includes our own old baggage: old wounds not yet fully healed, sensitivities we just can’t seem to dampen, biases no one’s talked us out of yet—those sorts of things.

				
				In this case, when Bernie asked himself where this really strong reaction to being underappreciated was coming from, his old scoutmaster came to mind. He was an ex-Marine and loved barking orders to little people in uniform, but he sure wouldn’t know how to say “Good work!” or “Hey, nice job!” if his life depended on it. That scoutmaster’s lack of appreciation had a pretty big impact on a young, somewhat shy, twelve-year-old Bernie.
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					Dave actually had that type of scoutmaster. He was a World War II Marine and a veteran of the Battle of the Bulge. He was a terrific guy and the one you wanted next to you if you got lost in the woods with nothing but a penknife and shoelaces, but you couldn’t expect any praise or affirmation from this guy. He was fresh out. Fortunately, Dave was pretty good at reframing, even at the ripe old age of twelve. “He’s an awful tough SOB and I wish he were nicer, but I know lots of nice people. What I really need is someone to teach me how to backpack and take care of myself outdoors, and this guy sure can do that! Thanks for all that great training, Mr. Smith!”
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				So Bernie noticed that having some negative history with leaders who lack appreciation skills might be the reason he brought some heightened sensitivity to his company. If so, Bernie’s history around not getting feedback might be amplifying his reaction to his boss’s admittedly inept style, to both of their detriments.

				End bonus round.

			

			
				
				The Big Reframe Zoom-Out Double Bonus

				Let’s say in Bernie’s zooming-out analysis he kept going and the phrase “never going to get any” caught his attention—especially the word get, which actually wasn’t an important part of his original reframe analysis. But it’s got his attention now.

				Hmmm…get any…get any…get any…Wait! I know. To get something, someone’s got to give it to you, right? That’s it. I want to receive appreciation that is freely given to me, preferably unsolicited, spontaneous appreciation. What I really want is to get it without asking first. In fact, now that I think about it, my gold standard for appreciation is Mrs. Dunleavy, my third-grade teacher. She was fabulous! I will never forget walking back to class that day after recess when Mrs. Dunleavy saw me from thirty yards away and shouted in front of everybody, “Oh, Bernie! I just read your essay and it was just wonderful. Terrific job, honey!” Man—that was the best day of my life.

				So Bernie has an “aha” moment and realizes he’s been waiting for a boss, any boss, to be like Mrs. Dunleavy. Aren’t we all, in a way, waiting for Mrs. Dunleavy?

				Unfortunately, those kinds of bosses are pretty rare. Bernie concludes that he has waited long enough for such a boss and is ready to try another approach. So he gets curious again (curiosity is such fun) and talks to his coworker Basran about this “lack of feedback” problem. Basran tells Bernie that he knows exactly what their mutual boss thinks of his work. In fact, he reviews his professional development goals with the boss in a monthly one-on-one meeting. Basran asked for this meeting. Basran didn’t wait for the boss to offer. He asked for feedback—and he got it.

				
				But that’s not spontaneous and freely given, thinks Bernie. That’s the way he likes his feedback. That’s the way Mrs. Dunleavy did it. Is it really good feedback if he has to ask for it?, he wonders.

				And right in that moment Bernie realized he was doing it again; he was embedding one of his preferred solutions (…spontaneously given feedback is the “good” kind) in the problem statement, and thereby ruining his chance of an actionable solution.

				Bernie’s goal is to get unstuck and build his way to a better, more enjoyable work life. He should be designing for actionability—not perfection. Spontaneous feedback might be lovely, but Bernie knows his boss isn’t wired that way—and if Basran is getting the kind of feedback he craves, just because he asked for it, Bernie could do that, too.

				He could just ask for feedback and he would get it?

				Mind. Officially. Blown.

				It might not always be quite that easy, but sometimes it just might be. And when it is that easy, you might suddenly hear a bell go off. DING DING DING! DOUBLE BONUS, BONUS!

				Every now and then when you do a Zoom Out reflection on your reframe process you score the Big Reframe Double Bonus. You discover that, like Bernie, there is a chance for you to get just what you want, if you just ask for what you need.

				This kind of breakthrough reframe doesn’t happen too often, but when it does, it is incredibly powerful and freeing.

				The Zoom Out Bonus reflection process provides an invitation to outgrow an old problem. After you’ve reframed a problem, if you find some old baggage lurking in the corner, it might be time to get rid of it. Totally optional, of course—after all, it’s just a bonus feature.

			

			
				
				Life Is a Multiple-Choice Test

				Now that you’ve got a reframe working and you’ve redefined the problem—what do you do with your brand-new, small-enough-to-be-actionable MAP? Well, what you don’t try to do is solve it. That’s right. You heard correctly. Most real problems can’t be solved, at least not with a once-and-for-all kind of solution that so many of us are looking for. Life isn’t like algebra:

				Solve for x using the following equation: 3x + 2 = 11

				Solution: x = 3

				That nice, clear number 3 is the kind of solution you can really depend on. When you look at it, you know it’s the right answer and your problem is good and solved. The problem is, in our experience, the interesting problems that life asks us to get creative with and reframe are seldom solvable that way. Most of the time the best we can do with our problems is solve them “for now.” So it might be more accurate to say that, rather than solving a problem, we’re actually just responding to a problem and trying to get it into an acceptable new state. When we’ve attained that new and more acceptable situation, we’ve come to a resolution. The problem might not be permanently solved, but it is resolved for now, it is re-solved.

				Psychologist John Gottman has made the study of human relationships, particularly marriages, his life’s work. He has videotaped more than three thousand couples in his “Love Lab” at the University of Washington, and, after coding the heart rate, facial expressions, and body language during thousands of hours of interactions, has come to a startling conclusion. His data says that 70 percent of the problems that couples wrestle with are unsolvable. He calls these “perpetual problems.” But that is not necessarily a bad thing. His conclusion is that the couples that stay together for life, what he calls “Master Couples,” accept that many of their problems are like this and develop workarounds. They do not let these problems end up destroying their happiness. They seek a “good enough” resolution of these perpetual problems and move on.

				
				We think this is important data that can be extrapolated to most of our hard life problems.

				The first step is to recognize that we’re going for an acceptable measure of resolution—not the perfect answer. (If this sounds reminiscent of the “good enough for now” idea from chapter 1, that’s because it is. Like we said there, good enough for now is a big idea, and it reappears in a number of forms throughout this book. )

				Knowing that we’re going for an acceptable resolution and we don’t have to permanently solve the problem introduces us to the next big idea in designing a resolution for our reframed MAP.

			

			
				Best Doable Option (BDO)

				When we talk with people in “office hours”—whether that person is one of our Stanford students or any one of the thousands of people of all ages we have spoken with over the last few years—we often go through the following routine right after hearing someone describe a messy problem.

				“Gosh, Chandra, that sounds like a pretty complex situation you’ve got there. I can see that you’re a little discouraged because you’re just not sure if you can ever really understand the problem well enough to come up with a good solution. Is that right?”

				
				“Yes. Yes! That’s exactly right. I really don’t know how to get started, since I don’t fully understand the situation. What do I do?”

				“Well, I think you might be in luck. As it turns out, in your situation—as in many, many, complex situations faced by many, many people—you don’t have to understand the problem to solve it.”

				“Wait, what? How does that work?”

				“Simple, really. It frequently turns out that many of the really hard problems in life are best treated as multiple-choice tests. You don’t really have to figure it all out—all you have to know is enough to choose.”

				That and the designer’s mind-set of bias to action and you are good to go. We call it “finding the Best Doable Option (BDO).”

				Think about it. Despite many layers of complexity, lots of times there aren’t infinite versions of possible solutions to your problem. And by taking a bias-to-action approach, you get unstuck, make a decision, and move into your future—a future that you chose instead of one that would eventually be chosen for you by inaction. When you get good at recognizing your BDOs, you get good at making actionable choices and are the designer of your future.

				Let’s take a simple example. Let’s say you and your friend don’t know what to do for dinner. You don’t really know what you want to eat and you don’t know where to get it. He looks at you and asks, “Well—what do you feel like?” and you really don’t know. What do you do?

				It’s actually an insoluble problem, because you really don’t know (and it’s probably not worth going to therapy to figure out why you can’t answer this simple question). But that doesn’t actually matter, because you have only a few doable options that are available to you. Four options, to be exact:

				
				
					 1. Cook at home

					 2. Go out

					 3. Have something delivered

					 4. Starve

				

				That’s really it. Every other option is just a variation on one of these (and no, eating all the popcorn left between the couch cushions does not count as option 1). So all you really need to know is whether you’re going out (2) or staying in (1 or 3), or whether you’d rather just not face it and go to bed (4). You quickly decide that option 4 is out because you’re too hungry. Then it’s just eat out versus eat in? You’re too tired to go out, so it’s stay in. Now we’re getting somewhere. All that remains is cook or order in? A quick perusal of the cupboards and refrigerator makes it clear that ramen, stale crackers, and cranberry juice may not be what you’re really hankering for. So—order in it is! That leaves you with a list of the four restaurants that deliver within a short drive of your place, and you pick one of those. You’re done. Bias to action. And you still don’t really know what you want to eat for dinner, but you are happily (enough) resolved and thoroughly enjoy the kung pao chicken and snow peas when it arrives.

				That’s how it works.

				It turns out that lots of problems, even after being well reframed, are difficult if not impossible to fully understand. But in most cases you have only a finite number of viable alternatives, so you don’t need to “understand” your problem, in all its existential glory, you just need to know enough to pick from among the doable options.

			

			
				
				BDO, not BTO

				The trick here is to remind yourself that you’re going for the Best Doable Option (BDO), which is not the same as the Best Theoretical Option (BTO).

				It is very tempting to want to find the BTO. That’s the option that you think you should be able to figure out; it’s the one you deserve; and it’s the one that probably doesn’t actually exist! It’s only in your head. If you really did know exactly what you wanted for dinner, then your BTO becomes a BDO, but the fact is you don’t know! (And frankly, if you did, what are the chances that there’s a Hungarian goulash place nearby that’s open at this hour?)

				When you’re distracted by the idea of the BTO, all the BDOs—the things you can actually do, like ordering kung pao chicken or a Philly cheesesteak sandwich—seem like a compromise. They’re all “settling,” and you don’t want to settle. But you aren’t actually settling, because an option that doesn’t exist in reality isn’t an option—it’s just an idea. Designers are all about making things—real things. We want you to real-ize your dreams, not just dream them. So formulate the list of actually available options, then pick the best one. The Best Doable Option. And don’t let worrying about the nonexistent Best Theoretical Option steal your enjoyment of your chosen BDO.

				Got it? Great.

				
					
						[image: ]
					

				

				
					Bill took an economics class when he was a freshman, and he was introduced to a concept that economists call “satisficing.” It’s a funny word, a combination of satisfy and suffice. Wikipedia defines it this way: “Satisficing is a decision-making strategy or cognitive heuristic [a formula for making a decision] that entails searching through the available alternatives until an acceptability threshold is met.”

				

				
					
						[image: ]
					

				

				
				

				When you choose the Best Doable Option, you are actually performing a sophisticated economic analysis of your “acceptability threshold” and acting like the chairman of the Federal Reserve to promote the best possible “decision economy.”

				Congratulations, the Nobel Prize Committee should be on the phone shortly.

				Now, please pass the kung pao!

			

			
				The Terrible Twins

				There are two types of problems that get people stuck on all the time: anchor problems and gravity problems. These terrible twins have trapped people many times.

				Anchor Problems: These guys are just like a physical anchor; they hold us in place and prevent our forward motion. They keep us stuck, and, if we are going to practice good work design, it is important to notice when we are stuck with an anchor problem.

				Nathaniel wants to go sailing every weekend, but he can’t afford a boat. So Nathaniel thinks his problem is: “How do I buy a boat when I have no money?”

				Chelsea’s start-up is maturing and has stopped growing 100 percent a year, and the company isn’t naming any new directors in the near future. Chelsea wants to be promoted to director, and so she frames her problem this way: “How do I get a director title when they aren’t promoting anyone anymore?”

				
				You get the idea. An anchor problem occurs because we actually define the problem as one of our preferred solutions; we embed a solution in the problem. In other words, an anchor problem isn’t really a problem at all—it’s an unnegotiable and, unfortunately for you, unavailable solution masquerading as the problem. We marry ourselves to a solution that just isn’t going to happen.

				The way to cut the anchor loose and get free again is to reframe the problem and brainstorm alternatives. If we do the reframing steps outlined above, we’ll quickly discover that “buy a boat” is a single solution to a problem that can be solved in many ways. That invites us to reframe the problem as: “How can Nathaniel go sailing regularly on his limited budget?” That problem is actionable. It’s bounded (by Nathaniel’s budget), but it has more than just one possible solution, so he isn’t anchored to something that won’t move.

				There are lots of ways that Nathaniel can go sailing every weekend, and some are even better than buying a boat. He can go down to the docks and, for no costs to him at all, volunteer to crew someone else’s boat (there’s almost always a no-show on sailing weekends). Or Nathaniel can join a sailing club and have many different boats to sail. And so on.

				This example points out how reframing energizes the life design process. When you open up a problem with a reframe, it opens up lots of possibilities (Best Doable Options) that you can prototype. Learning interesting things about the sailing world and meeting lots of sailors and boat people along the way is a pretty fun project in itself. So it’s not just about the solutions you come up with; the whole design experience (which includes getting curious, talking to people, trying stuff, and telling your story) is part of the fun of a well-lived and joyful life.

				
				Chelsea’s problem can be reframed similarly. Examining the question quickly reveals that Chelsea is assuming that getting one of the almost extinct director promotions is the only way to be happy at her company. Again, Chelsea has embedded one solution into her problem and is anchored. Does she really just want to get promoted, or is she bored and looking for a new challenge at work? If it’s the latter, we can draft a reframe like: “How can Chelsea find a different role in the company that will help her learn new skills and maybe grow her career in the process?” That really opens up lots of options. Chelsea can move to the same job in a new division, or retrain and take a completely new job. And if in the process of learning new things Chelsea learns that she really wants a bigger role in management, she’ll have increased confidence and might decide to take on the challenge of interviewing at other companies. Again, the reframe opens up possibilities that energize Chelsea’s curiosity and get her prototyping. Reframing will get you moving toward a Best Doable Option that can result in a better design for your life at work—and that’s what we’re after.

				What we’ve learned over the years of working with people is that anchor problems are often about fear. Rather than trying something new and maybe failing, it is sometimes more comfortable to hold on to our familiar, impossible-to-solve problem—our anchor. The inaccessibility of that preferred solution is a great place to hide. We may not get what we want, but at least we didn’t have to confront our fear of failure.

				Don’t let this be your story. Be courageous when you have to be. Remember, courage isn’t the absence of fear; courage is action in the face of fear. So it’s okay to be a little scared as you’re doing all this, but just try to keep moving and not get stuck.

				
				Gravity Problems: We also tend to get mired in what we call “gravity problems.” In our travels we come across gravity problems all the time.

				John really wants to be a poet, but poets just don’t make enough money to live on in our culture. How can John make a good living as a poet?

				Francis has been out of work for five years raising her children. Everyone tells her that there is bias against people who been out of work, and it’s going to be much harder for her to get a job. How does Francis avoid that unfair bias?

				These are both gravity problems because, in life design, if it’s not actionable, it’s not a problem. It’s a situation, a circumstance, a fact of life, and, while it might be a drag and it probably is unfair, it’s like gravity. It’s not a problem because there’s no effective action you can take, and if you can’t take action, it can’t be “solved.”

				The key is not to get stuck on a problem that you effectively have no chance of solving. Don’t get us wrong, we are all for aggressive and world-changing goals. Please do fight City Hall. Oppose injustice. Work for women’s rights. Combat global warming. Fight to end homelessness. Support fair pay for poets. If that’s your cause, go for it, and we wish you the best.

				But if you didn’t sign up for that fight, then it’s a gravity problem for you. If you accept that reality, you’ll be free to reframe your gravity problems into something actionable. Then you design a way to get what you want, and participate in the world in a way that is satisfying and matters to you.

				To help John, our frustrated poet, we must help him accept and then reframe his gravity problem. John wants to “make a good living as a poet.”

				
				Let’s first accept that poets do not generally get paid much for writing poems. We imagine that most poets proudly belong to the starving-artist club. And we think that poetry is wonderful and important and we really need more of it in our society, but John has to accept that it is not valued much in the market economy. Expression yes, money—not so much.

				Okay, a moment of sadness for John and our poor poets.

				This is an “accept first” gravity problem because there’s no there there (just like there’s no there there in trying to repeal the law of gravity). Once we accept the problem, we are free to ask John what he really wants, and it’s obvious—to write poetry. That, in turn, can be reframed as having the opportunity to write poetry and perform poetry and to do as much as he can with poetry, thereby maximizing his expression, without worrying about how poetry is going to make money. So a good reframe for John might be: “I’m curious, how might I discover how poets enjoy and sustain their art while making a living doing other things?” That opens up a lot of prototyping potential. John could check out poetry slams; he could join a poetry circle (he didn’t even know that was a thing until he got curious and talked to people). John could write a poetry blog and start submitting his poems to poetry journals or, better yet, start his own poetry journal. John could practice some radical collaboration and start talking to literary agents who represent poets and authors. They could introduce John to professionally failed poets who found their way to a happy life as amateur poets.

				John could also reframe this poetry/money problem another way by saying, “How can I learn to live on what I’d make working only ten hours a week so I can be an almost-full-time poet?” One of our students, Auggie, decided to work on a problem just like that. His observation was that being wealthy means having more resources than you’ll ever need. One way to do that is to spend a lot of time and energy on making money and collecting resources. The other way to do it is to radically reduce what you need. So he decided to do a radical reframe—he decided he was going to learn to live incredibly inexpensively—at about 10 percent of a typical person’s budget—in order to radically free up his time. His first prototype was to get rid of everything he wasn’t willing to carry, all the time. He got down to fifteen pounds of stuff in a smallish daypack about the same size as everyone else’s book bag. He works three months a year, to make about 10 percent of what his friends make, and takes the other nine to travel and do all the things that “rich” people say they are going to do but don’t have time for.

				
				He considers himself wealthy.

				John could take this approach and become the “rich poet” he’s always dreamed of being. It’s just a matter of lowering his need for money below his 10 percent income target. It is really about understanding what you want, and how far you are willing to go for it.

				The point is that you are in charge of how you define your problem and how radical a design solution you are willing to build. You may not be willing to try Auggie’s solution—most people do not consider it a “doable option.” But if you are careful about finding the right problem and you get good at reframing your problems in a way that gives you the creative freedom to prototype lots of solutions, you will have the best (available) chance at finding yourself in a job and life you enjoy.

				That’s all we’re after here—we want to give you the best shot possible at living the best work life and life life for you.

				Reframing problems is your go-to superpower for both.

				
				If you get confused about the difference between anchor and gravity problems, remember that with an anchor you are stuck on a solution, and with gravity you are stuck on a non-problem. And by this definition, gravity and anchor problems aren’t really “problems” (i.e., actionable challenges) at all. They’re either circumstances or unattainable solutions masquerading as problems, and in so doing they are keeping you stuck.

				Meanwhile, there are, of course, lots of legitimate, real problems that need solving in life—that feel completely overwhelming. In fact, the problem of overwhelm can be so overwhelming, we’ve decided it deserves a chapter of its own.

				
					Try Stuff

					THE MINIMUM ACTIONABLE PROBLEM (MAP) TOOLKIT

					Let’s practice taking a look at our problems, a real problem in our work and/or our life, and see if we can remove the drama and cut the problem down to size. Let’s take a stab at coming up with our MAP.

					
						 1. Pick a problem that you would like to work on. It could be a problem that you are having at work, like the “feedback problem” we talked about, or even one of Gottman’s “perpetual problems” from your relationship. But make sure it’s a real problem, and one that you’ve been stuck on for a while.

						 2. Write the problem down, as clearly as you can. Writing it out will help you understand the “frame” that is implicit in the way you state the problem.

						 3. First, examine the problem for any biases, embedded solutions, drama, or emotional components. This is challenging, because we often do not see our own biases. To do this well requires radical honesty, a healthy dose of Accept, and maybe the help of a friend.

						 4. If you are struggling to state the problem objectively, ask a friend to help. Read them your problem statement and ask them to help you detect biases, embedded solutions, drama, or emotional components. Let them help you find a couple of MAPs.

						 5. Once you have a few ideas about how to reframe your problem into a MAP, put your more objective, nonbiased reframe in the form of a How might we…or a How might I…statement.

						 6. Once you have a few MAPed problems, brainstorm (maybe with your friend again) at least three different prototypes that you could try to resolve your problem. Remember: We are setting the bar low here, accepting that a lot of problems can’t be fully solved, and looking for a few good ideas for a re-solution for the MAP.

					

					Best Doable Option (BDO) Exercise

					
						 1. Pick a problem that you want to work on or something that you are actually working on and would like to find a good solution to.

						 2. Brainstorm at least five solutions to the problem as you currently understand it.

						 3. Examine the options you’ve brainstormed and sort them into BTO and BDO categories

						 4. Now eliminate your BTOs and focus on your BDOs. Resolve to have a bias to action, pick one, and execute it.

						 5. Ask yourself, How do I feel? Remind yourself that, with that decision behind you, you now have more time to devote to other things. With that decision behind you (and be sure to separate the quality of the decision from the quality of the outcome), you are now free to tackle whatever is next.

					

					Go ahead and MAP your problems and tackle your BDOs. Once you get used to handling your problems this way, you should discover that you have more time for the good stuff and are spending less time mulling over problems that do not deserve the attention.
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			My Overwhelm Is Overwhelmed

			
				Dysfunctional Belief: I can’t possibly do all this work, and I’m overwhelmed.

				Reframe: I chose my way into this and I can design my way out.

			

			We’re going to pause this book for a brief Public Service Announcement about overwhelm.

			It’s not going to be a long message, because if you’re overwhelmed, the last thing we want to do is, well, overwhelm you further. If you’re reading this because you do not like your job—and know there must be a nicer, richer, handsomer job out there for you somewhere—we would be remiss if we didn’t explain that not everyone who dislikes their job actually dislikes their job. Sometimes we like what we are doing; we are just doing too much of it. We love our work but don’t like our situation, because we are dealing with task lists and inboxes that are replicating and growing and invading our lives like aliens in a science-fiction movie. We know we are getting swallowed up, and we can’t escape. It doesn’t matter what type of work situation you’re in—corporate executive, small-company employee, self-employed contractor. It can happen to anyone. Overwhelm is an equal-opportunity ailment.

			
			Sometimes our work problem is that we have too damn much of a good thing, and this good thing transforms into a life-sucking monster that just wants to eat our brain, turn us into strangers to our loved ones, and maybe even make us ill in the process. So sometimes we are overwhelmed by too much good stuff at work. Not always, but sometimes.

			We can also be overwhelmed by too much bad stuff at work. And sometimes it is a combination of the two.

			The important thing is not to let overwhelm turn into burnout. We can help you design your way out of overwhelm. Burnout is a completely different beast. When you get all the way to burnout, it’s almost impossible to design your way forward without first addressing its very real mental and physical effects. So, quickly, let’s take a look at that.

			If you’re not sure if you’ve crossed from garden-variety overwhelm to burnout, know that the Mayo Clinic defines job burnout this way: “Job burnout is a special type of work-related stress—a state of physical or emotional exhaustion that also involves a sense of reduced accomplishment and loss of personal identity.” They have a ten-part questionnaire that you can use to decide if you are experiencing the symptoms of burnout.

			Ask yourself the following questions:

			
				• Have you become cynical or overly critical at work?

				• Do you have to drag yourself to work and have trouble getting started once you arrive?

				• Have you become irritable or impatient with coworkers, customers, or clients?

				• Do you lack the energy to be consistently productive?

				• Do you lack satisfaction from your achievements?

				• Do you feel disillusioned about your job?

				• Are you using food, drugs, or alcohol to feel better or to simply not to feel anything?

				• Have your sleep habits or appetite changed?

				• Are you troubled by unexplained headaches, backaches, or other physical complaints?

			

			Answering yes to two or more of these questions might indicate that you are burned out, or well on your way.

			So how do we get from overwhelm to burnout? Mayo attributes it to a number of potential causes and triggers, such as:

			
				• Lack of control. You are not able to influence decisions that affect your job, such as your schedule, assignments, or workload.

				• Unclear job expectations. You’re unclear about the degree of authority you have or what your supervisor expects from you.

				• Dysfunctional workplace dynamics. You work with an office bully, you feel undermined by colleagues, your boss micromanages your work, or there are lots of “office politics” that you don’t understand (see the next chapter to get help with office politics).

				• Mismatch in values. If your values differ from the way your employer does business or handles grievances, the mismatch can eventually take a toll.

				• Poor job fit. Your job doesn’t fit your interests and skills, or you are underemployed and bored all the time.

				• Overwhelmed with tasks. Your job is chaotic and there is too much to do.

				• Lack of social support. You feel isolated at work and in your personal life.

				• Work–life imbalance. Your work takes up so much of your time that you don’t have the energy to spend time with your family and friends.

			

			Look, ignored or unaddressed job burnout can have significant consequences.

			But we’re not doctors.

			We don’t play them on television.

			Or in books.

			If you think your overwhelm is really burnout and needs professional-level intervention, then please go get that. A handy book from design guys is not a substitute for professional assistance for a diagnosable condition. Get some help if you need it.

			Now.

			Meanwhile, let’s look at the run-of-the-mill sorts of overwhelm.

			
				Everyday Overwhelm

				General overwhelm comes in a few different flavors. Flavor one is what we like to call the “Hydra Overwhelm.” The Hydra is a nine-headed Greek monster that grew two new heads every time one was chopped off. Sound a little like your current job? Jobs that have too many parts, or too many people to report to, are often unmanageable and can lead to overwhelm. This often happens when an organization is leaned out to the point that everyone is doing two or three jobs at once. Or maybe the company is growing so fast that managers are managing more tasks and people than they can manage.

				
				You might have Hydra Overwhelm if:

				
					• You have too many different responsibilities.

					• You are reporting to too many managers (more than one) at the same time or are running too many client projects or side hustles concurrently.

					• You are consolidating important data from too many different sources.

					• You have to deliver status information and/or reports to too many people.

					• You regularly use legacy systems that are cumbersome and poorly designed.

					• You lack control or are micromanaged.

					• You are working in isolation.

				

				Flavor two is called the “Happy Overwhelm.” This is where you just have too much of a good thing and too many cool things to do, and you mistakenly volunteered to do them all. Your job is challenging but fun, the people you work with are great, and the projects you get offered are all high-impact and worth doing. You are just doing too many of them.

				Both Hydra Overwhelm and Happy Overwhelm are pretty straightforward and in fact share the same solution—with slightly different implementations. You need to do less and get control of your time. This is where the old design adage less is more comes in handy. How you manage this “task reduction” depends on the Hydra or Happy Overwhelm you are experiencing.

			

			
				
				The Nine-Headed Monster

				In Hydra Overwhelm, you want to get rid of, or get permission to drop, the too many things on your plate. Start by looking over the list of possible Hydra sources listed above to get your juices flowing, then make your own list of all the tasks you are doing. Make it objective, but list everything. Then, and this can be hard, pick one or two items on the list you can modify, work around, or even skip completely. Remember the Set the Bar Low method and pick simple changes that you can initiate yourself. Things like:

				
					• If the root cause of the overwhelm is consolidating data from too many sources, ask Accounting to give you one spreadsheet, not six, consolidating the monthly budget numbers. Explain (with empathy for Accounting) that this will lead to more accurate forecasts, to everyone’s advantage.

					• If the root cause of the overwhelm is working in isolation, take the lead on organizing a Monday Munchies Run (a snack run with your colleagues), and a Wednesday Walk-a-Thon (an organized walk around the building for a midday stretch), and even a Friday Freestyle (a lunch conversation with coworkers about news of the day—but no politics, office or otherwise).

				

				You’ll probably surprise yourself once you start brainstorming ways to reduce your task list or connect more with your coworkers. You are more in charge of your Hydra than you think. However, unless you are your own boss, there are some solutions to Hydra Overwhelm that you’ll likely need permission from the higher-ups to implement. The best way to get the solutions you need approved is to start with empathy for your boss’s needs, and frame your requested change in those terms.

				
				“Boss,” you say, “here’s the situation. I’m getting swamped with stuff that really has nothing to do with what we’re trying to get done around here, and it’s reducing my productivity. This isn’t good for me, the team, or you. I could be a lot more effective, and get the stuff that you think is critical done faster, but I need your help. I need to…

				
					• “…come in later on Thursdays…”

					• “…upgrade from the 1998 version to the 2015 version of [your key software app]…”

					• “…change the weekly report to a monthly report…”

					• “…split my internal clients into two groups: A’s and B’s (I’ve got a list for you right here) so that I can guarantee twenty-four-hour turnaround for the A’s (like always) but ninety-six hours for the B’s…”

					• Or…or…You get the idea.

				

				The only way to change your Hydra Overwhelm situation is to change something. Figure out what small incremental move you could make—the one with the greatest impact and the most probable endorsement from your boss—and give it your best shot. You probably expect your boss to reject your idea, but you might be surprised. If you start with empathy for the boss’s situation, you are much more likely to get approval, especially if you use a trial, an experiment, or a prototype as the framing for your request. Lots of our students, clients, and readers have made significant changes in their workload with this method.

				
				Mayra, one of our workshop attendees, proposed prototyping a change: not doing the weekly asset reports for one week. The report was a pain in the neck to produce and she was pretty sure no one cared about it. She checked with her boss to see if it was okay, and he said she could try it (prototype it) for one month. After one week, there were no emails, no complaints, nothing—so she didn’t do the report the next week. After four weeks of no reports and no complaints, she went to her boss and said, “Boss, I’d like to discuss the weekly-asset-report prototype we talked about.”

				
					Boss: How did it go?

					Mayra: The results are in. I haven’t done those reports for four weeks in a row and no one has complained.

					Boss: I didn’t even notice you’d stopped!

					Mayra: Yes. The prototype revealed that you never read that report and no one else does, either. I’d like to stop doing it and spend that time on organizing our sales data better. You said that was your number-one priority, getting better sales information out to the field.

					Boss: Okay, but we’ve always done the asset report—maybe you could do them quarterly. If, after a year, no one comments on the quarterly reports, you can drop them entirely. That a deal?

					Mayra: Deal.

					Boss: Great, now get that important sales-data project going.

				

				What Mayra’s story teaches us is that things might be more negotiable than you think they are. And Mayra played it smart. The key to negotiating out of Mayra’s busy work, the asset report that no one was reading, was understanding that there was more strategic work to be done, and suggesting a low-risk prototype to get data about a possible redesign of her tasks.

				
				Mayra also moved from disengaged (doing busywork reports that no one reads is a great way to create a really disengaged worker) to feeling like her work was of strategic importance. A double win.

				So the path forward is…well, straightforward. We encourage you to start prototyping small changes to your task list. You will discover that you have more agency than you think, and whether you have to ask for permission to try something or not, you are the initiator. And initiation is one of the things you’re keeping track of with your Good Work Journal, right?

			

			
				So Much Happy

				Happy Overwhelm is a little different. Since you chose all of the things that are overwhelming you, Happy Overwhelm often comes with more flexibility and a higher degree of electiveness to your options. The number-one solution to Happy Overwhelm is delegation. Of course, you have to be willing to let go of one or more of the many cool, fun, impactful, amazing things you get to do every day. But you’ll get to do some of those amazing things longer and avoid the potential for burnout if you learn to share the joy. Since the fun, challenging, interesting things that are overwhelming you are attractive, you can very likely give them to your colleagues easily. (This is very unlike the Hydra Overwhelm problem, where the issue is getting rid of stuff that no one wants to do.)

				If you really want to get a lot of time and energy back, you should give away your most prized and high-visibility activities. Those are the easiest ones to find takers, and giving them away frees up a lot of time. For instance, Dave used to do all the section facilitator trainings for the Stanford Designing Your Life course. He’d done these dozens of times and had built a decent set of handouts for the training—and loved doing it—but he needed to let something go. He asked one of our Life Design Lab fellows (who had seen him do it just once) to lead the next session. He did great—to Dave’s astonishment. Dave never did it again. A few quarters later, Dave sat in on the facilitator training being done by yet another staffer—and it was way better than it was when Dave did it.

				
				Dave’s delegation worked—he got more time and the facilitation training got better.

				Of course, we are not just workers. Sometimes, when you have Happy Overwhelm, you need to delegate some stuff at home.

				When Bill worked at Apple and joined the brand-new PowerBook group, they were putting the final touches on Apple’s first laptop. Code-named Tim, it was released as the PowerBook 170 and it took the industry by storm. Bill jumped in and, as the mechanical project lead, took on the next laptop project. Code-named Suntory, it was being designed in a joint venture with Sony, and this meant Bill was on a plane to Tokyo almost every month. And because the product line was so successful, new portable projects were popping up faster than Apple could hire. Bill took on another laptop project, code-named Asahi, and another, code-named Bonsai (Bill really liked Japanese code names). Around this time, Bill and his wife, Cynthia, had their second child. With two young children in the house, a wife with a full-time job as a business consultant (traveling every week), and Bill needing to travel to Japan every few weeks, he found himself deep into Happy Overwhelm. There was no time to do anything right, and some things were just not getting done. Remember, Bill volunteered, even lobbied, happily, for all these projects. Bill was deep into in-over-his-head overwhelm.

				
				About six months into this disaster, Bill and his wife called a time-out. They decided that their current life was not sustainable. They got together and looked carefully at their work to see if they wanted to back out of anything they were doing. Cynthia was just out of business school, and building credibility in her consulting firm was important, so they decided together that she had made a good choice and they would find a way to support her in this new career. Bill realized that this was a special time at Apple: they were inventing a whole new business, and it had grown to more than a billion dollars in revenue. He was unlikely to have a chance to be involved in anything this exciting, so they decided to support Bill working and traveling this much.

				Having made those decisions about work, they then made a list of all the things they had to do, things they would not compromise on, like being around to raise their children. They made a list of things they could delegate to someone, things that were not that important, like cooking, doing the laundry, mowing the lawn, and cleaning the house. They calculated that if they didn’t do these things, they would have enough time for each other and for their kids. They would have enough time for the important stuff.

				There was just one problem: They didn’t have the money to delegate these tasks to someone else.

				So Bill went to his boss at Apple and told this story: “Right now is a critical time for our group. We are riding a tiger, in the fastest-growing part of Apple’s business, portable computers. We are setting the standard for the industry and, right now, we have more projects than people and we can’t hire fast enough to keep up. I’m all in, one hundred and ten percent, and I recognize that this is a very special opportunity to be part of something amazing. That’s why I volunteered to do three projects at once. At the same time, everyone else in my role is doing just one project. I’ve figured out that to sustain this level of commitment and to make time for my family, I need to outsource a bunch of things in my life, and that’s going to cost a lot of money. I need a raise.”

				
				It was good storytelling. It was true. And he got the raise. Not right away—he needed to prove that he could take on the three-project challenge and make it work. But he and his wife made it work by delegating out from under their Happy Overwhelm.

				
					SHOUT-OUT TO SMALL-BUSINESS OWNERS—AVOID THE OWNER’S TRAP

					If you’re a small-business owner, you’re at particular risk for overwhelm (especially Hyper-Overwhelm, described next). Many business owners feel trapped—trapped in a box that they think they can’t get out of because, well, they made the box. If this is you and your business has you in overwhelm too much of the time—the only boss you can talk to is you. You own not only the company, but also the processes and procedures and roles and responsibilities. You own the how of the company as well as the what—and that sense of personal ownership and responsibility can keep you in a special brand of stuck.

					Everything in this book and in our first book applies to you. You can design your way out of being stuck and out of overwhelm the same way an employee or a consultant or a gig worker does. You can design your work life right where you are. The mind-sets are the same. And you don’t have to ask permission.

					
					But your particular brand of stuck, the one that has outsiders scratching their heads and wondering why, if it’s your company and you’re in charge, you don’t just make the changes you want to make, is often harder to recognize.

					Those outsiders are right, but since they couldn’t possibly understand your business or appreciate all you are doing, you just ignore them and work harder. The ironic thing about being a business owner is that most people who choose that path do so in order to chart their own course and work on their own terms. They want autonomy, so they strike out on their own. Then once the business gets going, they often feel less autonomy than many corporate employees do.

					So business owners have a high risk of getting stuck in overwhelm, but there is a way out.

					STEP 1: REMEMBER YOU ARE STILL IN CHARGE.

					What subtly happens over time is the business gets in charge of you—not you in charge of the business. Sure, you’ve got tons of responsibilities and obligations and people and customers depending on you, but it is yours to run and manage as you see fit. You aren’t any less powerful or any less in charge than when you started your business—you’re just busier.

					
					STEP 2: THERE’S ONLY ONE RULE—OBEY IT!

					In any business or institution, whether it’s for-profit or nonprofit, there is only one inviolable rule—don’t run out of money. As long as you are selling enough products or services, or garnering sufficient contributions from donors to cover your expenses—you get to stay in business. The ink at the bottom of your spreadsheets has to be black—not red. If it’s stuck in red, you’re in the process of going out of business (and if that’s the issue, then you need different help that is probably in a different book). This rule is incredibly freeing! As an owner, you can literally do anything you want as long as you can afford to keep the doors open (and pay your taxes, not break laws, etc.). You can reduce or expand your offerings. You can sell off part of the business to make it simpler to run. You can apply pretty much all the ideas in this book to your situation. Even if you need to make dramatic changes to the business to get out of overwhelm, you can because you are in charge.

					That’s it.

					Ellie, a former neighbor of Dave’s, ran a successful local restaurant for years. It’s a relentless business because people want to eat pretty much every day. She got tired of the relentlessness but couldn’t figure out how to change her overwhelmed situation. Then she realized that it was up to her—it was her restaurant. She remembered why she opened it in the first place—to make great Mexican food that people enjoyed—and realized that had nothing to do with a big room full of tables. It’s about the food. She ended up closing the restaurant and buying a food truck. She got rid of the rent. She cut her staff and her hours. She traded 10 percent of her money in order to lose 100 percent of her overwhelm.

					
					She redesigned her business to work for her. You can, too.

				

			

			
				Hyper-Overwhelm—a Special Case

				The last flavor of overwhelm is a special case, and you usually find it in new organizations or start-ups. We call it “Hyper-Overwhelm.” This is where management and staff are building the plane and trying to fly it at the same time. There are no organizational norms to follow and very little support infrastructure (in fact, that may be one of your jobs—build the support infrastructure—but who has the time?). The enterprise is having great success and scaling rapidly and that means seventy-, eighty-, and even ninety-hour workweeks, because the job is never done. It’s exhilarating, challenging, and ultimately exhausting. Being a leader or early team member in a small business or high-growth start-up is not for the faint of heart, nor does it make for short workdays. If this is the path you are on, try to think of your day-to-day work as a marathon, not a sprint.

				What that really means is you need to implement a particular version of storytelling’s “good enough for now” story, through a reframe and possibly some negotiated compromises with key people close to you (we’re seldom in this situation alone). What really sustains this solution “for now” is the new narrative—which illustrates the power of the storytelling mind-set. Perhaps the best way to explain all this is with a story…

				
				Once upon a time, Dave asked Bill if he wanted to collaborate on an idea Dave had about teaching college students how to figure out what to do with their lives using design thinking. That conversation turned into one of the most popular electives at Stanford University, Designing Your Life.

				Once that course got going, it really got going!

				In fact, it just about exploded. And that put Dave into the condition of Hyper-Overwhelm. You see, the Life Design Lab really is a start-up, and in the early days, like most start-ups, it was just the founders doing the best they could, working lots of long hours. And then when it started to work, there was no one to delegate to.

				It was all work all the time, and it all came together one late night in Palo Alto.

				Dave was walking out to the parking lot at Stanford, looked at his watch, and saw that it was 8:00 p.m. “Shoot,” said Dave. Actually, he strung quite a few words together and said something stronger than “shoot.”

				He got into the car and called his wife.

				“Hi, honey.”

				“Well, hello, dear,” she said.

				“I’m so sorry,” said Dave. “I did it again. I’ve clearly missed our seven-thirty dinner date.”

				You see, Wednesday was dinner-date night at Dave’s house and he was supposed to be home, an hour’s commute away. So by 8:00 p.m., it was clear that Dave’s wife, Claudia, had figured out that he would not be home half an hour ago.

				
				This was not the first time this had happened.

				“Well?” she asked.

				“It just blew up on me again. A whole bunch of students showed up for office hours that weren’t scheduled, and then I got a message that the vice provost of undergraduate education wanted me to swing by the office and talk about where things could go in the future, and that’s a meeting I really couldn’t avoid. So when you put it all together with those extra student conversations, the time just disappeared again. I’m so sorry, honey. I blew it. I’ll be there as soon as I can.”

				“Oh,” said Claudia, “you must be so happy!”

				This wasn’t the response Dave had been expecting. Maybe he had misheard her.

				“W-What?” he stammered.

				“Well, you must be so happy, because this is exactly what you want. I mean, everything you’ve told me says ‘This is perfect.’ More students are coming to office hours, and talking to students is your favorite thing. And then you’re hearing from the Provost Office, which means you’re now starting to have an impact at the institutional level. What you and Bill are doing is starting to make a difference. That’s exactly what you’d hoped for. So it’s really working. You must be so happy!”

				Dave thought about it for a minute.

				“Well…yes. Yes, that’s right. I am so happy. I just called to let you know how wonderful things are, and how the wonderful things have inadvertently caused me to miss dinner again. Thank you, darling.”

				“Why, you’re welcome. I’ll see you when you get home.”

				Now, the first and most important moral of the story is this: Marry well.

				
				The smartest thing Dave ever did was to design his life to be happy by marrying well, to a brilliant and fabulous partner.

				That being said—there are other things to learn from this story.

				You see, what’s going on in a Hyper-Overwhelm situation is that lots of good things are happening but there are way too many of them. And you’re not in a situation like a Happy Overwhelm, where you can actually delegate out, because there’s nobody to delegate to.

				When this story took place, the Life Design Lab was barely funded, so Dave was teaching three classes a quarter, every quarter, and there was no one to delegate to (except Bill, who was also in start-up Hyper-Overwhelm). It was also during this time that Dave was trying to establish the credibility of the Life Design Lab. So Bill and Dave were still very much hands-on in this Life Design start-up.

				It was a really good time. It was exciting. But it was overwhelming.

				For Dave it was too much, but he knew that it was too much…for now. He figured he could find a way to tough it out and get through start-up mode and then he could downgrade Hyper-Overwhelm into Happy Overwhelm and start managing it better.

				For Dave, his new story went something like this:

				Old story: “Oh my gosh, I’ve got too much to do,” or, “Oh my gosh, here comes another meeting I can barely fit in,” and then, “I blew it,” or, “I can’t do this.”

				New story: “Wow, I’m fortunate to finally get to realize my goal of making a difference in higher education and in students’ lives. It may feel tough sometimes, but this won’t last forever, and it’s what I wanted all my life, and although I’m really busy now, I’m going to enjoy it while it lasts.”

				The moral of the story is that the way you manage Hyper-Overwhelm, assuming you choose to be in this “start-up,” is to change the story. It has to be short—two or three sentences—and it has to be something you can remember. This way, when the invitation to feel terrible shows up, you can quickly reframe it and catch yourself before you blow your mood and you blow your attention.

				
				There’s an old proverb that says, “You cannot prevent the birds from flying over your head. But you need not let them make a nest in your hair.” Which means bad thoughts will come (including dysfunctional, destructive, mood-destroying thoughts), but you don’t have to wrestle with them, or let them make a permanent home in your mind. Practice replacing these thoughts with your much better story.

				One important caveat: You are not alone! You see, when you’re in Hyper-Overwhelm, there are almost always other people affected. For your new story to work, you want them in on the deal. They need to be willing to say, “It’s working for me now, too.”

				If you can get your key partners, intimates, and collaborators to join you in temporarily embracing your Hyper-Overwhelm, things will go much more smoothly for everyone. There will always be a few adjustments you make to prioritize your partner’s issues, but for the most part, because you choose into (together) your Hyper-Involvement with your start-up, you can work your way through it. And when you get to the other side of your Hyper-Overwhelm (remember, it’s just for now), it is all the more sweet because you did it together. And that’s exactly what Dave did (and, oh, is he sooo happy).

				

				—

				
				Overwhelm happens to all of us at one time or another. Our message by now should be clear—overwhelm can be managed, and it is a temporary condition of your job and your life. You are the designer and you are in control.

				And now back to your regularly scheduled work life.

				
					Try Stuff

					GETTING OVER OVERWHELM

					
						 1. Overwhelmed (Y/N)? Ask yourself if you feel continually overwhelmed—do you have this problem or was it just one tough week? If yes, continue. If no, go play Frisbee or walk the dog—you deserve it.

						 2. Burned Out (Y/N)? Check if you’re actually burned out or overwhelmed by reviewing the burnout indicator questions. If you think you are headed for burnout, put the book down and immediately find yourself a therapist specializing in burnout and get good support. If not burned out, continue.

						 3. Pick Your Flavor of Overwhelm: Hydra, Happy, or Hyper. Review the characteristics of Hydra, Happy, and Hyper-Overwhelm. Decide which description best fits your circumstances and start designing your way out.

						 4. Hydra and Happy—Implementation

						 a. Less Is More List: Make your Less Is More List of things to drop, delegate, or renegotiate. Notice that implementing this is quite different in Happy versus Hydra Overwhelm, but the goal is the same—something has to go. Make a list.

						 b. The Boss or Colleague Giving Plan: If you’re in Hydra, you’ll have to renegotiate some relief, most likely starting with your boss. Figure out what your top Less Is More items are and the best pitch you can come up with to get your boss on board, then arrange that negotiation meeting. If you’re in Happy, you’ll likely be able to delegate to colleagues (who, if you remembered to pick tasty things to give away, will be easy to find), so plan what to hand off and to whom. Then plan those meetings and the delegation process (it may take a few steps to competently release something, but hang in there, it will eventually work).

						 c. Execute: There’s no substitute for good execution. Get started with your boss and your colleagues and follow up on all the details. You’ll feel better almost immediately.

						 5. Hyper Implementation Plan

						 a. Reframe: Figure out how to reposition your situation in a way that lets you get the most out of it despite the fact that it’s costly (for now…). You may need to enlist the help of a friend, colleague, spouse, or partner to get this figured out.

						 b. Better storytelling: Make up the new story that reframes your situation as an advantage. See Dave’s example and write this new story for yourself. It should be less than 250 words. Read it aloud to yourself every morning for two weeks (i.e., until you make it true).

						 c. Negotiate: Figure out what compromises others will need to make (for now…) in order for your Hyper reframe to work effectively. Your Hyper-Overwhelm is probably having the biggest effect on those people closest to you. If you enlist help from these folks in your reframe and new story, your chance of success increases. Be prepared to work through some issues and complaints from your intimates—don’t be defensive and work toward a story that works for everyone.

						 d. Check In: After six to eight weeks, have a check-in meeting with yourself and your closest partners in this Hyper situation, asking, “How’s it going?” This will ensure that your approach to getting through your season of Hyper-Overwhelm is working for everyone. If things are good with everyone, keep going. If not, figure out what needs updating (the reframe, the story, or the negotiation) and put the needed fixes in place. And be sure to make the changes necessary to get out of Hyper—it’s not a place you want to live permanently.
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			Mind-set, Grit, and the ARC of Your Career

			
				Dysfunctional Belief: I don’t like my job, and I don’t know what to do.

				Reframe: You have the power to reframe and redesign any situation and any job.

			

			Some days feel longer than others.

			When you are disengaged at work, each day can feel longer than the day before it, and there is nothing, not even another cat video, that will make the endless tick-tock of the clock move a little faster so that you can commute home and complain to your family (or your cat) just how much your boss/work/clients/job/company sucks. Your current plan: Collect your pay, do your time, and eventually you will retire and then start really living. You’ll do what the company asks you to do, report to your manager, nod and smile at your coworkers, all the while knowing that when you retire none of this will matter. When you were young you never dreamed of selling insurance. Or writing technical manuals for software companies. Or installing pool covers for other people’s pools. But somehow this is where you ended up.

			
			Sound familiar? If it does, you are part of the almost 70 percent of the workforce who are disengaged and not satisfied with the majority of the way they are spending their hours/day/week/life. So what are you going to do about it?

			Who are you going to hold accountable?

			Spoiler alert.

			There’s only one place you can get job satisfaction. It doesn’t come from a different job or a different company, and it’s not found somewhere in your orientation packet from Human Resources. Your company cannot give it to you, although they could do a better job of enabling it. So, as a designer of your job and career, where does job satisfaction come from? Read on…

			
				Who’s the Boss of Me?

				When we feel stuck in our lives, we tend to externalize the blame: The bad things that are keeping me stuck are caused by someone or something else, not me.

				It’s not my fault that my job sucks—have you met my boss?

				It’s the company’s fault that the culture sucks, and that’s why everyone here is unhappy.

				My partner doesn’t understand me and will never support my dream to become a Cirque du Soleil clown.

				But, if we are being completely honest with ourselves, it’s not always true that other people are keeping us from being happy. Of course, those bad bosses and bad companies are certainly not helping any, but at some point you have to ask yourself, Who’s the boss of me?

				In life design there’s only one answer.

				
				You are the creative agent in your life, and you have the power to make the changes that you need and want. It will take some effort and it may take some time (because we’re going to set the bar low and sneak up on these changes), but ultimately the answer to that question is clear.

				You are the boss of you.

				If you don’t like that answer, talk to your boss.

				If you want more engagement, satisfaction, and meaningful work, it’s time to redesign your experience of work. And the first place to start is with you—your attitudes and mind-sets that create the story of your job and career.

			

			
				Grow Your Mind-set

				Research from our Stanford colleague psychology professor Carol Dweck suggests that people can generally be divided into having two ways of thinking about life, two dominant mind-sets—fixed and growth. A fixed-mind-set person believes that their intelligence and abilities are fixed, natural “talents” that cannot be changed. When they succeed at something, it is because of their natural abilities. When they fail, same reason—they “just aren’t good at that.”

				I’m just not creative.

				I can’t do sales.

				I’m terrible at math.

				On the other hand, a growth-mind-set person believes that, although everyone starts with different natural abilities, their intelligence and talents can be developed. They can learn and master new things. The attribute their success to hard work and practice, not to something innate. Dweck writes, “Believing that your qualities are carved in stone—the fixed mind-set—creates an urgency to prove yourself over and over…[while a] growth mind-set is based on the belief that your basic qualities are things you can cultivate through your efforts, your strategies, and help from others…[and] that a person’s true potential is unknown [and unknowable]…”

				
				These two ways of approaching the world and its challenges create profoundly different outcomes. Fixed-mind-set folks tend to be more fragile when it comes to setbacks, and tend to give up sooner because “it’s not my fault, I’m not good at that.” People with a growth mind-set tend to be more persistant and more willing to work hard to achieve a goal, even if they aren’t very good at it when they start.

				There is even some evidence from fMRI scans of the brain (one way to see which brain circuits are active during a task) that these mind-set differences are neurological. For instance, when subjects are put inside an fMRI machine and asked hard questions, and then given feedback on their answers, the brain patterns of the two mind-sets are startlingly different.

				“People with a fixed mind-set were only interested when the feedback reflected on their ability. Their brain waves showed them paying close attention when they were told whether their answers were right or wrong. But when they (the fixed mind-setters) were presented with information that could help them learn, there was no sign of interest. Even when they’d gotten an answer wrong, they were not interested in learning what the right answer was. Only people with a growth mind-set paid close attention to information that could stretch their knowledge. Only for them was learning a priority.”

				
				The fact that a fixed or growth mind-set seems hardwired in our brain does not mean that we are doomed to those constraints. There is a lot of evidence that your brain can wire up new circuits in response to training. So when you start the process of designing a job that you love, you should think about training yourself to develop a growth mind-set. Studies show that adopting and developing a growth mind-set will increase your desire to learn (curiosity), your embrace of challenge, your ability to learn from criticism and the examples of others, and also your ability to see hard work and practice as the path to mastering anything you set out to do.

				
					Dysfunctional Belief: I’m not good at math and I’m never going to get better. There are a bunch of things I can’t do, and there are people who are far more talented than I am. I’m stuck with my abilities and I can’t get better.

					Reframe: That’s your fixed mind-set talking, and it’s not telling you the truth. The truth is, with a growth mind-set and a lot of hard work and practice, you can probably accomplish almost anything you set your mind to. Talent isn’t the reason other people are doing so well; they are working hard to get better.

				

				The fixed versus growth mind-set story is a little too binary. Research shows that we are all a mixture of fixed and growth mind-sets, and we operate somewhere on a continuum from one to the other. If you feel you fall more on the fixed end of the mind-set spectrum, there are things you can do to move toward a growth mind-set. If growth mind-set is already your default, you can make it better with practice.

				
				The first step is learning to identify when you slip into a fixed mind-set. Ask yourself what triggers this way of seeing the world. Is it when you hit a problem you can’t solve (I’m dumb), when you procrastinate (I’m lazy) or when you fail to speak up for yourself (I’m shy) or fail to take a stand about an injustice (I’m a coward)?

				By the way, the above are examples of negative self-talk, or using the storytelling mind-set in a negative way. When you say things to yourself like “I’m dumb,” or, “I’m stupid and lazy,” you are telling yourself a story. Tell that story enough times and you will start believing it.

				To reverse the process, get good at noticing when your fixed mind-set is in charge—do not judge it, just notice. Next, use the power of reframing to change your problem and utilize the power of your storytelling mind-set to “change the narrative, change the outcome.”

				Every time you find yourself in a fixed mind-set, notice the story you’re telling, reframe, and tell a better story. For instance, instead of “I’m dumb,” how about this story:

				“I’m really struggling with this problem and I need some new ideas. I could seek out a new problem-solving strategy (get curious), I could ask for help (radical collaboration), and I could give myself more time and work harder on the basics I’m going to need before I tackle this problem.”

				That’s a better story!

				Or instead of “I’m stupid and lazy,” how about this story:

				“I notice myself not wanting to get started on this problem; I’m procrastinating. I could start by making sure I have all of the information, research, and materials I need to get started (awareness). I could reframe the task (reframing) and find new ways to get going to get the same results. I could make a list of the benefits of completing this task, and that will motivate me to get started.”

				
				Get it? It’s about changing your internal story.

				The final step in moving more toward a growth mind-set is to ask yourself, What can I learn today? Can I reframe the challenges of my to-do list around the objectives of learning and growth? And can I use what I learn in the service of others—can I be a teacher today? (By the way, great teachers are always great storytellers.) Learning, growing, and sharing your experiences are great ways to reinforce a growth mind-set.

				Your first order of business is to adopt and develop your growth mind-set! Make a plan to maintain your transformation to this new mind-set. It will definitely take practice and reinforcement to make a growth mind-set the natural way you approach problem solving.

				Once you have embraced this way of thinking, and you’re working hard to make your job the one you want, you are inevitably going to hit some setbacks. And that’s when the psychology of resilience comes in. Because when the going gets tough, the tough get gritty.

			

			
				Getting Gritty

				Grit.

				It’s the best predictor of who will finish the grueling seven weeks of basic training, also known as the “Beast,” that all West Point recruits must endure, or who will pass an even more rigorous Green Beret Special Forces Selection Course, which includes running miles carrying heavy packs, crawling through mud and water under barbed wire, and a variety of other nasty challenges. It’s the best predictor of who will be the highest-producing salesperson and who will outperform even the most naturally gifted athletes. Grit is the thing!

				
				Angela Duckworth, a psychology professor at the University of Pennsylvania and the author of Grit: The Power of Passion and Perseverance, has developed a way of measuring grit, and you can take the Grit Scale test here: angeladuckworth.com/​grit-scale.

				Although people obviously have varying natural abilities, it turns out, according to Duckworth’s research, that talent, IQ, and natural ability have almost zero correlation to success under difficult conditions. It is the ability to persevere that separates the successful from those who quit. So in designing your work life, grit is an important thing to cultivate. And there are ways to develop a more resilient and gritty mind-set.

				There are four factors that Duckworth calls “the psychological assets that mature paragons of grit have in common.”

				
					 1. Everything starts with enjoying what you do. To persevere, you need to be intrinsically interested in your subject (more on intrinsic motivation coming up). We’d add the designer’s mind-set of curiosity, a potential precursor to interest, to this asset.

					 2. Next comes the capacity to practice. You must devote yourself to the kind of deliberate and well-informed practice that leads to mastery. And you must practice, every day, every week, every year—there is no end to practice—it is an end in and of itself.

					 3. Third is purpose. You have to believe that your work matters to something and someone greater than yourself.

					 4. And, finally, you have to be a hopeful person. Hope is what keeps you going even when things get tough and your plans aren’t working. Hope is related to optimism and a deeper sense that your mission is ultimately possible.

				

				Cultivating your curiosity and interests, practicing hard to become a master at your craft or subject, defining your purpose in something greater than yourself, and remaining hopeful will lead to an increase in your grit and your ability to accomplish what you set out to do. Sounds a lot like the mind-sets of a great job and life designer.

				Research shows that working on this every day is a much better use of your time than viewing cat videos or watching the clock or complaining about your job.

				Okay, maybe there’s not official research correlating cat-video-watching to grit cultivation, but if there were, trust us when we tell you that grit would win every single time.

				If you’ve cultivated your growth mind-set and are getting good and gritty, it’s time to look at what motivates us to work in the first place. Because, as the manager and boss of you, you need to know how to best motivate your key employee.

			

			
				
				The ARC of Your Career

				
					Dysfunctional Belief: I’m not happy in my job, and I have no idea how to make it better.

					Reframe: I recognize my intrinsic motivations and I know how to increase my autonomy, relatedness, and competence.

				

				At the end of the workday, we are the one responsible for making our job feel challenging and fun. Whether we are driving a bus or driving a corporate merger, this is true for any and every job. And to make our job fun and rewarding, we need to again turn to the psychologists. The research on human motivation, called “self-determination theory,” says that we are intrinsically motivated animals, and, in addition to responding to external motivations, a full understanding of human motivation requires an understanding of our innate psychological needs for Autonomy, Relatedness, and Competence (ARC).

				Now, some of you may be putting on the brakes right now.

				Psychological needs? That’s great in theory, but I need cash. That will motivate me and get me engaged with my work faster than anything. Let’s discuss the ARC of my bank account!

				Good question, and of course we need to have our financial needs met. But research shows that humans are weirdly motivated by things other than cash, especially when they have enough to live on—things like curiosity and the inherent challenge of solving puzzles. In his book Drive: The Surprising Truth About What Motivates Us, Dan Pink describes some strange results from the psychology of motivation as revealed by self-determination theory.

				
				…human motivation seemed to operate by laws that ran counter to what most scientists and citizens believed…we [thought we] knew what got people going. Rewards—especially cold, hard cash—intensified interest and enhanced performance. [However, what the self-determination theory psychologists found] was almost the opposite. When money is used as an external reward for some activity, the subjects lose intrinsic interest for the activity…Human beings…have an inherent tendency to seek out novelty and challenges, to extend and exercise their capacities, to explore, and to learn.

				

				Dan was describing the work of Edward Deci, a pioneering psychologist who, along with Richard Ryan and others, has spent the last forty years developing the notion that, along with our primitive external motivations (the drive for food, shelter, safety, etc.), humans have powerful intrinsic motivations that are in some ways their own reward. In other words, humans will do things because they are just interesting. We are curious animals. And Deci and Ryan and others have demonstrated that you can mess up the intrinsic reward system (solving a puzzle because it’s interesting) by introducing extrinsic rewards (like paying people to complete the same puzzle). When you pay people for tasks that utilize the intrinsic reward system, their performance actually goes down.

				That’s the weird paradox.

				So let’s look at our innate psychological needs for autonomy, relatedness, and competence.

				Autonomy, at its most basic, is the need to control our own life. It’s a human drive and an innate psychological need. We all want to be in a position at work where we are able to control aspects of what we do, who we do it with, and when we do it. Deci and Ryan write, “At a phenomenological level, human autonomy is reflected in the experience of integrity, volition, and vitality that accompanies self-regulated action…”

				
				At work, you develop your autonomy by showing up in the work that you do and deciding to do it as good or better than is required. When you get in the habit of overdelivering on the job, good things start to happen.

				Ann is a shift supervisor at a fast-food restaurant. Her daily tasks are pretty fixed, and she has been trained to run her shift according to the best practices in the industry. She’s taken classes at the famed Hamburger University and has learned a very orderly and specific way to maximize the throughput and profitability of her restaurant. You’d think, in a job like hers, there is no room for autonomy. But that’s not the case. Ann follows the rules and runs a tight ship, and her shifts are marked by their orderliness and good behavior. But Ann also over-delivers for her shift workers. She brings in some fresh flowers every other day, and places them next to the time clock to brighten up the work environment. She is very generous with her time, helping new staff to learn the rules and processes that make the food. One time, Ann noticed that the transition between shifts was a lot messier than it needed to be, so, without asking permission, she set out to fix it. She arranged for an informal coffee between the three shift supervisors, and they talked about the fact that there was no incentive to “leave the campsite better than you found it”—and shift workers, in a hurry to get home, often ignored the mess they were passing on to the next shift. This resulted in a messy kitchen (a potential health hazard) and some botched orders. Ann proposed “prototyping” a new schedule that designated one employee as the “shift master, overlapper.” Their incentive would be tied to making the transition seamless. They all agree to try this for a month and the results were great—no more lost orders and a cleaner, happier workplace.

				
				Ann is full of other ways to make her workplace more efficient and, more important, more fun. “When I hear singing coming from the prep line, and the maintenance staff is making a game out of who can clean the grease trap the fastest, then I know my crew is working together well. And my shifts have the highest rate of staff retention, nobody quits me—and that’s getting noticed by the top management.”

				If Ann can generate autonomy in her fast-food job, so can you.

				Relatedness is about connecting to your people and your community. We develop and sustain our relatedness by engaging with our fellow workers, collaborating well on projects, and being empathetic to the needs of those we work with and work for. The drive for connection is a strong human motivator and a basic component of our evolutionary history. Humans, by themselves, are not very strong or fast animals. In the wild, almost all predators are faster and more deadly. We had to learn to live together, and hunt together, in order to survive. As we evolved, the best survival strategy was to form strong family and tribal groups. This intrinsic need for relatedness shows up at work, too.

				Think of a time when you were energized and jazzed by being part of a bigger project or purpose. Being part of a team and working hard for that team shows up in many aspects of our lives—from sports, to community groups, to social movements—and radical collaboration is a form of relatedness that designers do naturally.

				In contrast, being isolated in a matrix of sterile cubicles, working all by yourself, on tasks that have no obvious connection to the mission of the team, tribe, or company is not a healthy work environment and is not likely to be where you do your best work.

				
				Increasing your relatedness will increase your happiness—at work and in life.

				When Bill was just out of Stanford, having finished his master’s degree in product design, one of his professors, who had started a very successful tech company called Convergent Technology, offered Bill a job on a special project that was in “super-secret stealth mode.” That was the start of one of the best work experiences he ever had. Convergent Technology had a reputation for being a tough place to work; the CEO was fond of calling it “the Marine Corps of Silicon Valley,” and he ran a very tight ship. Bill was one of three mechanical engineers, on a small team of about twenty people, trying to design and manufacture what was at the time the world’s smallest portable personal computer. To do this, the team would work long days and well into the night. There was an expression at Convergent: “There’s a week in a weekend”—the logic being that there are forty-eight hours in a weekend and you need to sleep only eight! Bill worked many “weekend weeks,” including some where he never slept at all. He remembers leaving work “early” one Sunday to go to his mom’s birthday party and having to stop at a department store on the way to buy a clean shirt to wear because he hadn’t had time to do laundry in three weeks. The deadlines were intense, and the potential for failure was real. The team was pushing every technology to its limit and there was more than $20 million on the line—a very big investment in 1983.

				Despite this rather grim description of long hours and lots of stress, this is still one of the best jobs Bill ever had. The radical collaboration and teamwork were phenomenal, everyone was doing something they had never done before, and everyone had one another’s back. There were weeks of pure flow, where the task at hand was right on the edge of challenging the laws of physics, and late nights in the lab when they finally got the motherboard to run for the first time and it said, “Hello World.”

				
				Champagne was served.

				The team that Bill worked with, some thirty-five years ago, still remembers the experience fondly. They used to have annual reunions, for years and years, after the project was over. If Bill runs into one of his old teammates he knows he’s in for a long conversation, savoring the memory of how it felt to be on that team.

				And, by the way, the groundbreaking portable computer that they made, the WorkSlate, was a complete business failure. The company shut down the WorkSlate division about a year after the launch. No one on that project got rich, and no one can point to the success of the product as the reason for the way they feel today. It was about the people and the journey—it always is.

				
					
						[image: ]
					

					
						WorkSlate Computer by Convergent Technologies, circa 1983

					
				
				Competence is just what it sounds like. We all want to be good at what we do. Some of us even want to be the best at what we do. We develop our competency by (and there is an element of grit in this one) practicing our craft until we have achieved what others would call mastery, and then going on to “out-master” ourselves through even more concerted practice. Your grit and ability to persevere is key here. Competence feels intrinsically good. That’s why it is important to be able to identify with the value of the work we do. To do work well, we need to develop our skills, and if we’re developing skills we truly care about, we will be driven to improve our competence. In contrast, if we are not engaged in our job, then we really don’t care about improving, much less mastering, the skills required to do the job well.

				
				There are two common areas where we need to invest in growing our competency: our areas of natural strength that are useful in our work and our areas of natural weakness, which are required in our job. In the former, the idea is to take your natural strengths (like leading small groups of people) and pushing yourself to the next level (becoming a world-class teaming expert). It’s easy to rely on our natural strengths “as is” and just enjoy them. But to fully reap the benefits of your strengths, you want to grow them.

				The reverse is equally true. Most of us encounter tasks in our work that we just aren’t good at but are absolutely required. For instance, if you’re going to be a university instructor, you have to be good at public speaking.

				And Bill wasn’t.

				Bill is naturally an introvert. He prefers working one-on-one or with small groups—or alone. He likes having leadership impact (he’s a great strategist), but he does not relish being in the front of the room—especially a large room. And that’s exactly what teachers of popular classes have to do over and over. Bill loved being a teacher, developing students, conceiving design thinking curricula, and leading the design program staff. But he didn’t love that front-of-the-room part and recognized that he had to learn to do it if he was going to do his job. He watched the top-rated teachers and talked to them about their approach to learn what they did. He studied the science of communication through public speaking so he knew what actually worked to deliver messages that matter and stick. And he practiced. He taught and taught and taught again, and got constructive feedback on his teaching from colleagues and students. It wasn’t that much fun, initially. He felt clumsy, and he was getting more criticism than affirmation—which no one really enjoys. But he was committed (some grit is involved) and he truly believed that good speaking wasn’t genetic and could be learned (he had a growth mind-set). And it worked. Bill regularly gets good teaching evaluations and Bill enjoys teaching—both seeing students learn and doing the job well. He’s really enjoying his competence as a teacher and public speaker.

				
				When there’s a gap between your skills and your job’s requirements, make it an opportunity to grow. It takes a lot of work, but on the other side are terrific benefits for you and those you work with and serve.
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					Bill is still an introvert, so after teaching all day he’s happy…and exhausted. The best thing for Bill to do after a day in the front of the classroom is to go home and take a nap. By contrast, Dave is an extrovert. So after a day of teaching, Dave wants to ride his bike for two hours to blow off the extra energy, and then keep his wife up late, telling her stories about class. Bill and Dave both love teaching and have worked hard to build a high level of competence in it, but they still experience it in different and personal ways. When pushing your competency to attain true mastery at something, it’s personal—you have to make it your own and do it in a way that fits you.
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				The drive for autonomy, relatedness, and competence is part of your humanness; these qualities are part of your intrinsic motivation system. Everyone has these motivations, and when you can satisfy these motivations at work, you are likely to do your best work, feel more connected to your colleagues, and experience your work as meaningful. This is what it means to develop the ARC of your career.

				
					SHOUT-OUT TO MANAGERS

					As a manager, you can design opportunities for your employees to experience autonomy, relatedness, and competence. It’s in your best interest as an employer to encourage the conditions that allow your employees to create ARC on the job. You should be constantly asking yourself: Am I allowing employees to meet their fundamental need for independence and autonomy? Do I trust them? Are my teams self-directed? Are my people learning on the job?

					
					If you are not encouraging ARC on the job, it might be time to check your disengagement rates. And your job retention rates. It costs anywhere from 20 percent to 200 percent of an employee’s salary to replace that employee, with the highest number being spent to replace key employees, managers, and executives. These costs aren’t reflected in your bottom line, but can be measured in lowered productivity, decreased morale, and increased stress, all leading to the potential burnout of your staff. The people who don’t quit are often left to work harder, covering for the employee who quit, while you hire a replacement. All of this adds to the time spent interviewing, the costs of recruitment, and training new staff. If you think your employees are leaving over money—think again! People don’t quit jobs—they quit bosses. Investing in raising the ARC of your employees is a direct investment in your success as a manager.

				

			

			
				Passion Is Not the Starting Point

				We don’t believe in the idea that if you know your passion, you know what to do with your life. Passion—a kind of self-organizing singular drive toward an objective—is rare. And the research shows that passion is generally something that emerges in response to working hard in an area of interest. Therefore, you may not know your passion for years. We’ve noticed that when a true passion does surface early in life, it happens more often than not in people who are drawn to a life in the arts. Dancers, singers, designers, and creatives of all stripes have a higher percentage of “start with your passion” motivation than most. And that makes sense. These are people whose Maker Mix is overwhelmingly focused on expression—which is a more inside-out (or intrinsic) than outside-in (or extrinsic) type of work motivation. The artist’s work satisfaction comes mostly from within. For most of the rest of us, our work is extrinsic—interdependent on other people, situations, systems, etc. A fireman has trucks, special equipment, a large team of very specially trained crewmembers, and a complex relationship with the city government, the police, and the local populace. Most careers are like that—with lots of complex interdependencies beyond yourself—so it takes years of living in the world and experiencing lots of situations to discern where you really fit (which is why the research tells us that it takes most people until their mid-thirties to really feel at home in their careers).

				
				Don’t be concerned that you are not yet passionate about your work. Passion may take time to form. To build on the process of passion-building, stay curious and pay attention to what attracts you. You can notice at each step of your career, if you are paying attention, whether the thing you’re doing is leading, more or less, in the direction of a passion. There are a few key indicators that something will not lead to your passion:

				
					• You are getting bored with the tasks you do as part of your job.

					• You are not willing to “stay late” on any of your projects.

					• You are not working to perfect the skills it takes to be really good.

					• You are not keeping up with what is going on in your field.

					• You are not curious about what others in your profession are doing.

				

				
				Our advice is to concentrate on designing a job you love, right now—which includes one that maximizes your growth mind-set, builds up your grit, and pays attention to your internal and intrinsic motivators—and the odds are good that you will find your passion in it.

				We all want a meaningful job and work that matters. And the good news is you are the boss, so get curious and start prototyping toward a better job. Change your self-talk from doubtful to positive and tell that story out loud. Develop yourself in concert with your intrinsic motivations to be an autonomous and creative worker, and to collaborate with others. Work hard to gain mastery in your field and focus on what you need to make your job meaningful. When you approach work and life with a growth mind-set, and when you are your grittiest self, you create work that matters, to you and potentially to the world.

				There are, of course, other things going on at work—mysterious things that we’re not in charge of and don’t always understand. Undercurrents and power plays. We are talking about office politics. In the next chapter we’ll explore how to deal with these particular types of challenges, and why it’s in your best political interest to do so.

				
					Try Stuff

					Here’s a simple checklist that you can use to calibrate where you’re at when it comes to creating a meaningful job and work that matters. Fill in the questionnaire with different jobs—current and past. Don’t forget, you might have a “job” that you do not get paid for. Fill out a checklist for that job as well—you might learn something about where meaning and passion come from in your life.

					
					Job description:

					
					
						
							
									
									Rate whether you mostly agree (yes) or mostly disagree (no) with the following statements about the job listed above.

								
							

							
									
									QUESTIONNAIRE

								
							

							
									
									1—I enjoy almost every day at this job.

									☐ YES

									☐ NO

								
							

							
									
									2—This job is one of the stepping-stones in my career, and I want to do a good job in order to have better opportunities in the future.

									☐ YES

									☐ NO

								
							

							
									
									3—I am more interested in this job than I was when I started.

									☐ YES

									☐ NO

								
							

							
									
									4—I think I might be moving toward or potentially have found my calling with this job.

									☐ YES

									☐ NO

								
							

							
									
									5—I enjoy learning new things on this job, almost every day.

									☐ YES

									☐ NO

								
							

							
									
									6—Setbacks at work don’t discourage me. I don’t give up easily.

									☐ YES

									☐ NO

								
							

							
									
									7—I like setting personal and professional goals, and I use this job to accomplish my goals.

									☐ YES

									☐ NO

								
							

							
									
									8—I have the autonomy to do this job the way that I think is best.

									☐ YES

									☐ NO

								
							

							
									
									9—I enjoy collaborating with my peers at this job. It is one of the best parts of this job.

									☐ YES

									☐ NO

								
							

							
									
									10—I’m working hard to get better and better at this job. Someday I hope to master all the elements of this job, move on to the next level, and keep getting better and better.

									☐ YES

									☐ NO

								
							

						
					

			
					Scoring

					Give yourself one point for every “yes” answer.

					
						1–2 points You are working for a living; your current job is probably just a job.

						3–4 points You are enjoying your job, and you may be working on a career.

						5–6 points You are getting grittier, and working on something you value.

						7–8 points You might have found your calling.

						9–10 points Excellent! I wish I had your job, and probably your life.
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			Power and Politics

			
				Dysfunctional Belief: I do not understand how things work at my job; it’s all about the office politics.

				Reframe: I can learn how to succeed by learning how to manage influence, authority, and power.

			

			We’re going to get political.

			Not that kind of political—work political.

			Listen, we understand. You don’t like politics. You don’t understand politics. And thanks, but no thanks, it’s all drama and it’s just not your thing.

			We get it.

			We also get the simple truth that in order to succeed at designing your work life, it’s critical to understand the power structures that exist at work. There’s no way to get what you want unless you understand how power and influence work within your company. You must get political.

			While some changes can be made easily because you control the circumstances, others involve people with more authority than you, and that’s where politics becomes important.

			Look, certain people are the brokers of yes.

			We first have to start by understanding how change, any change at the office, happens. Ask yourself, any time you’ve seen something change where you work, what happened just before that change? The answer is a decision. If we changed the carpet, if we got a new copier, if we sold the company to some multinational banking operation, if we decided to buy trucks and stop renting them—any and all changes happen because of a decision.

			
			A decision caused the change. Directly.

			So, ask yourself, What is required at work to make a decision?

			It’s not time, or luck, or good looks. It’s authority. To make a change happen, you need to be the person who has that authority.

			If you’re the senior buyer at Acme Trucking, then you’re the one deciding whether the company is going to stop renting and start buying trucks because, in the long run, you think that’s going to be cheaper. So you have the authority to make the decision to buy a bunch of trucks. You’re the one in charge. The same goes for the head of operations who decided to change the carpet in the lobby. Or the owner of the company who decided to sell the company to the Swiss company that’s made a great offer. For any decision to get made and stick, you have to have the authority to pull it off.

			The question then becomes: Is that all there is to it? Authoritarians make decisions and that makes the world go around? No, the world isn’t that simple. An awful lot of other voices are in the air around decisions, so there must be something else going on, and that’s the wielding of influence.

			Influence that matters acts on the people with the authority who are making decisions, often by providing an informed opinion on the pros and cons of the decision in question. So if you’ve been influential on a decision that resulted in a change, your influence was well received by the authoritarians. That is a form of power in any organization.

			Making a lot of noise and trying to insert yourself into the decision process might look like it’s being influential, but it’s not. If the wannabe influencer doesn’t have an impact on the decision, he or she isn’t one. Influence equals having an impact on the authoritarians who are making decisions that cause changes to occur.

			
			At the core of it, the true definition of politics is the wielding of influence.

			When we can understand not just what influence is (action on authority), but also where it comes from and how it operates, then we can be more effective when we want to exert influence and navigate office politics. And that makes our work life simpler and more effective.
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				The Power Potpourri

				Authority is the power to make decisions.

				Influence is a form of power that acts upon authority.

				Now for a little 2x2 model: In the Influence and Authority chart on this page, you can have a lot of authority or not much, or you can have a lot of influence or not much.

				
				Looking at the chart, this means we have roughly four kinds of people in every organization. We have influential authoritarians (IA), we have non-influential authoritarians (NIA), we have influential non-authoritarians (INA), and the non-influential non-authoritarians (NINA).

				Let’s briefly look at each of these four different kinds of people and power in an organization.

				
					
						[image: ]
					

				

			

			
				NINA

				At the bottom left we have the non-influential non-authoritarian. These are people who have neither influence nor authority. These are not particularly powerful people and, by the way, there’s nothing wrong with NINAs. Every organization should have lots of them; they get a lot of stuff done. And if you got rid of all the NINAs in an organization, the population of workers would simply redistribute themselves on this chart. There are always people in all four quadrants of this chart; it’s just a description of the population of people in any situation.

				
				We’re not judging anybody. We’re just describing the ways things work. Most people are NINAs—they are valuable and important but not necessarily influential in the making of big decisions. The teacher in the classroom. The clerk in the store. Most of the doctors in your local hospital. The freshman congressperson in Washington, D.C. They’re all NINAs.

			

			
				NIA

				At the top left we have the non-influential authoritarians. NIAs are people who are relatively high up in the organization, but they’re not particularly influential. They’re not necessarily people in charge of terribly important stuff. Sometimes the facilities director who’s taking care of the office cubicles and the copiers is in an authoritative position, but they’re not really influential. They might have a big budget because the building rent is really high, but they are not involved with the strategic direction of the organization.

				It can also be a place where people who have sort of outlived their welcome get kicked upstairs. These become the auxiliary autocrats. People who are high up but don’t seem to be doing much of anything. Maybe they made a big contribution in the past and so they got a big promotion and were kept around, but the strategic direction of the company has left them behind. They exist, they’re not critical players, but most organizations have a few of them.

			

			
				
				INA

				The right side of this chart is the power zone. This is where people have influence. INAs are the influential non-authoritarians. These are people in the organization who get listened to. Actually, Dave is an INA these days at the Stanford lab. As part of a leadership succession plan, Dave and Bill hired a terrific managing director for the Stanford Life Design Lab. She works for Bill (who is the executive director of the entire Stanford Design Program, so he’s the big boss and definitely an IA) and she took on almost all of Dave’s managerial responsibilities. Everyone in the lab reports to her, and she reports to Bill. Dave’s still around and does some teaching and coaching, but he’s not authoritative. But since he started this thing twelve years ago and coauthored the book with Bill and still has pretty good ideas, he has lots of influence but no authority.

				You see these kinds of people in every organization: It’s the really forward-thinking classroom teacher who has the ear of the principal when she’s considering changing something. It’s the waiter who’s always consulted about any and all menu or décor changes because the owner knows she’s really got her finger on the pulse of the customers. It’s the phone service agent at the IRS help desk group who the regional manager always turns to for advice when it comes to improving the website design. It’s Dave. They’re all INAs.

			

			
				IA

				Last but not least, we have people who are both authoritative and influential. These are people who get listened to because they have important things to say, and they have positions of authority so they can make decisions. These are the real power players.

				
				The Big Boss (CEO, owner, president, general manager, battalion commander) is almost always an IA. But there are others, too. It all has to do with one’s area of responsibility—which usually presents itself as control over the sizing and use of budgets and funds. The city manager, a permanent staffer who oversees a large budget and how it gets spent, is arguably more an IA than is the mayor who gets reelected every two years (so can be easily waited out and worked around). The head coach of an NFL team is usually in the third level of management, as he reports up to a general manager, who reports up to the owner. But the head coach is clearly an IA, since he has the biggest responsibility for the most important thing the team does—win games to get into the playoffs (where the big money resides). It’s a risky job, it’s win or get fired, but an NFL head coach is perhaps the most powerful person in the organization when he’s winning.

			

			
				The Value Proposition

				Understanding the Influence and Authority chart is a good first step, but how do you use this model to increase your influence and have greater power? Basically, you do that by being strategically and culturally aligned with the business and other influencers, and by creating a history of contribution that is recognized by others in power. Influence is therefore the sum of the value you contribute and the recognition you get from contributing that value.

				Influence = Value + Recognition

				
				It’s all about value. This is a really important idea to understand, and it’s going to get you over your negative feelings about politics. When we’re talking about politics, we’re talking about the wielding of influence, the kind of influence that acts on authority, authority with the power to make decisions. And that influence comes from a very legitimate place; it comes from the real value you create, strategically and culturally aligned, for your organization.

				People who are given the authority to make decisions are supposed to be moving the organization forward, collaboratively, toward success. If you are one of those people at work, you have goals. You have a strategy. You’re trying to get something done—like trying to build and sell these new autonomous cars or trying to make sure that people have a good experience in your corner grocery store. Whatever decisions you use your authority to make, they are supposed to be part of creating success for the business, our partners, and our customers.

				So, if Angela is the decision-maker who has authority, who does she listen to? Well, a decision-maker will listen to you if she thinks you have good ideas that will help the company do more valuable things and be more successful. She doesn’t listen to you because she likes your dress, or because you used to date her cousin. (Sometimes those are the reasons, and that’s bad politics, but it’s pretty rare.) Most influencers became influential, and get listened to by the Angelas, because their advice and counsel can add value.

				So how do you become an influencer? It’s really simple. You add value to the organization, meaning you help it be more successful, by being useful and doing great work. It is important that the value you add is strategically aligned with the organization’s direction and is recognized by people who can do something about it, the ones with the authority to make decisions.

				
				If you add value and nobody knows, that’s a noble contribution, but it won’t make you influential. If you try to get recognized by being noisy or popular but you don’t do anything valuable, it might work briefly, but that will wear off quickly. Real influence comes from a repeat record of adding value and being recognized for it. This is a good thing. Decision-makers need influencers, because without them they’re left on their own to figure out everything. So a healthy ecosystem of authority and influence, our definition of healthy office politics, actually makes for a stronger organization.

				Are you liking politics more now?

			

			
				Bad Politics

				Occasionally things do go bad. Politics turn ugly. And nobody wants that. Ugly politics are noisy, they’re costly, they hurt people, and they sometimes involve things breaking or getting burned to the ground. Sometimes they end up with everyone losing their jobs and the company shutting down.

				There are generally two ways that bad politics can happen. The first is when someone in the organization pulls a power play. And the second is when there’s a values crisis in the company.

				First, let’s distinguish between a power play and a power struggle. A power struggle is when people with legitimate opinions get into a conflict about what the right thing to do is. If we go back to our example about renting verses buying trucks for a company, and let’s say there’s one group that’s really in favor of renting trucks, because then we can update the fleet more easily. And another group is really in favor of buying trucks, because we can finance them at a lower cost. Both sides have honest opinions, and it is a legitimate struggle to make a good decision. There’s a conflict, and two parts of the organization with equal power disagree, and that is not actually a bad thing. That’s a legitimate power struggle, and that’s okay. Resolving the decision and moving on is going to make the company stronger. In a power struggle, everybody involved wants to do the right thing for the organization, but they just don’t agree on what the right thing is.

				
				In a power play, somebody’s not trying to do the right thing for the company, they’re trying to do the right thing for themselves. Let’s say that, in the truck example, Arie is really pushing for buying trucks instead of renting because Arie has a cousin who is a truck broker, and what she’s really trying to do is make a bunch of money for her cousin by getting the company to buy trucks from him. It has nothing to do with helping the company. That’s a power play, not aligned with or good for the company’s strategy, and that’s not okay.

				The second reason politics go bad is when there’s a values crisis in the company.

				Let’s say Gus has this corner grocery store and he has been running it successfully for years. But lately the customers are starting to disappear. He’s had regular customers for a long time, but now they’re aging, and new people are moving into the neighborhood, and they tend to buy online and are more interested in going to that big chain that sells organics and supplements. Gus isn’t sure how to get these new folks to try his store, and he is in some real trouble. In fact, he’s starting to lose money and starting to panic.

				When you are experiencing challenges to your business model and don’t know what to do, when you are not really sure what a good decision looks like, that’s when organizations, large and small, run into a values crisis. In this case, the equation Influence = Value + Recognition no longer works, because we’re not sure what “value” really means. Gus isn’t sure whether it is more valuable to paint bigger window signs or build a bigger presence on social media (which didn’t exist thirty years ago when he started his successful store). Is it more valuable to stock more organic food for these new “foodie” customers or start a home delivery service? And when you don’t really know (1) why you are failing and (2) what to do about it, you don’t have a strategy. And that’s when you get chaos and a crisis of values.

				
				When you don’t know how to make a good decision, you make decisions randomly. People start picking the person whose ideas sound the coolest or who has the loudest voice. Suddenly it’s decision du jour, and things are changing constantly and without a clear direction. When nobody knows a good decision from a bad one, it can get pretty ugly pretty fast.

				And this isn’t just about little corner grocery stores caught up in changing demographics. It can happen in any organization that is undergoing lots of stress or value confusion. During the time that Bill was at Apple, Steve Jobs was gone (he came back years later) and the company went through three CEOs. Each one brought a new vision for the company, and pretty soon no one was sure just exactly what they were supposed to be doing. The metrics for a “good decision” kept changing, and bad politics soon followed. People argued to fund their pet projects, not because they were on-strategy (there was none) but because they wanted to accumulate personal power.

				We have seen things go bad, in a start-up of just three people, when the cofounders couldn’t agree on a strategy. Instead of working to get better research and “build their way forward” together, two of the founders (who were friends at a previous company) gang up on the third and a power play ensues. The third founder is ousted, and it ends up being costly. The ousted founder usually comes back, right around the public offering, and sues to recover what he or she thinks is their fair share of the company. It’s a mess, it’s unnecessary, and it happens more often than you might think.

				
				So when there is either a power play going on because somebody’s in it for themselves or there’s a values crisis and nobody knows how to make a good choice, the situation can result in bad politics that get out of control. Our advice: You want to be careful in those situations to make sure you don’t get caught up in the mess. You have to stay close enough to the situation to know what’s going on, but not so close that you get burned. Most bad political scenarios don’t last long. Someone eventually comes in to clean up the mess and, if you can identify who those people are and make yourself useful to them, you can end up on the healthy side of things again. Just be a savvy political observer and keep adding value that’s visible to the right influencers and authorities—something good will come of it.

			

			
				
				Organize This

				Most people have seen a traditional organizational chart. These are authority-based charts that show the hierarchy of who is above whom and who is below in any organization. Boss. Minor boss. Middle managers. Workers. This is the way that people have drawn organization charts for centuries. The only problem is it doesn’t tell the true story because the way authority and influence work in a company is not two-dimensional—it’s three-dimensional.
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						Typical two-dimensional organization chart

					
				
				Here’s a three-dimensional organization chart that is a much more accurate description of the way things really are:
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				In a traditional organization chart, all you see are the lines of authority, but this three-dimensional chart includes both authority and influence. As we have just explained, both are critically important. This diagram shows you in three dimensions that, when you go up, just like in a regular org chart, you go up in authority, so the higher up in that cone, the more authority you have.

				
				But also as you move in closer to the center on the x-axis, not just up, you’re moving into higher levels of influence. You are moving into the power zone. In the power zone the influential non-authoritarians and the influential authoritarians, the INAs and the IAs, are the ones to watch. The less powerful influencers are on the outside. (Note: You can go up in the cone without going into the power zone, and that’s how you become a NIA, a non-influential authoritarian.)

				This 3-D model is a much more accurate representation of how power and influence, and the people who wield it, really work in the organization. And if we could turn this 3-D model into a hologram and have it jump off the page, we would also make it spin (maybe we could do that in our next book), because this model of influence and authority is dynamic. The power/influence scene at work is never static; things are always in motion. If you stop moving, if you’re not working hard at adding value, then what’s likely to happen is the centrifugal force of this spinning model is going to pull you out and away from the power zone. In this model, you have to be making a contribution to hold your position.

				If you’re making more and more and more value contributions, you go further and further into the power zone. You become more influential. If you make less of a value contribution, you start sliding out.

				
				So a smart designer reframes his or her understanding of his or her organization to match this three-dimensional, moving system and works to increase his or her power and influence. And that is how things get done in business.
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					FOR THE SELF-EMPLOYED: As you read this chapter, you may be saying to yourself, Whew! It’s so great to be self-employed and not have to deal with all of this! Actually, this chapter is more important for the self-employed than for any other group. Sure, you don’t live inside a traditional organization and no one keeps sending you updated org charts, but you almost assuredly work within organizations. Clients are usually companies (and even when clients are individuals, politics still matter—they’re just less complex). The reason is simple. As a contractor, you have no authority power in the organization. You have to work through the power of others who are employed there. That means you rely entirely on influence to get things done, so you have to be especially effective and artful in the practice of healthy politics. Dave was an unauthoritative, non-employee consultant who didn’t get a corporate paycheck for more than twenty years. He succeeded or failed entirely based on his ability to work effectively within the political and influence power structures of his clients’ companies. It’s not that hard, and we promise you’ll get the hang of it.
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				Using Your X-ray Vision

				So now that you understand power, influence, and politics, you have a form of X-ray vision that allows you to see through company walls. Once you understand that influence is making an impact on good decisions, and that causes change, you can start to see through the politics of decision-making and it all starts to make sense.

				With your new X-ray vision, you can identify, understand, and recognize who is and who is not an influencer, and you can see how influence affects decisions, even if you are not in the room when the decision gets made. You understand the valuation process and how it acts on decisions. Once you start seeing these business situations more clearly, it doesn’t take long to realize how these new political insights put you in a position of power over your own work life. You get organizationally smart by recognizing the way decisions are actually made, org chart notwithstanding. And if you can get in alignment with the people who have the power, whether it’s authority power and/or influence power, and work on adding recognizable value, you will be engaging the political realities in a very healthy way—and not just “playing politics.”

				What you don’t want to do is stand around all day, yelling on the corner like a street evangelist, screaming, “We should not buy trucks!”

				That’s volume.

				Not value.

				Getting louder doesn’t make you influential; it just makes you annoying.

			

			
				
				Pete and the Power Nurse

				Pete is a physician—one of those good old family doctors and general practitioners. He lives in a large metropolitan area, so there are big research hospitals nearby, but there are also still some small local neighborhood clinics. He works part-time in one of those small clinics and part-time in his own private practice. And Pete is not just a doctor; he also happens to be a total computer nerd. He has been since he joined the ham radio club (look it up) in junior high school.

				It turns out the small clinic where he works part-time was thinking about putting in a new electronic medical records system, an EMR. Pete really wanted to get involved in implementing this system because, you know, he’s a computer nerd who’s really good at that stuff and he thought he could help them do a good job. But Pete was just a part-time family doctor at the clinic, so he wasn’t someone who anybody would think to ask about how they should implement the EMR system.

				In office hours one day, Pete was talking to Dave about this and complaining about not having any influence on the EMR implementation, so Dave asked him to tell him about what was going on at the clinic in general, not just about the EMR project. Dave knew that for Pete to be successful in this situation, he had to be aligned with what was going on at the clinic—he had to know what was valuable and not valuable to the organization—because that would be the basis for figuring out how to make an impact on the EMR decision.

				“Well, we’re growing,” said Pete, “but we can’t afford a bigger building, so we’re staying open longer hours. It turns out that people really like to come to the local clinic at night, so we’re running multiple night shifts. That’s a little more complex, particularly for the nurses, and let me tell you, you really want to watch out for Esther these days.”

				
				“Oh, who is Esther, Pete?”

				“Well, Esther is the chief of nursing at the clinic. She has been there a long time and she keeps getting promoted, and by the way things really work, you’d think she’s running the place.”

				Dave said, “Tell me more.”

				“Well, since we’re running three shifts a day, not just one, different nurses on different shifts are working with different patients. The hand-off from one shift to the next has to be done properly, or patients could be at risk, and the whole thing has become very process-oriented. Esther really likes that, she’s really good at process, and she makes sure that everybody follows the rules. And she’s on the EMR implementation team, advising them about the nurses’ concerns.”

				Then Pete went on to tell Dave about the EMR implementation.

				“You know, the director of the clinic and the head of Information Technology are the ones in charge; they have the authority to make the decision. They really want to go to electronic medical records, because that’s going to be easier for them to get paid by the insurance companies. But they aren’t thinking about the impact it will have on patient care.”

				Dave asked Pete the following question: “Once the EMR system is implemented, wouldn’t everybody have to enter the data while they’re working with the patients, and wouldn’t that have a big effect on everyone, particularly the nurses?”

				“Sure,” said Pete. “In fact, I know Esther’s a little frustrated because she wants more input on how the EMR system is going to affect her nurses and the overall quality of patient care. But she’s told me that she gets a little flustered when the discussions get technical and doesn’t always feel listened to.”

				
				And that’s when Pete’s X-ray vision, his new understanding of politics, influence, and how decisions get made in organizations, came into play. Pete realized that Esther was probably a major influencer in the organization (she had been promoted several times) and had expressed a desire to increase her influence over the EMR implementation. Dave suggested that Pete call up Esther, invite her for a coffee, and share with her that he, like her, really cared about the quality of patient care. He should also share that he could “speak computer” and that he understood how to demand that a good user interface and easy-to-use software be part of the EMR implementation. Dave also suggested he tell her how he thought EMR could improve the quality of the nursing experience, something that she was very concerned about.

				A couple of weeks later, Pete came back and said, “It was magic. I got together with Esther, we sat down, we were talking about the EMR project, and now I’m on the EMR team. I’m influencing one of the major players on the team, Esther, and we are both aligned around improving patient care. And this is one of the best project teams I’ve ever worked on.”

				To some, Pete was just a part-time general practitioner with no influence. Nobody knew or cared about his expertise with software. But because Pete identified that Esther was influential and found out what she cared about in terms of adding value, and made himself valuable to her as the guy who could help figure out what kind of user-friendly software interface for an EMR system would improve patient outcomes by implementing her procedures in software, he suddenly found himself inside the influence zone for that project, and was, in fact, influential.

				
				Pete got political.

				And he and the organization benefitted.

				

				—

				The bottom line: When designing your work life, we want you to be able to take this newfound X-ray vision, and the knowledge that organizations are three-dimensional, whirling pyramids of influence and authority, and make it work for you. Politics, in healthy organizations, is about making the organization run better. Once you can see (through walls, even) what’s going on, and understand how the power and politics work, then you can decide what kind of influencer you want to be. Align yourself with the organization’s strategies and goals, and make sure that you are values-aligned with your own compass, and we predict good things will happen.

				Because that’s just good politics.

				And once you start getting the hang of relating to and wielding influence more effectively, then you might want to try your hand at pulling off one of the most powerful moves you can make in your career—redesigning your job right where you are.

				
					
					Try Stuff

					THE POWER-SORT EXERCISE

					This is a very simple and often surprisingly insightful exercise. Draw a 2x2 table and label each quadrant IA, NIA, INA, and NINA, as shown.
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					Think about an ongoing issue you’re encountering at work (like the EMR project at Pete’s clinic), and to the left of your box write the names of all the people involved—even peripherally—in that issue. Then sort those names into the quadrant that best describes that person’s influence and authority.

					The end result is that everyone is identified according to their relationship to the “power zone.” Then ask yourself the following questions:

					
						 1. What do you notice?

						 2. Did anyone end up in a box that surprised you?

						 3. What information do you need to complete assigning people to boxes?

					

					If you’re like most people in these situations, sorting out the influencers from the NINAs and getting clear information on the rest of the political positioning of all the players provides a powerful insight as to how your organization really works and who makes decisions. Once you know that, it helps clarify what you might do next (and especially what you might not want to do).
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			Don’t Resign, Redesign!

			
				Dysfunctional Belief: I have a bad job, and I need to quit!

				Reframe: There are no bad jobs, just jobs that fit badly, and I can redesign right where I am to make my own “good” job.

			

			Sometimes you hate your job, or you are bored by your job, or you aren’t challenged by your job, or you never saw this job as a permanent thing but here it is twenty years later and you are stuck doing what you have always done.

			All of that can be true.

			Except for the part about being stuck. Designers don’t get stuck, because they know how to get unstuck. And quitting is rarely their first option.

			So we’re going to be explicit—don’t quit. Yet.

			That might be exactly what you don’t want to hear right now, and we absolutely don’t mean never quit. Nor do we think you have to stay where you are regardless (there’s a whole chapter on quitting well coming up next, because everybody quits a job eventually). What we do observe, however, is that people put themselves through the pain and risk of quitting and starting over when in fact the raw materials to redesign a significantly improved work experience are within reach right where they are. Redesigning isn’t easy, but it’s a lot easier than starting over, so let’s at least understand the redesign option and try a few ideas before we make any rash decisions.

			
			You’ve got a couple of things going for you right there where you are—in the job you now have and in the company that knows you. If you’ve worked for any significant amount of time in your company, you’ve most likely developed a solid internal network and support system. You also know in detail all the things that are right and wrong where you are. As in any other intimate relationship, time reveals the foibles and warts of colleagues, bosses, and companies just as it does parents, partners, and friends. We all get frustrated, impatient, and tired of feeling like we’re just putting up with the way things are. But before you jump to a new place where you’ll have to start all over again (and soon discover a whole new set of warts), let’s see if you can redesign your situation without the cost and risk of changing employers.

			We’re going to show you how to change your work so that it inspires and challenges you again, and fits you like your favorite jeans. We’ve helped a lot of people just like you diagnose and fix a bad fit, and in the process, we’ve come up with four redesign strategies that you can try when you want to redesign your work life. Depending on your circumstance, one of these strategies should help you get unstuck.

			
				 1. Reframe and reenlist to the job you have by finding a different story for and relationship to your work, crafted by realigning your activities around your organization’s priorities—making you more valuable in the process.

				 2. Remodel your job through a combination of cosmetic and structural modifications that better align with your interests while utilizing more of your signature strengths, resulting in improved performance that makes your boss happier and improved engagement that makes you happier.

				 3. Relocate. Slide laterally into a new role that’s within reach, even if it’s not obvious at first. Either it’s an existing opening or a new position created just for you.

				 4. Reinvent. Launch a new career. It’s the You 2.0 Program, but at the same company, in a completely different kind of role for which you’ve prepared and retrained to give you a major career refresh and your employer continued access to a loyal and valuable team member.

			

			
				Dysfunctional Belief: My job sucks, and I need to go to another company to get a better one.

				Reframe: Before you quit, make sure that you have maximized all of your available options in place where you work. The better job (or gig) you seek may be the one right next to you.

			

			Look, we know it’s tempting to look for a new job or a new career in a new company or jump into (or out of) self-employment. That’s what most people think of first when they feel like their work just isn’t working. But in life and work design, we believe in iteration. We’ve helped hundreds of thousands of people use design thinking to improve their lives, and by utilizing one of these four redesign strategies, we think there’s an excellent chance you can renew and refresh your work life. And…you can’t lose by trying these ideas, because even if you end up concluding that you do want to leave and find a new job elsewhere, your redesign efforts will put you in a much better position both to start looking for the new job in a new company and eventually to do a great job of quitting your current job well.

			
				
				Caveat—the Toxic Workplace

				WARNING: SOME JOBS ARE NOT WORTH IT!

				If your workplace is toxic, if you are not being treated with respect, and/or if you’re being harassed or abused, by all means quit as soon as you can. No one should have to put up with an unsafe workplace just for a job. And if your boss is an “asshole,” you should read our colleague Bob Sutton’s book The No Asshole Rule and his companion book, The Asshole Survival Guide. Sutton’s books are both a comprehensive review of the academic research on toxic bosses (yes, you can actually get a Ph.D. for studying this stuff) and a practical guide on what to do about them. They are both a fun read and have sound advice on how to deal with assholes, in the workplace and in life.

				If you suspect that your situation is indeed toxic, then do your homework to be sure that’s the case. Then, if it is, proceed directly to chapter 8 for quitting tips and get on with your life somewhere else.

			

			
				
				Your Secret Weapon

				Assuming the place where you work is bigger than about one hundred employees, it probably has lots of different jobs available. And we are going to make another assumption—almost every job is important to the company’s success or it wouldn’t exist. Since you are literally an “insider” (you work there, right?), these jobs are naturally more visible and more available to you, certainly more visible than they are to poor John Q. Public, who doesn’t have an insider’s connections.

				So, once you’ve made the decision to “change jobs,” why not try and land one of these internally available jobs first? You have a built-in network, you can set up prototype conversations more easily, and your built-in social and political capital can work to your advantage.

				Compared to an outside hire, you have many unfair advantages. You are a known talent at the company and, even if you have outgrown your current job, you are inherently a less risky hire than an outsider. And, since you’re a good life designer and you have nurtured your internal network, you probably have some advocates for your talents and potential. All of these advantages mean that you are more likely to find your good “next job” with an internal search strategy, are more likely to get selected (if you tell your story well), and are more likely to succeed in your new job because you did your research and understand the company culture. You know what a good fit looks like.

				One caveat: All of this advice assumes that you’ve had some success in your current position and that you have advocates and supporters where you work. So now is the time to take a hard look at your performance on the job and assess your assets and liabilities.

				
				Design thinking isn’t magical thinking. If you really haven’t put your best effort into your current job, you probably need to do some soul-searching and might need to pause your job redesign until you get that situation addressed. If you’re looking for a new job internally, you need to start as a valued employee in your current role. A generally understood management principle is: Don’t transfer problems, fix them first. If you are a problem employee—fixing yourself in your current role is Step #0 that precedes Step #1 in any of our redesign strategies. It’s okay, time is on your side, just do what you need to do. We’ll be right here when you get back.

			

			
				Strategy #1—Reframe and Reenlist

				This strategy has an easy part and a harder part. Let’s start with the easy part, which is—you end up just keeping your current job but liking it a whole lot more. By that we don’t mean just start chanting “I like it, I like it, I like it” three times every fifteen minutes. That’s not likely to work very well. Some changes have to be made, but in this strategy those changes are made by you. Now for the harder part—which is coming up with a reframed relationship with your job that enables you to successfully reenlist and go forward more happily. If you’re a person for whom this design approach applies, then probably what’s happened is things have changed at the company (or whichever kind of employer you’ve got) since you first started doing this job. Once upon a time the job worked a lot better for you than it does now, but the accumulation of changes both inside and outside the organization has created a new context and those changes have made the job a lot worse for you.

				
				The outdoor extreme experience training company Outward Bound has a motto: “If you can’t get out of it, get into it!” That’s what we’re going to do here. We’re going to start with the assumption that those same changes that have made the job seem so lousy also include the raw material for reframing the job and redesigning your relationship to it.

			

			
				A Tough Job for a Good Reason

				John works for a midsize aerospace manufacturing company in Tennessee. He joined the company right out of technical school and progressed steadily from his original job as a line assembler, to a line technician who debugs manufacturing fixtures, to a quality manager who is responsible for making sure that the widgets the company manufactures meet all of the requirements for the demanding applications required to fly on a commercial airliner.

				John is proud of the job he does and the company he works for. He tells his friends, “We make the parts that make the airplanes fly, and fly safely.” After sixteen years with the company, John felt that he had achieved a certain coherency between his work and his values and felt pretty good about the choices he had made in his life.

				Then, one day about a year ago, John was summoned to an “all-hands” meeting where his boss’s boss’s boss explained that the company had been sold to a private equity firm in a “leveraged buyout.” John wasn’t certain he understood what had actually happened, but was reassured by the big, big boss that “nothing would change” and that the company would continue to have the positive work culture it was known for.

				Despite the reassurances, things changed almost immediately. And not for the better.

				
				New production quotas were established, raising the number of widgets that were to be manufactured by 18.5 percent. The new management made it clear that they felt the old management wasn’t delivering competitive results and it was time to clean things up. Most of the old managers that John knew well took an early-retirement offer, but that offer didn’t extend to employees at John’s level.

				It really wasn’t all that surprising that the new owners wanted the company to increase production. New owners almost always want to make some changes and assume they can do better than the other guys. John figured they’d learn soon enough that pushing too hard would impact quality, which isn’t acceptable in the aerospace business, and things would settle down after a little while. He tried to just go with the flow. John did what he could to adapt to the new management demands: He started working longer hours to catch up with the increased production, and soon he was working on Saturdays and sometimes Sundays. John was concerned that the increased production was putting quality at risk—there just wasn’t enough time to scale up the quality department to meet the new demands. He raised this issue with his new manager but was told that he would have to adapt to the new schedule or else he could “find something else to do.” It looked like the increased production demands were actually here to stay and John was stuck.

				He could not leave this job.

				You see, John had a son with a chronic medical condition—one that required expensive immunotherapy drugs and constant medical supervision. The cost of this care was almost twice John’s take-home pay, but luckily the company had a great health insurance plan and John’s out-of-pocket expenses were manageable. Changing companies and insurance plans was out of the question—this was the only aerospace company near John’s home, and his son’s preexisting condition made getting insurance tricky, if not impossible, if he changed employers. John’s son was getting better, but it would be at least another year before the doctors could say he was out of the woods.

				
				There’s stuck. And then there’s really stuck.

				John was really stuck.

				Have you ever been in a situation like this: stuck in a bad job for a good reason? Maybe you took a risk and moved to a new city for a job and it didn’t turn out to be what you expected. You loved the new location, but not the new job. Or maybe you got a new boss with whom you didn’t exactly see eye to eye. Or your company’s market started collapsing, and everyone got stressed out, and the job you loved turned into the job that’s no fun anymore.

				Or maybe, like John, your company just got new owners and, well, it’s like it’s a completely different company. You come to work every day at the same place, sit at the same desk, and mostly do the same job—but everything you used to count on has changed.

				We all like consistency, and change can be frightening—especially when it has to do with our financial security and the security of our family. It wasn’t John’s fault that his company was sold, it wasn’t his fault that the conditions for success had changed, and it certainly wasn’t his fault that his son was sick. All of these circumstances were difficult, and even unfair, but that’s the way things worked out.

				The way he looked at it, John had only three choices.

				He could get angry at his new bosses who were making what he considered unreasonable demands, and he could declare this situation unfair and be self-righteously outraged. He could take his grievances to his new management and argue that things should return to normal—the way things were when he was happy.

				
				Most likely, this wouldn’t work, and potentially, it could get John fired. He might be “right” about the recent changes, but he could easily end up “dead right” and terminated. John felt this option was too risky, and besides, he didn’t like being angry all the time (and his wife and son didn’t like it, either).

				John’s second option was he could decide that he would show up at work and just go through the motions. After all, he needed the paycheck and the insurance for his son. He could do enough to not get fired and to keep his job, but stop caring about the work and just try not to notice. Surveys by Gallup suggest that this is the tactic that 69 percent of U.S. workers take—they simply disengage from caring about their jobs. It happens all the time.

				But John’s gut told him that this wasn’t a good approach. He had a feeling that if he took this approach it might fundamentally change who he was, and not for the better. He would lose some of the coherency and integrity with which he lived and worked. That was a price he wasn’t willing to pay. Showing up like a working zombie wasn’t a John way, even for a little while.

				So John took the third approach. He decided that since his work situation had changed, it was time for him to reframe his approach to his job and create a new context for his work. He decided that he would stay in his job for the next two years, and then reevaluate. He made that commitment for the safety and security of his family—to make sure that his son would receive the medical attention he desperately needed. Once he made that choice, and decided that his two years were his “good enough for now” strategy, he suddenly felt relieved (he was no longer exhausting himself by rehearsing whether to quit or not every hour on the hour) and he felt a little more energized (now that he knew he was staying a while he decided to try and make the most of it). He realized that both he and his employer deserved an engaged employee—one who did a competent job while at work. Over one weekend, he decided to reenlist as the company’s dedicated quality manager for at least the next two years. Starting on Monday, he would show up every day and do that competent job—respecting the needs of his employer and respecting his own need to live a life of integrity. That meant that, every day, John needed to remember his “why” and shift his mind-set from maximizing his career satisfaction to maximizing his family’s safety and health. It took a little getting used to—changing our “why” is not always easy—but little by little, John adapted his work strategy to this new context, and the results were surprising.

				
				A few months into his reenlistment (which of course he didn’t tell his boss about), he developed new relationships with some of his new coworkers, and, whenever the job got too stressful or demanding, he was able to back it off just a little, without giving up or getting angry. He learned to negotiate reasonable boundaries between his demanding job and time with his son and his family. He finally found some ways to speed up the quality-assurance process to maintain an acceptable 15 percent production increase. John had to admit that without the pressure from the new owners, he never would have made the extra effort needed to come up with those improvements. The new quality measures he designed were making reliable products that fully met their customers’ specifications—and John took pride in making them faster than they ever had. John even made it through a round of layoffs (often when things start changing, they keep changing for a while), and throughout it all was able to keep up a positive attitude about what he was contributing to the company. Most important, he stopped trying to manage what was out of his control. Two years later, John reenlisted for another two years, after which his son’s treatments should be done and…well, who knows.

				
				Sometimes reframing our role and realigning our activities around a new context, a new “why,” can make all the difference.

				It certainly did for John.

				The strategy of reframe and reenlist is all about how to make the best of a difficult situation. It doesn’t always work. If John were forced to produce products that didn’t meet safe quality levels, he’d have to decide if he could in good conscience stay there despite the huge risk of losing his medical coverage. And it doesn’t always last. After two years, John might decide it’s not worth it to re-up again. But if you can’t afford to move, reframe and reenlist is a good way to make it good enough for now.

				It’s quite straightforward: (1) Accept the new reality. (2) Identify new sources of “why” that you can use as your rationale for your job. (3) Reframe your relationship to the job and company. (4) Reenlist and live into it. (5) Look for new benefits and sources of satisfaction along the way to make it good enough…for now.

			

			
				Strategy #2—Remodel

				You can give your current job an overhaul and get a whole new lease on life by making either a cosmetic change or a structural change. By cosmetic change, we don’t just mean a new hairdo. We mean making changes that are significant—new paint, new carpets, new furniture, and a whole new sound system—which in combination make for a very new experience, but which don’t require knocking any walls down. Usually, you can do these sorts of remodels without getting much if any permission from higher-ups. Structural changes are bigger and more involved—like knocking out a wall to combine the kitchen and family room into a great room that opens out onto a relandscaped yard. It’s a big project, but you can probably do it without a second mortgage, and no moving trucks are involved.

			

			
				
				Just Eight Cups of Coffee—Cosmetic Changes

				Ann was able to make a cosmetic change that thoroughly reinvigorated her experience of her job, and she did it all on her own, with no prior permission. Ann was a senior sales representative for a financial services firm that mostly sold loans to small businesses. Business was good. Ann was effective, well appreciated, and fairly compensated. The company was growing. And Ann was not unhappy, really, but she was a little restless and occasionally a bit bored. She’d been at the company about three years and got the “senior” title ten months ago. She liked what she did, but she wanted something more. She didn’t really want to get promoted to her boss’s job, because then she’d spend all her time managing and none of it actually selling, and she liked selling and talking to prospects and customers. She didn’t really want to move into operations, either, so…now what?

				Ann asked herself what she was already doing that she’d like to do more of if she could. Almost instantly, she answered her own question: Interviewing! Since the company was growing, they were hiring new staff regularly, and she loved interviewing new candidates—both for sales jobs in her area and for other roles in the company. She loved getting to know people and helping them figure out how they fit in. More than a few people she had interviewed came back after they’d been hired to get her advice and knock ideas around. They just liked talking to Ann. She loved those conversations, too—and that was the inspiration for her remodel.

				
				You see, Ann was a natural people developer—a great listener and incredibly empathetic and intuitive, which is why she’s a natural in outside sales. But those same strengths make her a good inside coach, too. She was already being successful “on the side” in helping a few people perform better and solve internal work problems. Why not help lots of people regularly instead of a few people just now and then? She started small, by prototyping in quiet but effective ways. She went to four people (each from a different department) who had already come to her for help and had appreciated her insights, and she asked if they’d like to try getting together regularly to discuss performance improvements or problem-solving. They all jumped at the chance. Ann scheduled a coffee before work with each of them, then another one three weeks later. So, in less than a month’s time she had eight coaching sessions (without using that term, of course) and all it cost her was eight cups of coffee, each lasting about thirty minutes before work. No big deal. Ann didn’t offer additional meetings because she wanted to see what the others would do. Three of them asked for another coffee meeting at the end of their second session, and that’s all Ann needed to know. She accepted those requests and asked each of those three people if they thought anyone else in their department would enjoy having such conversations. They all did and said they’d ask around. Within a few weeks she had eight people asking for her time from five different departments.

				
				Before she booked appointments with all those people, Ann had her regular monthly one-on-one meeting with her boss, the sales director. In that meeting she mentioned the coffee meetings she’d been having with the new employees and the fact that she had quite a few requests to do more of them. She told her boss that she loved doing it and was doing it all “on the side” with no loss of attention to her sales duties, but thought that her boss would like to know, if only because it made the sales group look good. “Well…sounds fine to me. I wish more people were taking that kind of initiative, Ann. Good job!” the sales director responded. (Most managers are happy about people adding extra value that doesn’t detract from their existing responsibilities. Doing more for the company is usually not a hard thing to sell.)

				Ann managed it so that she had to come in thirty minutes early to work only three days a week, which was not difficult at all, and that allowed her to maintain nine active internal coaching clients at a time. While it was a small impact on her schedule, it had a huge impact on her experience of her job. Every week she was making a difference in a colleague’s life. She got to know all the departments in the company much better, and that made her a smarter salesperson. She got recognized in the lunchroom by an ever-growing group of people, and so she just felt more at home and more appreciated as an employee. Eventually, the HR director got wind of Ann’s morning coffee club and asked her out to lunch to hear just how all this had happened. She wondered if there might be others with Ann’s skills who could do the same sort of thing, and would Ann be willing to join a company task force to develop an internal coaching program? Ann’s boss gave her a day a week to work on the task force for three months, and the program launched successfully. Ann happily stayed in her sales job (she loved sales—she just wanted something more) and her boss offered to let her keep a half-day a week free for coaching permanently. Ann never asked permission. She never stopped doing her job. She crafted a minor remodel at work resulting in a major improvement in her satisfaction on the job.

				
				Wonder if this might work for you? Like Ann, start with what’s already happening at work that you most enjoy, then prototype doing more of it in ways that make it easy on your employer to like what you’re doing. If it works, just keep building your way forward to a more joyful job.

				Sometimes cosmetic changes aren’t enough. No amount of rearranging the furniture will change the shape of the room, and then it becomes time to knock down some walls. When the walls you want to knock down are part of your job description, you’ve got some work to do—and you need to be smart about your redesign.

			

			
				Let’s Knock Out This Wall—Structural Changes

				Sarah was always a nerd.

				In high school she preferred being on the fighting robots team to the field hockey team, and writing code to make her robots even more destructive was more fun than whatever most of her friends were doing on social media. When she went off to MIT to study programming and robotics, she was sure that she had found her own particular version of heaven. This was her tribe—people who loved the intricate complexities of control systems and feedback loops and making machines do exactly what you want them to do.

				
				Sarah graduated near the top of her class at MIT and got a job in a highly sought-after Silicon Valley company. At first she was happy, writing code and building things that were hard to build. She loved the software team she was on, all coders and all as introverted as she was. No one seemed to care that she was a nerd, as long as she delivered great code on time that ran fast and didn’t break under heavy testing.

				After a few years, Sarah was promoted to a team lead position. At first she thought this was a great idea—getting promoted was always a good thing (right?), and the raise that came with the promotion was substantial. She enjoyed leading discussions on how to architect a new piece of code, or helping her teammates come up with a new debugging utility to make their code-writing go faster. But the job also meant she had to go to biweekly meetings on budgets and schedules and other administrative stuff that she didn’t enjoy at all. These meetings were very uncomfortable for her. When it was her turn, she had to talk in front of management to report on the progress her team was making and defend and update her team’s budget and schedule. It was all difficult for her, but the schedule and budget part was just the worst and was invariably the most contentious part of those uncomfortable meetings. And those meetings just kept coming. Every. Other. Week.

				That part of the new job was ruining her life to the extent that she began to think about quitting. After all, good coders were in high demand, and she had lots of options.

				She wasn’t sure what to do, but she was sure something had to change.

				
				Sarah knew that she liked working with computers and code more than she liked working with people. People could get messy and intense and emotional. Not her favorite thing to manage. Working with her fellow coders was fine—they got one another—but the whole budget-schedule-management-people thing was not working.

				But she was, above all, curious. Why were meetings with coders okay and meetings with finance and management types not okay? Finance people were people, too. It didn’t really make sense, so, being a practical person, and a coder who loved data, Sarah decided to find out more about what made her so good at parts of her job, and why the other “messy people parts” were so uncomfortable. She had heard about a test she could take that might yield some information about this quandary and, after checking it out for herself (Sarah was generally skeptical about psychology stuff), she decided to take an assessment called the CliftonStrengths Assessment (by the way, you might know this test by another name, StrengthsFinder).

				
					Know Your Strengths

					The CliftonStrengths Assessment is a test that you can take online that teases out what Donald Clifton’s research calls your signature strengths. This is not a personality test like the Myers-Briggs test; this assessment digs into what Clifton determined were the thirty-four independently verifiable strengths that are related to workplace achievement and worker satisfaction. In the CliftonStrengths model, a strength is a talent (what you are born with), plus knowledge (what you have learned about the domain over time), plus skills (the experience and mastery needed to put that knowledge into action). The strengths have funny names like Intellection and WOO (winning others over), but all are correlated to things that are useful at work.

					
					Knowing your signature strengths is useful because the data is clear that people who can practice their signature strengths at work are viewed as more successful. Gallup, the organization that owns the CliftonStrengths Assessment, reports that people who “have the opportunity to do what they do best every day” are six times as likely to be engaged in their jobs and three times as likely to report having an excellent quality of life. These differences can amount to millions of dollars in any large organization.

					The data has been correlated to millions of workplaces and are generally considered reliable by folks in the HR and talent management worlds. While we don’t often recommend going down the assessments trail, sometimes it is useful to step back and see if you can get more data on what work is a good fit for you.

					The CliftonStrengths Assessment helps you identify your signature strengths. If you can then redesign your job to take maximum advantage of your strengths, the data shows that you’ll probably be happier and enjoy the contribution you’re making—which means you are more likely to find your work meaningful. This can be particularly useful if you’re an independent contractor who does lots of different projects in different settings and doesn’t have just one job description in one place. If that’s you, knowing your strengths in detail can help you focus your energies productively and direct your efforts creatively in each new project.

				

				
				After taking the CliftonStrengths Assessment, Sarah discovered that her signature strengths, in order, were Analytical (people who are especially talented in the Analytical theme search for reasons and causes; they have the ability to think about all the factors that might affect a situation); Input (people who are especially talented in the Input theme have a craving to know more, and they often like to collect and archive all kinds of information); Achiever (people who are especially talented in the Achiever theme have a great deal of stamina and work hard, and they take great satisfaction from being busy and productive); and Deliberative (people who are especially talented in the Deliberative theme are best described by the serious care they take in making decisions or choices; they anticipate the obstacles).

				Sarah also scored for Connectedness (people who are especially talented in the Connectedness theme have faith in the links between all things, and they believe there are few coincidences and that almost every event has a reason), which surprised her. She didn’t think she was very good at this “connectedness thing” at all. But when she talked to other members of her team about her strengths, they all said that this was obvious. (As part of the CliftonStrengths Assessment, you are supposed to share your results with others at least five times to fully understand how others view you and your strengths. This is an important step, because we don’t always have an accurate idea of how we show up to other people in the world.) Trusting the feedback of her colleagues gave Sarah the insight she’d been looking for. She was effective in the people part of managing her software team because she could see the connection between how they worked as a team and how good code got written—and that activated her Connectedness strength sufficiently to more than overcome the challenge of being an introverted team leader. While she understood that schedules and budgets are necessary to run the business, there’s nothing about them that directly affects the quality of the software—they are purely administrative tasks that have nothing to do with the coding effort at all. Since the schedules and budgets are “disconnected” for Sarah, her Connectedness wasn’t helping compensate. The disconnection and her introverted nature both contributed to her feeling uncomfortable and unhappy in those biweekly management meetings. Was there a way to get rid of the budgets-and-schedules part of her job and do more of the code architecting? That would be a big change. She’d have to knock out a few walls to do it, and she’d need help, too. The hard part was figuring out who could do the scheduling and budgeting—what engineer likes that stuff, anyway?

				
				Then Sarah had an epiphany.

				Production engineers.

				She knew there was a small group of engineers who spent much of their time doing scheduling—the Production Engineering group. They were the ones who took the finished software and released it to the outside world via download sites and secure firewalls and version numbers and upgrade pricing and all that gritty but very technical stuff necessary to put some software out into the field. They lived and died by scheduling—just schedules that started after the development group was all done. They were good at scheduling, and some of them even liked it. Budgeting was the same sort of thing, so they’d be able to pick that up easily. And Production was always bugging Development, asking, “When will you be done? When is the test version ready? How long until the update fixes can be released?” It never ended. Why not let Production manage Development’s scheduling? It was some extra work for them, but then they’d stop asking for Sarah’s schedules because they’d already have them. Production attended those biweekly management meetings already, so that wasn’t any extra effort.

				
				Maybe this could work.

				Sarah took one of the senior production engineers, Seth, out to lunch and ran it by him. Seth thought it would possibly work, but since it required “knocking down the wall” between Development and Production, it would have to be sold to both of their bosses. Seth could back her up, but the proposal had to come from her side.

				Sarah decided to remodel her job description and design a role that better used her signature strengths (and those of her colleagues in Production, too). She told her boss that she was preparing a proposal for an efficiency enhancement that would accrue benefits to both the Development and Production groups without additional hiring. He said he’d support her in at least making the proposal and to proceed on the proposal (seldom do good managers not want to hear that their best employees have an idea that improves things). She prepared a fifteen-slide PowerPoint presentation for the key managers in both Development and Production. The first five slides used detailed graphs and statistics to make the case for how effective software team leadership improved code quality and reduced development time. She used the next five slides to explain the business benefits of developing better code faster using a time-to-market metric that was familiar to all of her managers. This showed empathy for her managers’ concerns by making her argument in terms that the management valued (she was solving their problem—not hers). She used the last five slides to outline the restructuring of the scheduling and budgeting functions out of Development and into Production Engineering to improve coding and reduce friction between the groups. She was able to include a mockup of a new integrated schedule dashboard that Seth made up for her—and that was an obvious improvement over the current schedule reports. After forty-five minutes of discussion and tough questions, the managers decided to give it a three-month trial run, which of course worked. And the rest is history.

				
				It took some work and creativity (and a few more uncomfortable meetings), but Sarah now has a job that she loves. She successfully knocked out the wall between Development and Production, which allowed her to remodel her role and redesign her work. She is still the coding team lead, with the commensurate salary and responsibilities that go with the job, and she has to go to those biweekly management meetings only once a quarter (and she doesn’t have to present anything when she goes, because she sends out a detailed development report in advance). She gets to spend more time on high-level software architecture problems and is now leading a new team of coders developing better debugging tools (Sarah hates bugs). She used her strengths, empathy for her bosses’ problems (more good code, faster, with fewer bugs, and better time to market), and even solved a problem for the production engineers (no more hassling people about schedules), and in so doing made them more valuable, too.

				And they all lived a little more happily—and isn’t that the point?

			

			
				
				Strategies #3 & #4—Relocate or Reinvent (aka: The Internal Job Search)

				We put these two strategies together because they are really two variations on the same theme, which, simply put, is: Search for a new job inside your existing company. It’s similar to searching for a new job outside your existing company—just a whole lot easier to do and less risky to try. If successful, you end up getting a new job, but you never have to quit the old one because your new employer just happens to be the same company you already work for.

				The approach is essentially the same in both instances, with a fork in the road before the final steps. In both relocate and reinvent, you are pursuing a new job in a new area—not a direct extension of your existing role (that would be Strategy #2: remodel). In relocate, you are making a sideways move that you can slide into from where you are without extensive preparation or retraining. It’s a pretty accessible move. In reinvent, you are really making a big shift—one where your prior experience isn’t very transferable and you’re going to have to make some serious investment in preparing or retraining to get that job. Reinventing is much harder, but it’s still easier to do in the company where they already like and trust you than by jumping into a whole new company as well as a whole new career track.

				So, you can see that both relocate and reinvent start out the same—you’re starting to get bored or you’ve identified another area you’d like to work in. You start nosing around and finding out more about some other kinds of jobs and decide you want to make a sideways move into a different kind of work. (At this point, these two approaches are identical.) If it turns out the move you want to make is within arm’s reach, then you’re relocating. If not and some heavy lifting is required before you’re a viable candidate for that very different kind of job, then you’re reinventing.

				
				Both relocating and reinventing use the same simple four-step process based on our design mind-sets.

				
					• Get curious.

					• Talk to people.

					• Try stuff.

					• Tell your story.

				

			

			
				The Tale of Two Accountants

				Remember, both relocate and reinvent use the same approach to looking for a different kind of job, but still in your same company. In fact, you won’t even know if you’re doing a relocate or a reinvent until you’ve gone well down this redesign path to discover what’s required to succeed. We’ll illustrate Strategy #3 (relocate) with Cassandra’s story, and we’ll illustrate Strategy #4 (reinvent) with Oliver’s story. Cassandra and Oliver have almost the same story right up until the crucial moment when it becomes clear that Cassandra can relocate but Oliver will have to reinvent. (Just read their stories…it’ll make sense when we get there.)

				Cassandra and Oliver were both in their early thirties and working in the Accounting department of a mid- to large-sized company—Cassandra in a telecommunications manufacturer and Oliver in an insurance company. They each had an undergraduate accounting degree from a good college but had no graduate training. They had both been on the job for about three years and were starting to get bored. They had largely mastered their jobs but were still years from being eligible for a management promotion in their respective finance departments. They each were wondering what to do next and whether or not to pursue a long-term career in finance. They’d both liked accounting well enough in school, and their parents had encouraged them to pursue a stable and reputable job—it doesn’t get more stable than accounting. But the truth was neither Cassandra nor Oliver was feeling enthusiastic about doing the finance thing for the next twenty years. What they both noticed was that marketing looked more interesting than accounting.

				
				The marketing people seemed to have more fun (at least there was a lot more laughing during a marketing staff meeting than there was during finance staff meetings). They got to do creative stuff like advertising and public relations and making cool videos. Marketing got to go out to field sales events and even visit customers during new-product rollouts, so they got to travel to interesting cities all the time (accountants never traveled).

				Maybe marketing was the way to go. But where to start? They both did the right thing. They each began to get curious about marketing and started to talk to people and try stuff.

			

			
				Cassandra’s Competitive Advantage

				Cassandra was already friendly with the marketing people. She sat right across from their group, and one of her school friends was in that department (that’s how she got the interview for a job in the Accounting department in the first place). So her first prototype interview was with her old school pal, Marcie, who gave Cassandra an overview of what marketing did, the difference between Product Marketing and Marketing Communications (whatever that means), and who the easy-to-talk-to people were. Marcie recommended that Cassandra talk to a number of the other marketing group members, and if she liked what she heard, she should go ahead and reach out to Derek, the VP of marketing, who was a pretty approachable guy. So that’s what she did. After three pre-work coffee klatches, two post-work wine-bar meet-ups, and a couple of lunches, Cassandra was more attracted to marketing than ever. She took Marcie’s advice to heart (it pays to trust reliable helpers) and sent Derek an email asking if he would be willing to give her some career counsel, which Derek gladly agreed to.

				
				Cassandra was a little nervous as she knocked on his office door, but felt better after Derek greeted her warmly, saying, “Hi! I was wondering when you might call. I heard you’ve been canvassing the group and figured you’d want to talk at some point. What’s on your mind?” Cassandra had done a good job of getting curious and talking to people. Now she needed to be ready to tell her story—and she was. So she answered, “Well. I’ve been at the company over three years now and am able to apply my accounting degree effectively in the Finance department, but I’ve got creative interests that I think the company could benefit from that aren’t needed in finance. As you’ve heard, I’ve been meeting with your staff, and everything I hear about marketing really excites me. At this point I’m trying to decide if I should make a change and pursue a marketing career. What do you think?” (Notice that Cassandra didn’t ask Derek for a job or even ask if he thought she was a good marketer. She just asked for his counsel about a career change—a pretty low-threat request that left Derek lots of room to reply however he wanted to. She didn’t try to corner him or get something from him that she didn’t yet deserve.)

				
				Derek said, “Well, you’ve talked to the right people, but you’ve really not done any marketing, have you?”

				“No, I haven’t.”

				“Tell you what,” said Derek. “Let me see if I can’t find some projects that you could do in the Marketing department that will allow you to take a test-drive. You might want to try this thing you think is so attractive before you mess around with your finance career. You’re looking at us from across the hall, and I know it looks like fun, but you don’t really know what it’s like day in and day out to do our kind of work.”

				Within a couple of weeks, Derek figured out a project for Cassandra, doing some competitive analysis for the marketing team. She didn’t need a marketing background to do the job, and her familiarity with the company’s database was a real plus. Derek worked with her Accounting manager to get her a little bit of relief so she could spend a few hours a week working on the project. Which went really well. And at the end of six weeks, Derek had decided that he could make a full-time job out of it and, just like that, Cassandra moved from Finance to Marketing.

				The competitive analysis project grew under Cassandra’s leadership, and within a few months she made herself indispensable. Cassandra was happily relocated and it only took a few months.

				It wasn’t quite so easy, however, for Oliver.

			

			
				Oliver Tries Stuff

				Despite following his parents’ advice, Oliver had always considered himself a creative guy and secretly wondered if there was a way to have a more creative job. He tried talking to his boss about this, but his boss dismissed his inquiry.

				
				“No one wants a creative accountant, Oliver. Those are the guys that end up in jail.”

				That was a good point, but his boss didn’t get it.

				Oliver didn’t want to be an accountant anymore. He wanted to try something different.

				Oliver was kind of shy, and looking for a brand-new job in a brand-new company seemed scary. So he started to look around his insurance company for other jobs where being a creative person was valued, because it didn’t feel so scary to talk to people who he worked with. One place where people seemed to be rewarded for their creativity was marketing, and he had met a few people in that organization who were on the company bowling team. He started prototyping his way forward with a few coffees and a few lunches and discovered that, indeed, marketing jobs were more creative than accounting. But at one of these prototype interviews his bowling partner, Serena, was blunt with him. “Look, Oliver, you are a nice guy, but you don’t have the skills or the training you need for the things we do in marketing. There is no way I could recommend you for a job in my group.”
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					WHEN RELOCATE BECOMES REINVENT

					Here’s the important point of divergence between Oliver’s and Cassandra’s stories. In Cassandra’s case, there was a “marketing” job that was mostly managing a competitive analysis database and supporting the sales force—tasks where her accounting administrative skills were easily transferable. And the person in charge was willing to take a bit of a risk on her (which wasn’t really all that risky, because the competitive database was getting no attention at all). Cassandra had a relatively small “ask” for Derek, and she had good support in his department. By contrast, Oliver wanted to do real marketing—branding, new-product messaging, communications—the really creative stuff, for which his background in accounting was no help at all. And the Marketing leadership in that company was more risk-averse. So Oliver’s “ask” was big.

					
					The lesson is—be honest with yourself about your situation. Do your homework, get curious, and talk to people, so you know what’s really required of the job change you want to make before asking others to give you a shot. When it comes time to tell your story and ask for that new job, you want to be ready to tell a winning story. In this case, the relocate strategy was just not available to Oliver. Oliver was on his way to reinventing himself—or on his way back to accounting.

					Now…back to Oliver and his bowling buddy, Serena.
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				Serena’s reaction initially discouraged Oliver, but he got up the courage to ask her to list all the things he would need to learn to be a competitive candidate for a marketing job. Armed with that list, Oliver put together a plan. (Oliver is really good with lists and plans.) He realized he would need to completely retrain himself if he wanted a more creative job. After asking around, Oliver decided that he would go back to school (he chose to buy the expertise and the “badge” that came with it) and get an MBA. He found a good program offered at a nearby high-quality university, one designed for working professionals, with classes held on nights and weekends. He decided to focus on marketing and communications. He knew it would take him almost three years to complete his degree—all while working full-time in Accounting—but he was willing to put in the time if it meant that he could have a more creative job in the future. And he asked Serena if she would be willing to be on his unofficial advisory board to help him with this career transition.

				
				She was flattered to be asked and agreed.

				Oliver enrolled in his MBA program and, one year into the program, took an interesting class called Social Media Marketing 101. He was amazed to discover this data-driven approach to creativity. Here was a type of marketing that was inherently creative but where his ability to crunch numbers was also valuable. And since social media’s primary target is a younger demographic, learning to be good at this would be very useful. You see, his company was starting to realize that their old ways of marketing insurance weren’t reaching an important new audience—the Millennials. Oliver had to write a paper and build a social media site for the final exam for the class, so he decided to write about marketing insurance to Millennials. He also built a prototype Facebook page to test some of his ideas for marketing campaigns aimed at Millennials.

				His Facebook page was just a prototype, but it attracted more than a thousand likes in just its first few days. He got an A on his paper and the data he was harvesting (legally) from his Facebook page showed some very interesting trends.

				Oliver was smart enough to leverage his schoolwork into a “try stuff” project that he could use to advance his candidacy at his company. He showed his paper and his Facebook data to Serena, his informal adviser. She was very impressed and asked him to put together a presentation for her management team. “The Millennials are becoming a strategic priority for the company, and, frankly, nothing we’ve come up with has half as much traction as your Facebook prototype,” she said. Bingo—Oliver had just been offered a chance to try stuff in front of the people he hoped one day would make him a marketing job offer. This was his chance.

				
				Oliver worked all night and made a very successful presentation the next day. A few days later, Serena called him up with an offer. “Management has decided to put together a SWAT team to attack the Millennial problem. I’d like you to join as our design and data analyst. And I’ve worked it out so that you can continue with your MBA while you work with us.”

				Oliver was ecstatic. He took the job and has never been happier. He gets to be creative when coming up with new ways to market insurance to younger people, and he gets to wire up his social media pages to collect tons of data for analysis. It’s really his dream job, for now.

				Oliver didn’t tell his parents until six months later—after he got his first raise in his new job. They were a bit stunned, but figured if he’d already gotten a raise, he was going to be just fine. They were right. Oliver thrived and never looked back. He was successfully reinvented.

			

			
				
				That Grad School Thing

				In the reinvent strategy, it is often necessary to retrain yourself for your next step. If you decide to go back to school part-time or full-time, you are taking on a big project. If you decide that grad school is your path to the future, you turn your attention to the task of selecting a graduate school, identifying what degree to get, preparing their admission package, taking the necessary entrance exams, and so on.

				It’s time-consuming.

				It’s exciting.

				The idea of getting a brand-new master’s degree in business or a teaching credential or applying to law school, or whatever it may be, is exciting. But sometimes the focus on “going to grad school” is a way of ignoring why you’re unhappy in the first place. Grad school is the solution if and only if you have identified the right problem to solve.

				We cautiously recommend this direction—but only after you are really sure that you are ready for a big change, because graduate school is incredibly expensive, it takes a lot of time and preparation to get in, and it usually takes a lot of time and money to complete. And if you do it full-time, there’s several years of lost salary to consider.

				And it might not work out! We’ve known more than a few people who went through all the trouble of getting into a good grad school, completing a graduate degree, and then finding out that the new degree wasn’t that helpful.

				That’s a very painful and expensive way to learn.

				Going to grad school—whether you do it at night while still working, like Oliver did, or you quit your job and go back to school full-time for one or two years is a big decision. So before you go to grad school (or even start the process of applying to grad school), we suggest you answer an important question.

			

			
				
				What Is Grad School For?

				As you can probably guess, we have some thoughts on that question. Folks go to grad school to get some combination of these four things:

				
					Expertise. This is mostly what the graduate schools will tell you they’re for. They’re going to teach you a bunch of stuff that you didn’t know before. Different schools focus on different things—implementation, theory, finance, marketing, entrepreneurship, etc.—so it’s a good idea to do your research, because each school has a specialty that they are known for and their own approach to teaching (which is called “pedagogy”). You naturally want to pick the one that focuses on your area of interest, teaches the way you like to learn, and has a solid reputation in the field you’re pursuing.

					A network. Grad school introduces you to people you wouldn’t have met before, and this becomes a new community of people that you can network with to help your career. This is a completely legitimate reason all by itself to go to grad school. The top schools have the most powerful networks, and even though you’ll never hear them admit it, it’s these networks that justify the super-high prices of the most elite schools. The better the school, the more influential the network. (That’s why every Supreme Court justice sitting on the bench in 2018 went to either Harvard or Yale for law school [RBG went to Harvard but finished her law degree at Columbia]—if you want a seat on the Supreme Court someday, you have to be in the network.)

					A pivot. You get permission to be a different kind of person when you retrain at grad school. This is part of what Oliver wanted (and Cassandra didn’t need). In addition to becoming competent at doing marketing, Oliver needed a professional identity that went with that new job. When people in the company heard about him moving to marketing, some would ask, “But…aren’t you an accountant? What’re you doing over in marketing?” Oliver would then tell this story about his new identity: “I started as a finance person, but I’ve always planned on a broad business career. That’s why I got my MBA in marketing. I was collaborating with Serena and the Marketing team throughout my grad studies, so it was just the natural next step for me to move into marketing full-time.” You can sometimes pivot without grad school, but the world still believes that having a graduate degree makes you more credible. The degree gives you extra permission—let’s call it a “power pivot.” Education counts for a lot—perhaps more than it deserves to—but we don’t make the rules, we’re just trying to help you play by them and win.

					A badge. Graduate school gives you a badge so you get to say: I have an MBA. I have a master’s in public health. I have a law degree. You get the badge, and some badges are made of silver, some of them are gold, some of them are platinum. In some fields it really matters whether your grad school is ranked or not. So if you are going back to school for the “badge,” make sure you know how important rankings are and check out their professional placement rate. This is particularly important in professions that are overcrowded and oversubscribed, like law and architecture. Placement rate from lower-tier schools in both professions are 20 percent or less, meaning the 80 percent of these folks who got the badge might not get to use it as a practicing lawyer or architect. And some professions literally require the badge. You can’t practice medicine without a medical degree. You can’t practice counseling without a psychology degree. You don’t need a Ph.D. to teach in a university (neither of us has one), but it’s a lot easier to become a professor if you do.

				

				
				Ultimately, you have to decide whether or not the time and money are worth it to buy a new degree. Just be sure you know how you value each component of what you’re getting—the expertise, the network, the pivot, and the badge.

				Sometimes people spend all that money just for the badge. Sometimes they spend all that money just for the pivot. Sometimes it’s a particular mix of three or four of the elements. It doesn’t matter, as long as it’s worth it to you. But please have a bunch of prototype conversations, and a few prototype experiences, so that you can be more certain that grad school will make a difference in your future. If it still feels like it’s worth it to you, then go for it, choose a good school, and work hard to master the material you need for your new job.

				If it’s a good fit…

				Go for it!

			

			
				
				Cassandra’s Epilogue—When Having More Fun Isn’t

				Cassandra’s story didn’t end with getting that new marketing job. The story continued, and not as predicted.

				The competitive analysis project grew under Cassandra’s leadership, and within a few months she made herself indispensable. After a year, Cassandra and Derek had lunch again, because it was about time for her performance review. Derek asked her how she was doing, fully expecting her to say “fabulous,” because she was successful and was on her way to a marketing career without ever having to go to grad school.

				Cassandra took a deep breath. “Well, I’m really not that happy. In fact, I’m really anxious most of the time and I’m not sleeping very well.”

				Cassandra went on to tell Derek that she was struggling with supporting the Sales department. The salespeople always wanted more competitive intelligence on what the other companies that they competed against were doing. And you can never know everything about your competitor, so the salespeople were never completely satisfied. They loved the help they got from her, but they always wanted more. They never stopped calling and asking for help.

				So Cassandra went home every night feeling like she wished she could do more for these people, but she didn’t know what it was. It was never enough. It drove her crazy.

				“I don’t know what I’m doing wrong.”

				“You’re not doing anything wrong,” said Derek. “Welcome to Marketing. In marketing the customer never loves you enough. You can never know your competitor well enough. You’re never, ever done. It’s just the nature of the work. It’s interesting, it’s creative, it’s flexible, but we are always dealing with ambiguity. We’re never done!”

				
				Cassandra said that she didn’t like ambiguity and she really didn’t like the feeling of never being done.

				“Well, if you’d like to do the kind of work where at the end of the day you know you got the right answer, and you know everything is done, and there’s nothing left to worry about, there’s a big group around here that does that kind of work. It’s called the Finance department. Remember? Maybe the ambiguity that comes along with the fun of being in Marketing isn’t worth it to you. What do you think?”

				Cassandra realized that for her, a little boredom was nothing compared to the satisfaction and peace of mind that came from getting the answer right and being done—really done—by the end of the day. She hated to admit it, but she concluded that she would be better off back in Finance. It took a few months for an opening to come up, and Cassandra had to work extra hours for a while to maintain the competitive database until Derek could replace her, but it all worked out eventually, and everyone lived happily ever after.

				Except the salespeople.

				But those people are never happy.

			

			
				Things Change—Like Cassandra and You

				So…what did Cassandra do wrong? Why did her relocation fail?

				She did nothing wrong and her relocation was a great success. This is crucial to understand.

				
				Cassandra is a living, breathing, growing, changing, ever-evolving, human person. She’s not a machine and neither are you. There is no way in the world that Cassandra or Derek or Marcie or the Man in the Moon could have predicted the outcome of Cassandra’s move into Marketing. It’s the kind of thing that only time and experience will tell. It took a year for it to make sense to Cassandra. In the first four to eight months on the job she was so excited by the newness of everything and the fun of learning so much that she didn’t even notice the stress. It was only after ten-plus months on the job, when she was going home for the 237th time leaving another half-dozen salespersons’ questions unanswered, that it dawned on her why she hadn’t been sleeping well.

				Life design is just that—it’s design, which means iteration and lots of prototyping. It is good news that we’re always growing and changing. And nothing was lost. When Cassandra returned to Finance, she brought with her a much deeper insight into how the company ran. She had a better understanding of how managers in Marketing and other divisions thought about the business. She was actually better at her accounting job because of her experience in Marketing. And she knew herself better now; she was able to reframe her story when things got boring (as they do for all of us now and then) to “Well…I sure like sleeping at night!” She knew she could always have coffee with the Sales and Marketing people, which was almost as fun as working with them, and not nearly as stressful. With her new understanding of herself and the business, her old accounting job really was good enough…for now.

				At some point, it’s natural, we all outgrow our jobs. If you are a bright, creative person, and you have a designer’s mind-set of curiosity and a bias to action, you will probably grow your skills and abilities faster than the job you’re in. That means that every few years or so (sometimes faster, sometimes slower) you might outgrow your job. Then, to keep building your career, it’s time to look for the next job. If you are in a healthy organization with an advocate for a boss, the organization will recognize your abilities and collaborate with you to find a new, more challenging role for you. But it doesn’t always work that way. Maybe your boss doesn’t care or isn’t an advocate for you or anyone. If that’s the case, you may need to make the first move.

				
				Often, the best first move is to change jobs right where you are. You can employ one of the four strategies we’ve described, and just as they worked for John, Ann, Sarah, Cassandra, and Oliver, we’re confident that at least one of them will very likely help you find a way to revitalize your job situation without quitting.

			

			
				You Can Redesign Rather Than Resign

				But if not…if none of these strategies work, it might mean that the time has come to leave and move on to another place. Fortunately, the process of get curious, talk to people, try stuff, and tell your story works for finding a new job outside your company the same way it does to find one inside—it just takes more work and more active networking. To help you with that process, we’ve got some recommendations in chapter 9. But before seriously starting to look for a new job, you’ll have to decide it really is time to quit the one you’re in. And an important part of doing that successfully is quitting well.

				
					
					Try Stuff

					
						 1. Pick one of the design-in-place strategies and write a short, 250-word story that describes a successful redesign of your current job.

					

					
						❑ Reframe and Reenlist

						❑  Remodel

						❑  Relocate

						❑  Reinvent

					

					
						 2. Share your story with three friends. Explain that you are prototyping several new ideas for getting a better job, and this is just one of them. Then read them the story—just read it. No “throat-clearing”—no “Uh, this isn’t very good, and I’m not sure you are going to like it…” Just read it with confidence.

						 3. Take notes on your friends’ reactions, and compare them.

						 4. Evaluate this story with the gauges below.

						 5. Follow up with a short reflection on what you’ve learned about this plan.

						 6. If, after reflection, you think you are ready to do something, start the process of getting curious, talking to people, trying stuff, and telling the new story about the job or career that you’ve decided to pursue.

					

					Write Your Story:

					
					DESIGN IN-PLACE WORKSHEET

					Pick one of the design-in place strategies and write a short, 250-word story that describes a successful redesign of your current job.

					
						❑ Reframe and Reenlist

						❑ Remodel

						❑ Reinvent

						❑ Relocate

					

					Write Your Story:

					
					Evaluate Your Story with These Gauges:

					
						
							[image: ]
						

					

					Write Your Reflection:
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			Quitting Well

			
				Dysfunctional Belief: I’m going to quit this *$#$%* job today.

				Reframe: I’m going to springboard out of this job to a better one by designing my quit.

			

			Everything has its season. Everything changes. Everything ends.

			And the data says that you will have many jobs and even multiple careers in your lifetime, which means you’re going to be quitting some jobs. And when it comes time to quit your job, it is best to quit well.

			Look, there are lots of ways to quit, but in general we have found that they all fall under two typical types:

			
				 1. The bridge burner

				 2. The two-week lame duck

			

			Bridge burners are a classic archetype—appearing in movies regularly tossing a Molotov cocktail over a shoulder while heading out the door. You can hear their theme song as they roar out of the parking lot—Johnny Paycheck’s 1977 hit, “Take This Job and Shove It.” It may be a fun song or make a good movie scene, but it’s a terrible strategy. Never do this! It might feel good in the moment, but it’s a really bad idea in the long term. Never quit in anger, and never leave without giving the company time to figure out what it’s going to do once you’re gone. You’ll thank yourself in the future.

			
			If we’re ruining your quitting fantasy of scorching the earth with your righteous indignation speech while coworkers applaud and the jaws of upper management hang open in stunned awe at your eloquence—we’re sorry. And don’t get us wrong—we understand how tempting the scorched-earth, bridge-burning fantasies are. Every one of us has considered this strategy at least once in our imagination, but let’s keep it there where it does no harm (and even in your imagination, beware watching too many bridge-burning reruns).

			The two-week lame duck is the most popular archetype—used thousands of times every day. We don’t have any hard statistics, but we’re betting the overwhelming majority of resignations follow this pattern: (1) Worker finally decides to quit. (2) Worker sets the date. (3) Two weeks before the date, worker delivers the following short, safe resignation memo:

			
				TO: My Boss

				FROM: Larry

				RE: Resignation

				I am resigning my position as senior duck plucker to pursue other interests. My resignation is effective two weeks from today’s date, making Friday, March 28, my last day of work here at Lucky Duck Enterprises.

				
				I have appreciated working at Lucky Duck and wish you and the company all the best.

				Sincerely,

				Larry

			

			Worker punches the clock, barely, for the next two weeks, makes lots of awkward conversation with coworkers, and then slips away quietly into oblivion.

			Larry resigns this way knowing that “it’s customary to give two weeks’ notice” and that resignation letters are best written remembering that less is more. Keep it short. Get away clean. Larry relies on the fact that everybody knows you won’t get much (if anything) done after you announce you’re quitting, and nobody really expects you to. If you’re lucky, they’ll just tell you to go home and still pay you for those last two weeks. Or…so goes the conventional wisdom.

			The two-week-lame-duck approach isn’t wrong. It just isn’t particularly right. If it’s all you can muster due to extenuating circumstances, it’s okay, and we certainly won’t judge you for doing so. It probably won’t hurt you (like the bridge-burner approach), but it won’t do you much good, either. After all—Larry plucked a few thousand ducks in his time at Lucky Duck, and he deserves a little more of a lift into his future from all that effort. That’s why we’re going to recommend a third, different way.

			
				 3. The generative quitter

			

			
				
				Generative Quitting

				Just like there is a way to redesign your job, there is a way to design your way out of one. Most people think of quitting as a negative thing, but we think quitting represents an opportunity. It is the turning point between finishing something you’ve been doing well and starting anew. We therefore suggest reframing quitting as a chance for you to author a great final chapter for your old job en route to writing the first great chapter in your next.

				We’re going to teach you the power of generative quitting.

				Generative quitting can be a great design experience, one that leads to an even better understanding of who you are and what really motivates you. Generative quitting requires the following:

				Prerequisites

				
					 1. Try redesign first.

					 2. Ask the boss.

					 3. Choose quitting.

					 4. Find a new job first.

				

				Generative Quitting Steps

				
					 1. Leave the campsite better than you found it.

					 2. Rev up your network.

					 3. Set up your replacement to win.

					 4. Exit well.

				

				“Hey!” we hear you say. “What’s with all the prerequisites, anyway? I’m ready to quit right now!” If so, we understand—but hear us out. Generative quitters know how important it is to leave a job on good terms, so they’re attentive to those prerequisites. Doing the prerequisites well makes the always tough task of quitting well a lot more productive.

			

			
				
				Try Redesign First

				If you have gotten to the place where you’ve just had it and you want to quit today, you might have jumped right to this chapter and skipped over everything else. If so, we ask you to take a look at chapter 7 (“Don’t Resign, Redesign!”) and try out the ideas there. Please consider that there may be big advantages in “changing jobs” right where you are.

				Even if the redesign doesn’t pan out, the time you’ve spent trying is never wasted. After applying your design thinking process to the problem, you’ll have learned a great deal about yourself and about your company (and therefore about your entire industry), and you’ll have a better story to tell as you start your new job search.

			

			
				Ask the Boss

				Maybe it really is time to leave—you’re unhappy and bored, and you have tried to make it work where you are but it didn’t pan out. Maybe you’re not sleeping well because your nagging boss is texting you at 9:00 at night with action items and work never seems to go away. Then what should you do?

				Let’s assume that you have tried one or two of the designing-in-place strategies from chapter 7 and they didn’t work. There’s one more thing we’d like you to try—ask your boss one simple question and see what happens.

				
				Sam is a young engineer at one of those big Silicon Valley tech companies that everyone wants to work for—you know which ones we’re talking about. He really enjoyed his first few years at the company, designing and implementing testing strategies for the company’s software products. But then things got bad. Really bad. Suddenly, Sam’s boss was on him almost every day. It seemed like Sam couldn’t do anything right—nothing pleased his increasingly picky and critical boss. After months and months of this, Sam figured the only thing to do was to quit, and he was already drafting his letter of resignation when, at the eleventh hour, he reached out to Bill. As a former student, he decided to play one of his “office hours for life” cards.

				After Sam explained his plan to quit, Bill said, “I know this sounds crazy, but why don’t you set up a meeting with your boss and ask him why he is so unhappy with your performance? It never hurts to ask, and you’ve decided to quit anyway. His feedback might be useful.”

				Sam didn’t like this suggestion at first. He thought he’d rather have a double root canal with no Novocain than have an honest conversation with his boss, but he gathered up his courage and set up the one-on-one.

				Sam took a deep breath and asked a very simple question (this is the question we think you should ask): “What am I doing wrong?”

				His boss sat there for a moment, looking stunned. Then he said, “There’s nothing wrong with what you are doing, Sam. In fact, you are one of the most productive engineers in the group. It’s not you, it’s me. I’m going through some tough stuff at home.”

				Sam’s boss then told Sam how his marriage was breaking up, and about the nasty divorce that was unavoidable, and how unhappy he was because he hadn’t been able to see his kids in a month. He finished by saying, “I’m sorry that I’ve been unloading on you. You don’t deserve it. But right now, I don’t have the bandwidth to manage you or anyone else. Just go and do whatever you think we need—I’ll sign off on any project you bring me.”

				
				Sam listened to this with a renewed sense of empathy for his boss. He also went home and put together a proposal to automate some of his most difficult experiments, which his boss then rubber-stamped.

				Six months later, his boss quit. Sam is now a senior engineer in his group and happier than ever. He has a lot of autonomy where he works and enjoys mastering the technical challenges of his job. And to think that he was just one meeting away from making a pretty big mistake.

				The point is, you never know what’s really going on, what’s really motivating people, until you ask. So before you quit, have that conversation with your boss. Ask one simple question.

				“What am I doing wrong?”

				And then just listen. Do not get defensive and do not argue—listen with as much empathy for your boss as you can muster (we know this is hard). And then maybe do the same thing with your boss’s boss. Who knows what you’ll discover?

			

			
				Choose Quitting

				Once again, you might be asking, “What? I’ve already decided to quit. What’s this ‘choosing’ thing about?”

				Good question.

				
				What we mean is—you choose quitting. Don’t let quitting choose you. Make quitting your positive, generative choice. Too many people act like quitting happened to them, as if it were the last resort (“It was the last straw”), an involuntary outcome (“I had no other alternative”), an injustice (“It wasn’t fair”), or fate (“It was just one of those things”).

				That sounds like letting quitting choose you.

				If and when you know you need to leave, then the time has come for you to choose to quit. Reframe quitting as a choice. You choose to quit. Positive psychology and self-determination theory all agree: What you choose to do in life is what gives your life meaning and purpose. So make it a point to quit with a purpose.

			

			
				Find a New Job First

				There are two good reasons to find a new job before you quit: (1) it improves your chance of landing that new job, and (2) it increases financial stability.

				
					 1. Employers respond four times more often, give out twice as many interviews, and extend three times as many offers to employed folks versus unemployed applicants. Employed people are more attractive than unemployed people. Period. It may not be fair, but it has a certain logic to it. A prospective employer can easily wonder, “Hmmm…what do all those other companies that haven’t hired you yet know about you that I don’t know?” The best way to avoid the misperception that you’re unemployed because you’re a bad employee is to not be unemployed. This isn’t always possible, and it’s not fatal if you can’t do it, but land that new job before quitting. Sure, finding a new job is a huge project. We get that, which is why the next chapter is dedicated to just that subject, but let’s finish inventing a better way to quit first.

					 2. Don’t forget about the money. Being unemployed is expensive. You do not know how long it will take to find the new job (three to six months is the rule of thumb in most labor markets), and being unemployed for that long is both costly and scary. So we recommend finding the new job before leaving the old.

				

				We know how hard this can be to arrange. Between the two of us, we’ve probably looked for new jobs while still doing the old one twenty times. We know that it is hard to work full-time at your current job and work almost full-time at the same time looking for a new job. Oh—and it’s a bit tricky doing a job search without your employer finding out that you’re looking around (i.e., you’re on your way to quitting). But it is still the best strategy we know to make sure that, when you quit, you have set yourself up for future success.

				Okay. Now you are ready to quit and quit well.

			

			
				Leave the Campsite Better Than You Found It

				When backpacking in the woods, all good campers know the rule “Leave the campsite better than you found it.” It’s a good rule for life and work, too. Deciding to make things better at work before you leave does a lot of good. It helps your colleagues, who have to pick up the pieces, succeed. It honors your employer’s trust in you. It will probably improve your references from your employer. And, most important, you leave knowing that you did the right thing (and weren’t just “phoning it in”) before you left. For all those reasons and more, this is a good idea. If you do it, you’ll stand out from the crowd.

			

			
				
				Bill’s Campsite Maintenance

				Bill had had a great experience—an incredibly demanding experience, but a great one—working at Apple. But after six years on the job, despite his efforts at renewal, the work had lost its appeal. During his drive one glorious spring Monday morning, after a weekend that felt way too short, Bill had one of those unmistakable “aha” moments. A voice came to him seemingly out of nowhere and said, “If you’re really unhappy at work, you can just quit.” He was so startled by this idea (and the voice) that he almost drove off the side of the road.

				Bill had the sudden realization that he had been thinking like a prisoner—he was thinking that he had to stay at Apple, and he had lost his autonomy somewhere along the way. He realized that if he was unhappy, which he was, he could do something about it.

				And, just like that, he suddenly felt free again. And he started generatively quitting.

				First (as we recommend) he tried to reinvent himself at Apple, which ended up not working. He activated his professional network and started talking to people, trying stuff, and quietly looking for new opportunities elsewhere. And he looked around his campsite and got busy cleaning up.

				
				One thing he most wanted to make sure of was that his team would be in good shape after he left. Bill got to work behind the scenes. He had two key people promoted—they were deserving and overdue. He orchestrated giving the next big laptop program to a project leader he trusted and respected. This took months to accomplish, but it was worth it. He really cared about the people he worked with, and Bill knew that if he could be helpful to their careers at Apple, it would work out best for everyone.

				Bill also used that time to pursue outside opportunities discreetly and, eventually, Bill’s informal networks started to surface job opportunities, two of which looked particularly interesting. One was with one of the first e-book start-ups, and one was with a brand-new product design consultancy. Bill felt pretty sure one of these would be his next job.

				When a job Bill wanted was offered to someone else, he knew he’d reached a decision point.

				He had worked on eleven laptops during his seven years at Apple.

				He didn’t want to do number twelve. Bill was headed to that design consultancy.

				He wrote a polite resignation letter, thanking everyone for a great ride, sent it to his boss, and went home. When he walked out on his last day three weeks later, he felt great about what he was leaving behind as well as where he was headed.

				Moving from the “driving-to-work epiphany” that spring Monday morning to his resignation had taken almost a year. It was truly Bill’s year of quitting well.

			

			
				
				Rev Up Your Network

				Radical collaboration, the “asking for help” mind-set, is a critical mind-set for any designer, but it is especially important when you are quitting well. You should do everything you can to preserve and expand your network of friends and colleagues, both inside and outside where you work, before you leave. For all the reasons we’ve mentioned before, your network of teammates and colleagues at your current job are a gold mine of future referrals and job possibilities. Now, before you quit, is a great time to reach out and reinforce those connections.

				Get to know that interesting person who works the front of the house in your restaurant, that field salesperson who is always the top monthly performer, that assistant head cashier who was kind enough to let you schedule around your son’s soccer championship. Make the connections tangible and touch base; a handwritten note, thanking someone for their time or being helpful, is always appreciated (handwritten notes are such a lost art). A lunch, on you, is appropriate for more important connections, and you can always schedule your prototype “exit interviews” over a coffee. The more people you reach out to and connect with, the better.

				During the weeks before changing jobs, before you announce that you’re quitting, there might be some people who you want to tell about your job change. Be careful, there is a risk that someone will slip and your boss will find out about your plan to quit before you want him to. Your “I’m about to leave” information is highly confidential and should be doled out on a need-to-know basis, and as close to the final event as possible. If you don’t really need to tell someone, don’t. But bringing someone into your confidence can really reinforce your relationship, so do this discreetly and strategically.

			

			
				
				Set Up Your Replacement to Win

				This is a companion step to leaving the campsite better than you found it. Your campsite cleanup is focused on making life better after you go for the people you’ve been working with during your tenure at the company—your friends and colleagues. There’s another person you can help—and help in a very big and unexpected way.

				Your replacement.

				The person taking the job you’re about to vacate.

				This setup involves two things: getting rid of any messes that you don’t want lying around (with your name on them!) so that the new person has a good clean start, and documenting the key insights, procedures, and contacts necessary to do your job well. If you’re attending to taking care of your campsite, you’ve already got the first task well in hand. That leaves just the second task—writing the Quick Reference Manual for your job.

				This sounds harder than it is. You’re not writing a 128-page manual, you’re just documenting, in one convenient place, the insider knowledge you’ve collected on the way to being successful in your job. This includes things like:

				
					• Regular meetings, activities, and reports the job demands

					• Reliable, helpful people with special knowledge to solve certain kinds of special problems

					• Any pressing issues that you’re dealing with right now

					• Old problems that were solved but might reawaken if not checked now and then

					• If you had people working for you, a short summary of the strengths of each of your direct reports, so that their new boss starts with a positive impression of her new staff

				

				Dave once wrote a manual for his job before he quit. It was easy; it ended up being about twenty pages and took six hours to write. He turned that manual in to his boss at the same time he submitted his resignation letter. His boss was absolutely flabbergasted. “Wow! I’ve never seen anything like this before. That was the best quit I’ve ever seen. You should write a book about quitting!”

				Dave settled on a chapter.

				The next time you quit—write a Quick Reference Manual to being you and you’ll blow your boss away (and expect the person who takes your old job to call and thank you for it).

			

			
				Exit Well

				Movie producers will tell you that the two most important moments in a film are the climax and the conclusion. When you quit, you are writing the screenplay of the final scene of the movie of your job. It is going to be one of the strongest memories that your company and the people in it have of you. Be sure it’s a great scene that you want people to remember.

				Leave them laughing and wanting you back.

				You are in control of your exit narrative—your quitting story. And you’ll probably tell that story at least twice: once in your resignation letter, and the version you tell in person. When the time comes and you’ve gone public with your quitting, people will want to know why you are leaving. You want to tell a consistent and positive story. Do not dwell on negatives (everyone knows about them, anyway), do not focus on the past, and resist the temptation to “even the score.” Be clear and concise and emphasize the positives about your future challenges.

				
				
					Bad bridge-burner example: “I’m leaving because Dan, my boss, is a micromanager and the company has no long-term strategy. I’m tired of working on projects that keep getting canceled because the top brass can’t get their act together. And Dan’s a jerk—did I mention that?”

					Good generative-quitter example: “I’m leaving because I have an opportunity to take my career to the next level and learn new and exciting things. I love this company, and I’m sad to be leaving my great colleagues here, but it’s time for me to move on to my next challenge.”

				

				It’s not hard to do this right. Give yourself a good script and, most important, stick to it. You’ll be glad you did.

			

			
				Good Quitters Unite!

				So, to recap…

				Don’t quit unless you really have to.

				If you are going to quit—quit generatively. We’re all going to be quitters at some point in our lives, so let’s learn to quit well.

				
				Now that you have a plan for quitting well, it’s time to remind ourselves of the designer’s way of finding that new job we talked about in prerequisite 4. Let’s zoom in on designing our job search so that it is efficient and successful.

				
					Try Stuff

					#1: IMAGINING YOUR QUIT

					This is a structured imagination exercise that will help you to figure out what it will feel like when you quit, and help you understand what you like and don’t like about your current job. Beyond that, it may ultimately help you decide if you want to quit or not.

					
						 1. Imagine that, having exhausted all other possibilities, you are going to quit your job.

						 2. Create a job description that includes everything you do—include the stuff that you are supposed to do and stuff that you actually do. Make it a comprehensive list of all your responsibilities.

						 3. Now review those responsibilities, and see which ones could potentially be delegated to someone else. Cross those out.

						 4. Review the remaining responsibilities, and see which ones you do not enjoy doing. Cross those out, too.

						 5. Review what’s left on your list—the items that are left are the responsibilities and tasks that are part of your job description that you enjoy. This is your core job description.

						 6. Make a list of the new and valuable things you would like to do, if you had the time, training, and support. This is the stuff that would be either helpful to your organization or related to your learning something new, or both.

						 7. Recompile the list—this is your new core job description. It is designed around your current skills and your emerging new interests. It shouldn’t fit the “job” you currently have; it’s the one you want.

						 8. It shouldn’t be a fantasy job description.

						 9. Once you’ve completed this imaginary job redesign, wait a day or so and then come back and read it. Is it consistent, does it describe a job that makes sense? Could someone with your skills and abilities be expected to be good at this job?

						 10. Now imagine that you are able to find the job you’ve just described. Really imagine it, and inhabit what it feels like to quit your current job for this one. There is no risk, it’s just in your imagination. Then imagine going through the steps you’d have to do to make this new job real.

						 11. List those steps.

					

					Here’s why this imagination exercise works. Adopting the role of the “quitter who moves on to the better job,” even in your imagination, allows you to free yourself from the constraints that control the reality of your current job, These are most likely bogging down your imagination. Imagining quitting and moving opens up your creativity and, assuming you like some of the ideas in your new job description, it suggests prototypes that you could try, even in your current job.

					
					Prototypes like:

					Brainstorming with some of your current colleagues about taking on those responsibilities that you delegated away in this new job description.

					Having a conversation with your boss about the things you do not enjoy doing. Imagine sitting down with him or her and brainstorming about how to increase your efficiency by not doing these things.

					How could you prototype learning some of those new things you want to learn, things that would make you happier and might make your boss happier with you, too?

					In the end, by imagining this possible future you will have learned something about how you react, physically and emotionally, to this new job possibility. And you have a chance to experience any regret or second thoughts about leaving the job you have, before you actually do it. You might learn something from that experience, too.

					We recommend going through this imaginary redesign before you actually quit. It is a refreshing way to reboot your creativity and redesign whatever you’re doing, without the real world constraining your solution. And you will almost always learn something about yourself.

					
					#2 THE “QUITTING WELL” PLANNER

					After you decide to quit, and before you actually leave your job, make a plan to quit well. As described above, a good, generative “quit” has four steps, as described below.

					Fill in the template to organize your quitting strategy. As your “quit” unfolds (quitting is a dynamic situation and things can change fast), feel free to modify your plan. The thing to remember is that there are important tasks to accomplish and important relationships to maintain. You’ll want to be systematic in managing your quitting project.

					Leave the Campsite Better Than You Found It

					Make a list the people you work with and who work for you (if any). Figure out how to make sure they are positively affected by your departure. Now is the time to go to their boss and praise their accomplishments. Be selfless and give away any political or social capital you have—it doesn’t come with you to your next job.

					
					Rev Up Your Network

					Make a list of all your good relationships at work; touch base before you go.

					Make a list of the people you want to meet before you leave, and schedule a coffee.

					Set Up Your Replacement to Win

					Outline your Quick Reference Manual for the person taking your job after you leave. Consider the following lists and sections, and add or subtract as needed.

					
						 1. Regular meetings, activities, and reports (include examples, templates, schedules)

						 2. List key colleagues and helpers (names, roles, email, phone).

						 3. List current key issues, problems to be addressed (one page each, with room for notes).

						 4. List old problems that could resurface if not maintained, including what to look for and what, if any, maintenance is required to keep them solved and stable.

						 5. Procedures for regular functions of the job

					

					
						• Reference company documents if available.

						• Write summary procedures for key actions not documented elsewhere.

					

					
						 6. Personnel summary of each of your direct reports (if any)—including what makes them a great employee, and especially any pending promotions or recognitions left undone and/or career development projects you were working on, etc. (look out for their futures—you won’t be there to finish what you started with them)

					

					Exit Well: Write a Positive “Story” About Your Departure

					Write a short (less than 100 words) story about your departure, one that is easy to memorize, that you will tell people once your resignation becomes public.

					Make sure you include these three elements:

					
						• Something positive about the new opportunity for you (do not mention the positives about the new company—nobody wants to hear about the “greener grass”; make it personal, not universal)

						• Something positive about your old position—come on, there must have been something

						• Something positive about the people you are leaving behind—this should be easy

					

					
					Armed with your plan, you can start the quitting process. It may not take a year, like it took Bill to leave Apple, but plan on spending 2–6 months on this project. Take your time and do the quitting process well. And, although you are now mentally a short-timer in your current job, remember that you are playing a very long career game. You want to always be building your professional reputation and network, both of which travel with you wherever you go.
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			Moving On

			
				Dysfunctional Belief: My last job didn’t work out. I’ve got to start all over from scratch and find a new one.

				Reframe: I can springboard from wherever I am to the next place, taking the best with me and leaving the rest behind.

			

			Finding a new job can be stressful. It can feel difficult. It can feel somewhere on par with getting an elective root canal.

			We get it.

			We really get it.

			Look, we don’t mean to shamelessly direct you to our first book, but if your next job is in a new industry, or is a different role, or if it’s been a really long time since you’ve last gone looking for a job, then this job search may be a bigger project that deserves some extra preparation. In that case, we encourage you to grab a copy of Designing Your Life, with a particular eye on chapter 7, “How Not to Get a Job,” and chapter 8, “Designing Your Dream Job.” If you think that your next job is not a job but self-employment, that’s a special case, and we talk about getting started on your own in chapter 10 of this book.

			However, if you think you know the sort of job you have in mind, know the kinds of companies in your area that are a likely fit, and have the right experience, qualifications, and contacts in your field, then we’ve got what you need right here in this chapter. We’re going to leverage what you know about yourself and what you know about the current job market and use it to launch your external search.

			
				
				It’s All About the Story

				Here’s a simple but profound reframe: The best way to get a job is not to ask for a job, it’s to ask for the story. Ask for (lots and lots of) stories, and you’ll find a job.

				This counsel is at the heart of our redesign strategies relocate and reinvent from chapter 7—it all starts with get curious and talk to people. The most effective way we know of to pursue and land new job opportunities starts with prototype conversations, rooted in sincere curiosity, with professionals in your area of career interest.

				The next step in finding a job is for you to spend another one, two, or three months having lots of interesting conversations with lots of interesting people—most of whom aren’t currently hiring—so that you can connect into the conversation about hidden jobs, somewhere along the way.

				In Designing Your Life, we told the job-search story of Kurt. Since we last wrote about Kurt, he’s moved twice and gone through two more job searches—all successfully using our approach.

			

			
				The Standard Model of Job Searching

				Kurt’s first big job search happened when he and his new wife relocated to Atlanta. Kurt had just completed four years in the Stanford Design Program—two getting his master’s and two more in a postgraduate fellowship. And that was his second master’s degree, on top of one he already had from Yale in sustainable architecture. After he and his wife, Sandy, discovered their first baby was on the way, they decided to move near the grandparents in Atlanta. Kurt was finally ready to harvest the value of all those shiny, prestigious degrees to get the career he would love that would also pay the bills and provide for his new family. Kurt arrived in Georgia serious about landing a job, fast. Kurt found job postings on job boards that fit his background like a glove. He submitted thirty-eight job applications along with his prestigious degrees, impressive résumé, and thirty-eight individually crafted, thoughtful cover letters.

				
				You’d think, with his background, he should have more job offers than he could count, but it didn’t turn out that way. Out of his thirty-eight applications, Kurt received terse rejection emails from eight companies and never heard anything at all from the other thirty. Eight no’s and thirty nothings. No interviews, no offers, no follow-up calls. And this is a guy educated at Yale and Stanford.

				Kurt failed at what we call the “standard model of job searching.” He looked for jobs listed on the Internet or corporate websites, read the job descriptions and assumed they accurately described the available jobs, decided he was a good fit, and submitted a résumé and cover letter, and waited for the hiring manager to call. And waited.

				And waited.

				Still waiting.

				The problem is that 52 percent of employers admitted that they respond to less than half of the candidates who apply. And the hit rate for landing a job with the standard model is about 5 percent. It was a lot of work for Kurt, with zero return.

				
				This standard model fails so much of the time because it is a model based on a number of mistaken ideas. One is that someone is reading your cover letter. Not so—most large companies use what is called “talent management” software and your résumé is scanned and indexed by key words. No human ever reads it. If your résumé and cover letter don’t have those key words in them, you are invisible in the talent database. Another is that the job description on the Internet is accurate, and that’s mostly not true. Job descriptions are at best shorthand for what is really needed to be successful on a job, and are not always written by the people doing the hiring. And finally, for the jobs listed on the Internet, jobs that get thousands of qualified candidates, the odds are stacked in favor of the employer. They most likely get hundreds of qualified résumés in the first few hours (or if you are an Apple or Amazon, in the first few minutes) of the posting going live. There’s no need to look at the rest of the résumés that arrive late to the game, because there are plenty of good candidates in that first batch. You have a very small chance of being found in this stampede of résumés.

			

			
				Cracking the Hidden Job Market

				In the United States only 20 percent of all the jobs available are ever made public. In most job markets, four out of five jobs are not even visible using the standard model of job hunting. And most of these invisible jobs are the good ones, the creative ones, and the ones worth competing for.

				So how can you break into this hidden job market? Well, it’s tough but not impossible. The hidden job market is visible only to people who are already connected to the network of professional relationships in which those jobs reside. This is a reason that we strongly suggest you mine your network at your current job before trying an external search. When you look for a new job inside your current company, you’re already an insider, with access to the hidden job market. It’s an insider’s game and you have a natural advantage.

				
				When you start an external job search, it’s hard to get inside that network because you are an unknown job-seeker. But it’s quite possible to crack that network with our reframe of curiosity and story-seeking. As a sincerely curious person and someone not looking for a job, you can become an insider through connections built by getting the story. Then, once you become part of the “job community” conversation (and, remember, interested is interesting), things start to happen. Those “locals” in the community that you’ve been getting the story from start opening up access to their previously hidden job opportunities.

				That’s how it works.

				And it doesn’t work (or works less than 5 percent of the time) the other way around.

			

			
				Kurt Gets Hired

				Kurt was disheartened by his lack of success with the standard model of job finding. He decided it was time to apply design thinking to his job search. Kurt stopped applying for jobs and began to get curious and talk to people—he started engaging in prototype conversations. Kurt’s a pretty good networker, and in the next few months he had fifty-six prototype conversations with people he was genuinely interested in meeting. Those fifty-six conversations resulted in seven different high-quality job offers and one dream job (the real kind, not the fantasy kind)—which he took. He ended up in a great job where he had flexible hours, a short commute, decent money, and work that he found meaningful in the field of environmentally sustainable design. And he was given access to the opportunities that produced those seven offers not by asking for a job but by asking for people’s life stories—fifty-six times.

				
				When you’re out there “getting the story,” you are just a curious person who’s talking to interesting people doing interesting things in a field of work you’re interested in. You are not a job-seeker (yet), which is why you are such an easy person to talk to. While conducting these conversations, it is critical that you really are not after the job—you’re just after the story. If you “smell” like a job-seeker in disguise you’ll be found out and the process won’t work. So really lean in to your curiosity (and never bring a résumé to a prototype conversation).

				“But wait a minute,” you say. “You just told me how Kurt got seven offers out of his fifty-six conversations. How’d that happen? How does just getting the story turn into getting the job?” Good question.

				And it is surprisingly simple.

			

			
				From “Get the Story” to “Get the Offer”

				Most of the time the person you have been in conversation with is the one who gets you from where you are to where you want to be. From “get the story” to “get the offer.”

				
				“Kurt, you seem very interested in what we do here, and from what you’ve said so far it sounds like you have talents we could use. Have you ever thought of working someplace like this?”

				More than half the time, when the approach we’re recommending results in an offer—they start it. You don’t have to.

				If for some reason they don’t start it for you, and you have completed seven to ten prototype conversations, and you have found an organization that you are really interested in, you can ask one question that will convert the conversation from their story to your offer. “The more I learn about American Environmental and the more people I meet here, the more fascinating your organization becomes. I wonder, Allen, what steps would be involved in exploring how someone like me might become a part of this organization?”

				That’s it. As soon as you ask “What steps would be involved in exploring how someone like me might become a part of this organization?” Allen knows it’s time to shift gears and start thinking about you as a candidate.

				Note that you don’t say, “Wow—this place is great! Do you have any openings?” That’s going way too fast, and the answer to that question is probably “No.” The what would be involved in exploring how question is open-ended (not yes or no) and invites possibilities far beyond jobs that might be immediately available. And hopefully you have already established a connection and earned some regard with our hypothetical Allen, so he’s going to give you a candid but supportive reply. In some cases, Allen may even say, “No, we don’t have any opportunities around here, but I think you might be a great fit in one of our partner companies. Have you met anyone at Green Space yet? I think you’d like what they’re doing.”

				
				It happens. All the time.

				By the way, in six of the seven places that Kurt received offers, he didn’t have to ask about openings. He just got their stories and they flipped the conversation and asked him. All but one of the offers he got were for unlisted jobs—they were part of the hidden job market. The one job that was listed was the one he ended up taking. But the listing wasn’t posted publicly until after he’d already scheduled a conversation with the CEO, which went really well, so by the time it was posted, he was already the top candidate.

				Oh, and there was one sweet moment toward the end of Kurt’s search. The final interview at the company where he landed a great job was with the five-person board of directors. Their first question was “Do you think you can be effective in establishing partner relationships within the sustainable architecture community here? After all, you’ve just moved to Georgia and you don’t know anyone in the business community here.” Looking around the table, Kurt had the happy surprise of recognizing that he’d already had coffee and knew the “story” of three of the five board members. He answered, “Well, I’ve already successfully established a relationship with three of you. I’d be happy to keep doing that kind of effective outreach on behalf of this organization.” So, yes, he nailed the interview. But before any of that, he’d had lots of conversations.

				After a few years in Atlanta, Kurt and Sandy and their little girl moved again, this time near Indianapolis. Because he wanted to focus on fatherhood, Kurt decided not to look for a full-time job, but to join the gig economy and try his hand at consulting. Kurt employed the ideas you’ll find in chapter 10 to build a business working for himself and it worked great. He was able to charge pretty good consulting dollars doing new and interesting projects, and he was able to stay as busy as he wanted.

				
				Not much more than a year later, Kurt and Sandy moved again—this time to Chicago. After settling in, Kurt was ready for a full-time job again. So he started yet another search by, you guessed it, talking to people. Kurt was getting pretty good at this by now, so he got a jump on it and started reaching out to people in Chicago while he was still in Indianapolis. Sandy asked people at her new university if they’d be willing to talk to Kurt and connect him to people with interesting stories in the area. Sandy’s new colleagues were happy to help. All Kurt needed was those first few connections to get started on cracking into the hidden Chicago job market. And Kurt’s target had changed—his work in Atlanta had taught him that environmentally sound architecture and urban development require collaboration from lots of different parties, and he discovered he was really good at bringing different parties together and doing “radical collaboration.” During his stint as a consultant, he worked with lots of entrepreneurial companies (who needed help but couldn’t afford him full-time), and he had come to really appreciate the creativity of entrepreneurs. So he was looking for something that combined those two new interests. His Chicago interviews took him to a group that was running an internship program for future entrepreneurs doing social enterprises, many of which were directed at the kinds of cool design and environmentally progressive ideals that he held so dearly. He suggested that what they needed was someone who could do an unusual combination of things: teach, inspire, and motivate young people; administer lots of details and activities; and radically collaborate with future social entrepreneurs. It turned out, Kurt suggested, that he was exactly the oddball they were looking for.

				
				About three months later (five months after his first emails were sent from Indianapolis), he landed the offer to be the operations manager of an Entrepreneur Internship Program sponsored by a local Chicago investment group. The job involved recruiting participants, managing relationships with partner organizations, some teaching, and lots of field-event management. It was radical design and collaboration all over the place. And here’s the interesting part. He never would have wanted this kind of job three or four years earlier when he was starting out. Now a job that put together this wacky collection of his signature strengths (teaching coordinating, mediating, marketing, etc.) was exactly the right one—and he was thrilled.

				And along this job journey, Kurt had been growing one particular skill that proved to be more powerful than he realized.

				He got really good at telling his story.

			

			
				Get Ready, Get Curious, and Get Out There

				There’s no reason Kurt’s story can’t be your story. It deserves to be everybody’s story. So get out there and have a great time designing yourself into a terrific new job. Getting curious, talking to people, trying stuff, and telling everyone you meet your story.

				Unless.

				Unless your next job isn’t a job.

				If the next chapter of your career adventure isn’t a job—it’s being your own boss—then your next chapter is our next chapter.

				
					
					Try Stuff

					
						• Give yourself a long weekend and do something you really like doing to recharge your batteries and get set to start a whole new season of job searching. Get your head wrapped about taking at least three and up to six to nine months for this project. Pace yourself—this is not a sprint.

						• Make a Take It with Me inventory, listing all the assets you’ve gained during your employment in your current work. Don’t forget to list all types of things: learnings, peak experiences, hard challenges, people, relationships, personal growth, accomplishments, future goal clarity, credibility building, etc.

						• Read and search and click your way all around your locale and your area of career interest to find out what’s happening, what companies are leading, and who’s doing what.

						• Reach out to your network for referrals to “get the story” meetings, prototype conversations about relevant topics that are current in your field and of sincere interest to you. And scan LinkedIn for people you’d like to have coffee with, and do not ask them for a job! They will be blown away that you think they are interesting.

						• Then start having those conversations and enjoy yourself! Make the learning its own game and its own reward.

						• Repeat the process until it works and you find a new job worth taking.

						• And throughout the process, keep doing great work in your current job. Finish strong to start strong.
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			Being Your Own Boss

			
				Dysfunctional Belief: The only way to have a career is for someone to hire me, and to work for a company, in a job I can tolerate.

				Reframe: One way to have an amazing career, with lots of autonomy, and have a job I love is to invent it!

			

			When you think like a designer you are flexible, nimble, and ready to adapt to change.

			Get ready.

			The times.

			They are a-changing.

			Thomas is a student at the local community college who recently began driving for a ride-sharing service. He is looking to make a little extra money to help with his student budget. Sharon, a mid-career marketing executive, started giving marketing advice to help out a friend who is doing a start-up. She liked this kind of skills-specific consulting so much she decided to take on a couple of other clients on the side. She enjoys helping, and the extra income is a nice benefit, too. George, an electrical engineer, was laid off from a company where he’d worked for seventeen years in what they called a “right-sizing” (it didn’t seem “right” to George). Although there are a lot of jobs out there for someone with his engineering background, George is having trouble finding a new job that looks interesting. However, during one of his interviews at a big tech firm, the hiring manager asked if George would be willing to take on a project that the company needed done in a hurry, working as a consultant. George is intrigued with the technical nature of the problem and, without really thinking it through, said “Yes.” In a bit of a panic, George went to the Internet, grabbed a work-for-hire consulting agreement, and cooked up a proposal for the project. The company said yes, and before he knew it, George had a consultant’s badge and was showing up for his new gig at the big tech firm, Monday through Friday.

			
			Thomas, Sharon, and George are all part of an army of part-time and full-time people who work as consultants in order to have more freedom and control of their careers. They set their own hours, work when they want to, and are their own boss. In this chapter we will explore this new way of working and give you some ideas and design tools tailored for setting up shop, running your own business, and maybe even inventing the job you love.

			We’ll start by reframing these gigs, side jobs, and consulting engagements as “prototyping for money.” We will show you ways to build a simple business plan that can help you maximize your consulting income while giving you more time off and freedom to do the work that you find meaningful. Our goal is to help you design a work life, project by project, that really works for you.

			We are firm believers in the words of Alan Kay, a technology pundit and a former Apple fellow, who said, “The best way to predict the future is to invent it.” In this chapter we show you how.

			
				
				Dysfunctional Belief: I don’t have a real job—I’m just doing temporary consulting—and this isn’t the career I thought I’d have.

				Reframe: I’m not doing temporary work; I’m prototyping alternative ways of working and being my own boss, for money. Prototyping is a low-risk way to get curious, try stuff, and take control of my work life.

			

			
				Prototyping for Money

				When you become a life designer, you don’t just accept the default reality of what’s happening to you. You build your way forward.

				Sure, the economy is changing, and some of those changes involve automation and eliminating jobs. Other jobs are being outsourced or changed from full-time to project-based work. It’s happening, it’s not stoppable, so it’s a gravity problem.

				But you, friend, are not a victim in this new economy.

				As we said, when you think like a designer, you are flexible and nimble. With any gravity problem, you start with Accept and embrace the emerging realities of a more fragmented workplace and adapt your design strategy to the reality at hand.

				The upside in this scenario is that it has never been more acceptable to change jobs frequently, and to work outside the normal 9:00 to 5:00 constraints of a regular job. The key to success in this new, rapidly changing economy is developing a portfolio of jobs you like, ones that will outlast the assault of AI and automation. That way you can build a well-lived, joyful life, while enjoying all the freedom and benefits of this new way of working.

				Throughout this book we have proposed reframing the dysfunctional beliefs about jobs and work that keep you stuck. We think these reframes are the key to getting you unstuck and moving again, and moving in the right direction.

				
				We like to reframe:

				
					From a fixed mind-set → to a growth mind-set

					From a disengaged worker → to the designer of your life and career

					From a temporary worker with no security → to a consultant with a long-term plan

				

				When you move from a fixed mind-set to a growth mind-set, you realize that there are more possibilities for your life and your work than you originally thought.

				When you move from one of Gallup’s 69 percent of disengaged workers, disenchanted with work, to the designer of your life and career, you realize that the power to change your circumstances is often in your hands.

				When you apply design thinking to the idea of temporary work, in what some now call the gig economy, you end up creating a consulting lifestyle that is potentially better than your old straight job. You start to think and act like an entrepreneur who’s in charge of your work, your career, and your life design. This approach can give you challenging and interesting work, freedom and autonomy that feels great, more time with family and friends, and a life that really works for you.

			

			
				
				Sneaking Up On Your Future

				If you want to see what it feels like to “live in the future you invent” and become a consultant or start a business to be in charge of your work destiny, our advice is simple.

				Prototype the change you’re looking for!

				We keep saying that bias to action and prototyping, two of the six mind-sets of a designer, constitute the DYL way of sneaking up on your future, getting off the couch, and doing something. We recommend building a simple, fast prototype of what it’s like to be a consultant. The hope is that you can do this on the side, like Sharon, the accidental marketing consultant, did, so that you have a stable income from your current job to build on, and a little more time to explore options. Or, if you are in a situation like George, where you suddenly find yourself a consultant by necessity, our prototyping strategy will work, too, but there is a little more urgency in the situation, so you will want to scale your consulting business quickly. All the more reason to have a design strategy for getting a couple of paying prototypes “in the bank.” And the future is already here—someone in the world is already doing the consulting you want to do. So let’s get curious and go talk to them.

				Here’s a process for building your first consulting prototype. And remember, prototypes are supposed to be simple to build and ask interesting questions. In this first prototype, we are asking the question “What does it feel like to be a consultant?” To get an answer quickly, we will use someone else’s sales and marketing platform to find your first project.

				
				
					• Start with curiosity—about the work you might do, what skills you can offer the world, and about consulting and what’s involved in getting started. Brainstorm a list of things that you know how to do, things that might be “consultable.”

					• Let your curiosity drive the next step—setting up prototype conversations. Talk to other consultants who are similar to you and ask them for their stories. Ask where they list their services, how they find clients, and how they get paid—do they ever have clients that don’t pay, etc. Find out how they feel about their consulting practice; ask for the pros and cons. You will find that most people like talking about themselves and their work, but be clear that all you’re asking for are their work stories. Make sure that they know that you are not asking for project leads—that would feel like you’re hustling in on their business. You are just having a conversation about their favorite subject, themselves.

					• Now narrow down the options for the “consultable skills” you brainstormed. Pick one version of your “consulting story,” one that contains your “offer” and why working with you is unique and compelling. Write it down, make it a good story, and keep it short—no more than 250 words. Run it by your friends and fellow consultants. Do people understand your story? Do they understand what your service is, and what you’re promising to deliver? Repeat and refine your story until you think it communicates, quickly, the services you offer as a consultant.

					• It takes a lot of work to market and sell consulting services. We will get to that in the next prototype; this time around we are going to keep it simple. Set yourself up on one of the many digital platforms where clients post projects. These platforms collect a lot of clients in one place, so you don’t have to cold-call folks or advertise your services yet. You can look over the projects they post and see if there are any that are a fit for you. (Try Freelancer.com and Upwork.com for general consulting projects in all categories, Toptal.com for software projects, and even your local Craigslist for projects of all sizes.) These sites allow you to start fast and build up a reputation quickly; they supercharge your prototype. Build your identity on one of these sites, post the story of your offering, and get going.

					• Bid on one simple, small project, doing something you already know how to do and something you are genuinely good at. Since this is your first consulting project, and you have no reviews on the site yet, you might have to bid a few times before you are selected.

					• Once you’ve locked in the project, spend extra time on it, even more than your bid, to make sure that you nail it. This prototype is about learning and building your professional reputation, not making money. Reputation is everything in consulting, so you want to overdeliver on your first project to make sure that you get a good review from your first client. Once the project is complete and the reviews are in, it’s time to reflect.

				

				The purpose of this prototype was to ask the question “What does it feel like to be a consultant?” So step back and ask yourself, How did that go? Reflect on the experience, read your client’s review and their rating of your service, and reflect on your own performance. Ask yourself, What did I like about the project? What didn’t I like? Do I agree with my client’s feedback? How could I have done the project better, faster, with less effort, so that I can make more dollars per hour next time?

				
				Assuming that you liked the experience, or at least didn’t hate it, try it again. Maybe pick another easy project just for the practice. Or pick a larger, more involved engagement to see what it’s like to manage your client through multiple phases of a bigger project. Make sure you are producing high-quality work, the kind of work you would expect from a professional consultant, and that you are overdelivering on the project.

				Once you have a few positive reviews from a few clients, you’re ready to move to the next step. While working on projects that come from these large aggregator sites is relatively easy, it’s hard to charge premium rates because of the quality of the clients (folks looking for cheap consulting) and the intense competition for project work. At some point you want to manage your own marketing and sales efforts so that you can differentiate your services and make more money. Here’s how you do that:

				
					• Now that you have a few projects under your belt, refine your story and come up with a better way to tell people about what you do, and what makes your service or product delightful and extraordinary. Again, keep it simple and powerful, no more than 250 words.

					• Build a prototype Facebook or LinkedIn page, or, better yet, your own simple website, and tell your new story digitally. Buy a couple hundred dollars’ worth of targeted ads that describe your services to the specific audience that you think wants to hire you. See how many visitors to your page or site you get, and how many of these visitors give you their email and contact information. Follow up on every inquiry and see how many you can convert into a proposal. Then measure how many proposals turn into actual consulting work. These are important metrics—and don’t get discouraged if you have trouble getting all the way through what people call this “sales funnel” to real consulting projects. It probably takes ten “impressions” (someone who saw your targeted ad) to get one inquiry and ten inquiries to get to one proposal. You should probably be able to convert about 50 percent of your proposals to real work—that’s why targeting your advertising is so powerful. But it takes a lot of sales activities to generate those consulting dollars. That’s what makes sites that aggregate consulting projects so successful—they do that up-front sales work for you. But they take a percentage of your bid as a commission and you’ll never become a premium-priced consultant on one of those sites. They are mostly for rookies.

					• Prototype your story (your “marketing message”) and your service offerings (what you do and deliver for your clients) one or two more times—do some A/B testing (pick two very different marketing messages) to see which version gets you the most visitors to your page or site, and which message leads to more conversions to proposals.

					• Every time you win a project, you have set a new bar for your hourly or project rate. You now have hard evidence that the right kind of client will pay a certain amount for your service. Your goal is to get enough projects in the pipeline that you can increase your rate each time you make a proposal. That way, all of the new business you acquire is worth more than the old business.

					• After a few months of these activities, and a few more successful projects, stop and reflect on the process and your results, and decide if you want to do it again.

				

				Another one of the mind-sets of a designer that comes into play now is awareness. Assuming that you’ve enjoyed your consulting experience so far, and you got some positive data back from your prototypes, you’re ready to dive a little deeper into the self-employment economy. Let’s take a look at what we’ll call the “workflow” of that business, and what a solid business plan looks like if you want to thrive in this new way of working.

			

			
				Ride the Workflow

				If you’re going to be your own boss with your own consulting practice, you need a plan.

				A business plan.

				Now we can hear your objections loud and clear.

				That’s too hard.

				I didn’t go to business school!

				I don’t have the money.

				I don’t know how to do that.

				Wait, what?

				
				Your first business plan doesn’t have to be overly complicated. Here’s a super-simple business plan template that anyone can master. It’s just six steps:

				
					 1. Go back and figure out what you are good at (empathy for you) and what the world needs (empathy for your potential clients), and ask the questions “Is there a sweet spot between what clients need and what I know how to do? If so, can I address this sweet spot with my consulting offering?”

					 2. Decide what will distinguish your special version of “getting the job done.” Is it getting the job done fast, or with high precision, or with high reliability, or with lots of creativity? Figure out what will make your product or service stand out from the rest of the consulting crowd.

					 3. Set up a workflow (see this page) that is repeatable, scalable, and measurable (you’ll want to know if you are getting better).

					 4. Accept that to charge a premium for your service, you have to get good at sales and marketing; that’s how you will build a sustainable business. Try hard to optimize the rest of your workflow so that you are efficient at delivering your service.

					 5. Once you get good at the workflow of consulting, and have developed a stable of repeat clients and have lots of great reviews and referrals, you can start raising your rates.

					 6. Once you get really good at your business, see if there are parts of your workflow that you can hire out to “gig workers” who charge less than you. Outsource these nonessential activities, and mark up these services, generally 10 percent to 30 percent, and build this cost into your next proposal. Outsourcing the nonessential allows you to take on more work, multiply the value of your hours, and make more money.

				

				

				—

				
				All consulting businesses have a common workflow. The basic workflow of these businesses has seven steps (and an eighth step if you want to keep it going—lather, rinse, repeat) and it looks like this:
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				This cycle represents the workflow of everything from ride-sharing to personal coaching to freelance design services and beyond. And this cycle points out that, as a consultant, it is not enough to be good at your service or product offering. You’ll need to wear a few hats. For instance, you’ll need to figure out how to attract clients (wearing the marketing hat), you’ll need to be good at understanding your client’s needs (wearing the design researcher’s hat), you’ll need to collect your money (wearing the chief financial officer’s hat), and you’ll need to be great at getting reviews and referrals (wearing the customer service hat). All of this is in addition to providing your own special version of the product or service you started with.

				
				Let’s use an example to illustrate this workflow. Let’s say you have decided to start a new life-coaching practice, on the side at first, but you are hoping to go full-time as soon as possible. You will need to make an initial investment, and it can cost thousands of dollars and take months of training to get your life-coach certification from a recognized institution. But with a good training and certification, you can charge a lot for your coaching session, typically between $50 and $150 for a fifty-minute session, by phone or in person. Sometimes the school that certified you will help you find your first clients, to start you might list yourself on a “life-coaching directory” (an aggregator of clients that will charge you a sales commission), but eventually most of your clients will come from your own marketing and, we hope, referrals.

				To get this ball rolling you need to do a lot of personal marketing and outreach, maybe through social networks like Facebook and LinkedIn. Once you meet a prospective client you’ll probably have to spend some time with them, pro bono, to convince them that your service will be valuable. Then the process begins of understanding their needs and designing a coaching program that works for them. They might stay with you for a few weeks or a few months, but at some point you will have “fixed” their problem (or they will have run out of time or money) and they become an ex-client. All along, you will bill them for your time and gently prod them to pay you. The hope is that this leads to a good review on Yelp and, even better, your hard work leads to a referral and a new client.

				
				Life coaching (or being a consulting interior designer, a landscape architect, an engineer, a personal assistant, etc.) is a job where you really are an entrepreneur, and you thrive based on your own initiative. You succeed based on your marketing savvy, your empathy for your clients, and your ability to turn current clients into referral sources. You are still your own boss, you set your own work schedule, and because it takes skill and training to do this job well, you can make a lot of money for your time. The better you get at differentiating your service, the more referrals you have, the more you can charge for each session. There’s a big difference between making $50 a session and $300 and, although where you work is a factor (coaches are cheaper in some cities than others), the biggest difference in your hourly rate is your reputation and professional referral network.

				How do you get to charge the highest price for your time? It’s all about telling your story.

				Most people who are new at being their own boss make the same mistake.

				They think it is all about “doing the job.”

				It’s really not. It is about telling your story, again and again. It is about marketing, marketing, and marketing—to get the next job, and the next job, and the next job. So it’s time to accept that telling your story, which is all that marketing is really, is part of being a successful “boss.”

			

			
				
				Be Extraordinary

				Average folks make average money.

				Who wants to be average?

				At anything?

				The data indicates that the average self-employed worker makes less money than they would if they had a full-time job. If doing a little consulting on the side is about having a second income, and maximizing money isn’t critical, being average might be okay with you. Or, if you don’t want to take the time to be creative and design a differentiated product or service, then you might be content to make an average return on your work.

				Assuming you think you are talented (and you are) and deserve to be paid a little bit more for your skills than everyone else (you certainly do), you need to design a way to be paid a premium for your work. That’s going to take some empathy for your clients, some mind mapping (if you are solo) or brainstorming (if you have a team of folks who like to be helpful) to come up with new ideas, and a lot of prototyping to see what works best for your clients. Everyone can do this, and every job can be approached with a creative design in mind.

				The truth is: People who make extraordinary offers end up with extraordinary clients.

				Let us say that again: People who make extraordinary offers end up with extraordinary clients.

				And when you have designed your customer’s experience to be extraordinary and delightful, you find yourself working with people who are happy to work with you.

				Some examples:

				Ahmad is a ride-sharing driver who has designed five custom music playlists with different client “personas” in mind, including a Bollywood soundtrack that he uses to introduce people to the music he loves to listen to. He has developed an uncanny empathy for his riders and loves it when he successfully matches the playlist to the personality. A virtual dance party in his car ensues. He provides his clients with a ride and more—free mineral water and spicy candy from his hometown in Mumbai, and the biggest smile you have ever seen. Oh, and he wears an old chauffer’s cap and has a dashboard covered with bobblehead dolls to up the campy atmosphere of his ride.

				
				The results? Amazing reviews, great tips, and several offers of full-time employment. He is one of the highest-paid drivers in his region.

				Cindy is a personal trainer who comes to your house with all of the equipment she needs for your training, and who always looks fresh and ready to go, like you are the first client of the day. Cindy takes very specific photographs of your form, and compares them from workout to workout to optimize your progress. She takes meticulous notes on every aspect of your exercise and can show you, on your private personal page on her customized website, the data on how much leaner, stronger, and fitter you’ve become. And Cindy always brings some vitamin water and a new fitness wearable or step tracker for you to try, for free, to maintain your motivation between sessions.

				Tom, a graduate of the ArtCenter College of Design and a fine art photographer, is still waiting to become famous for his amazing images. In the meantime, Tom loves helping people learn about photography and their cameras. A while back, Tom noticed that a lot of people buy expensive, full-featured digital single-lens reflex cameras (DSLRs), but they can’t figure out how to use them. They default to operate them in “point and shoot” mode, losing out on the creative potential these amazing pieces of technology offer. In response, Tom started his own DSLR school under the name PhotoTrainer. He designed a series of classes to teach people how to master their DSLRs and, more important, how to think of these cameras as an extension of their personal creativity. Tom is an endearing and patient teacher, and in his classes he is careful to emphasize each student’s creative potential. His beginner class inspired a second class on photo composition and another one, an advanced class on taking great portraits—each designed in response to what his students said they needed. Tom even does one-on-one mentoring, helping his students discover what he calls their own “visual photographic vocabulary.” Tom’s offering is unique, but he’s a photographer, not an HTML guy, so he hired a Web design specialist to build and update his custom website where he does all his own marketing. Tom is still waiting to be a famous fine art photographer, but in the meantime he’s more than paying the bills and having a great time helping people develop their creative confidence.

				
				These self-employed consultants know how to make their services delightful. Cindy isn’t just a personal trainer; she’s a data scientist maximizing the efficiency of your workout and a specialist in cutting-edge fitness tech. Tom doesn’t just teach you how your camera works; he helps you rediscover your inner artist and visual creativity. Each of them, through word-of-mouth referrals, has more clients than they can handle. This allows them to raise their rates every time a new client signs up, and this maximizes their income per hour. And once this happens, they have more freedom—freedom to take every first and third Friday of the month off, freedom to work with only their “best” clients and thereby maximize everyone’s happiness, and freedom to create even more compelling service offerings (anyone up for a free Apple Watch?).

			

			
				
				The Customer’s Journey Map

				How do designers at companies like Apple and Snapchat come up with amazing services that delight us and make us happy customers? And how can you be like Ahmad, Cindy, and Tom and design amazing experiences for your prospective clients, services that will create loyal customers and great reviews and referrals? Sounds like it’s time to introduce you to a design tool that will help you figure out how to maximize your customer engagement and make your service brilliant. It’s time to learn to use a tool called a “journey map.”

				A journey map describes the entire experience of finding and experiencing a product or service, and maps out the customer’s journey over time. With a journey map you can identify points of friction that can be designed out. In addition to eliminating friction, a good journey map identifies places where you can change the game and delight your customers, we call these “magic moments.” The result of this delightfully designed journey is a happy, repeat customer, and that leads to a profitable engagement for everyone involved.

				Journey maps come in all shapes and sizes and no two maps are alike, but regardless of their format, all journey maps capture the customer’s experience of discovering and using a product or service. If you want to dive deeper into the subject, Google “journey map” or go to UXMastery.com, a user-experience design site for more details and examples. But if you just want to get started with this new tool, we suggest using our simplified template for creating your customer’s journey.

				
				Our simple journey map visualizes the journey of the customer on a timeline, divided into three columns. The “Before” column describes how your clients find out about you, the “During” column is about the experience of your product or service while it’s happening, and the “After” column is about the service and support you provide after the client’s job is complete.

				In addition, our simplified journey map has three rows. “Activities” are listed on the top row—a detailed list of all of the activities that occur before, during, and after your service or experience. The middle row is labeled “Emotions,” and it charts the emotional roller coaster of your client. This is sometimes called the Empathy row, and it’s all about mapping how your client feels during the experience of working through their product or service journey. The bottom row is called “Magic Moments,” and it contains sketches and pictures of moments of delight that you’ve designed into your customer’s experience. These are the moments you can turn into magic and win a customer for life.
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				For example, when Cindy, our personal trainer, was thinking about designing her consulting service for women, she made a journey map for Debora, one of her first customers, that looked like this:
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				You can see how she mapped the whole process of working with her. It starts with a potential client seeing her ad on Instagram, then there is a phone consultation, that critical first assessment appointment, then weekly fitness sessions, and photo assessments, and finally the client, empowered with their new fitness habit, ends their engagement. Cindy takes specific notes on the map of her client’s goals. She also designs high-value magic moments that make training with her fun and productive. For instance, every new client gets a dozen roses for their first session, and a spa coupon after they hit their first milestone. Cindy is also very aware that working out is a tough habit to sustain. Every client goes through what Cindy calls the “Valley of Despair,” where workouts are agony, and they need a little extra encouragement, and she’s designed a moment to recognize that. And finally, when they have met their goals and established a fitness regime, clients leave. That’s no problem—Cindy brings them a miniature cake with candles to celebrate their accomplishment. Does she always get an amazing review and several referrals? Of course she does.

				
				That’s the way a journey map works. Once you’ve designed your client’s personal journey with your service, you can start prototyping the “magic moments” that you’ve designed into your map. Take these moments one at a time and make sure you survey your client each step of the way so that you can measure their satisfaction with your service. You are trying to increase client conversion, client satisfaction, and referral rates—and the best way to do that is to really understand their experience.

				Delighting your clients is a never-ending design process, but it’s fun to do. And as you get better and better at understanding your clients, new needs will emerge that will lead to new product or service offerings—it’s a creative and potentially lucrative cycle that will keep your job from getting stale. Living a life of creative prototyping, and working with people who you like and admire—that sure sounds like the blueprint for a job well designed. And a well-lived, joyful life.

			

			
				
				And Now the Good News

				McKinsey, the famous business consulting firm, did a study on the future of work. In it, they hypothesize that automation, artificial intelligence, and turning everything into software will swallow up a lot of jobs. They predict a great deal of disruption. However, they noted that there will be more, not less, work for designers and anyone who applies a creative mind-set to their work. Evidently, these “creative jobs” are difficult, if not impossible, to automate.

				
					Capabilities such as creativity and sensing emotions are core to the human experience and…difficult to automate. [Our] study suggests that there is the…potential to generate a greater amount of meaningful work. This could occur as automation replaces more routine or repetitive tasks, allowing employees to focus more on tasks that utilize creativity and emotion. Financial advisors, for example, might spend less time analyzing clients’ financial situations, and more time understanding their needs and explaining creative options. Interior designers could spend less time taking measurements, developing illustrations, and ordering materials, and more time developing innovative design concepts based on clients’ desires.

				

				The conclusion of the McKinsey study is that the core things that make us human, like empathy and creativity, are going to be more and more valuable in the future. Being creative and having good social and emotional interpersonal skills are at the heart of the new creative economy, and the consultants and entrepreneurs who will succeed will be masters of these soft skills.

				
				So it turns out that if you listen to McKinsey (and many CEOs do), practicing the mind-sets of a designer sets you up for success in the future economy. In the end, it is our human creativity that will save us all.

				Dylan’s words have never been truer.

				The times.

				They are a-changing.

				So let’s all accept what is, join the party, and put the forces driving those changes to work for us by thinking and acting like life designers capable of imagining and building a future that works for everybody and a work life that allows us to be happy.

				
					Try Stuff

					Using the template on this page, which you can also download from our website (www.designingyourwork.life), or by copying the format shown here, make a journey map of your consulting idea, and the experience you want to design for your potential client. Include elements in all three rows—the experiences, the feelings, and the magic moments. You might want to turn your paper sidewise, or get a large piece of paper for this—these maps tend to get long. Add as much detail as you can and make sure you map the Before, During, and After of the service or experience. And look for magic moments along the journey that can make your offering remarkable!
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			Conclusion 

			Permission to Be Happy

			Now we’ve written another book.

			Many of the tools and ideas are new, but our core message is the same. You are the creative designer of your life. How you spend your days is how you spend your life. You are never stuck. Perhaps paused on occasion, but never stuck.

			When we first got together for a few beers at Zotts, a local beer garden that has been part of the Stanford community forever, and started plotting what has become the worldwide Designing Your Life movement, Bill stated the obvious: “You know, if we teach people this stuff about designing a well-lived, meaningful, coherent, and joyful life, we have only two options: We do everything we ask our students to do ourselves, or we risk turning into the biggest hypocrites on campus.”

			Since that day, we have been working hard on researching and developing the ideas and tools we teach and write about—and working even harder at living what we teach.

			The truth is, Life Design is always a work in progress.

			As we complete this book and prototype our next phase of life, we have learned that there is nothing better than not knowing what comes next—that’s what makes life interesting and exciting and endlessly fascinating. Sometimes we fail, take a step backward, or have to start over at the beginning. But with design thinking, we are immune to failure because we always have a way forward.

			And other times we succeed—sometimes in ways that are so beyond what we imagined could happen, we forget for a moment to be grateful and let our lives be joyful.

			
			Sometimes we all just need a little permission to be happy.

			As for us, Bill keeps redesigning his job at Stanford and as an artist, and redesigning his lifestyle with Cynthia and their family. Dave keeps working to maintain the right mind-set and adjusting his mix of public impact in the world and private impact with his growing brood of grandkids.

			We both actively try to focus on what’s good enough…for now.

			But because our lives are constantly changing, the story of our life is constantly changing as well. Even the people we tell you about in our books—real people—have life design stories that are constantly evolving and changing.

			Bonnie, who we mentioned in the Introduction and who had been bouncing around the job world, finally got clear about what she was looking for. The problem was that her Maker Mix was way out of whack—she was valuing impact-making more than she realized, and more than she wanted to. She came to understand that, being an idealistic Millennial and working to change the world was okay and all, but it was driving her a little crazy. No single job had the global impact she thought she wanted. But when she really sat down with herself and reframed her search around a Minimum Actionable Problem, zoomed in, and stripped out all the drama, it turns out that having some stability (moneymaking) and some creativity (expression-making) was just as important as impact. She’s found a midsize company (start-ups are too risky for her current mix) and a good creative job managing their social media marketing. It is definitely more of a job than a calling. In her spare time, and she has some now, she is training to be a yoga instructor and simultaneously building up her meaning-making and social connections. It’s a good balance and it feels good enough for her, for now.

			
			And remember Louis, our mid-career sales manager and Talking Heads fan? He was able to redesign his job in place, and by maximizing the application of his StrengthsFinder strengths, he is now enjoying more autonomy and having fun mastering the skills required to do his new job.

			And Marie, our bored doctor, has made the decision to leave medicine. It was a tough call—her identity as a doctor had been part of the “story” she defined herself with ever since she was a little girl. But living the “doctor story” no longer worked for her, and she is currently prototyping what comes next and feels excited and thrilled with the process. She’s completed the Maker Mix exercise and has discovered that she values expression-making more than she realized. She’s decided her next job will lean into her creative side more than doctoring did. The fact that she needs to redesign her life and not just her job means she’s drawing on the exercises and practices in Designing Your Life, especially developing her Odyssey Plans.

			All of the people you’ve read about in our books, along with our students, colleagues, clients, and readers, keep designing and building their way forward. It’s our immense privilege to be invited into this important conversation about life and work with so many people, including you. It’s a very life-giving experience to get to help someone else design their way forward in building a well-lived and joyful life. We’d like to invite you to join us in having that experience—in being part of the movement that has grown up around Designing Your Life and Designing Your Work Life. These books exist because people are tired of being stuck in dysfunctional beliefs and want better, doable, and more actionable ideas about how to get unstuck and get moving toward a better life. We’re genuinely thrilled if this book has helped you. We’d be ecstatic if our readers—the growing community of life designers that you are now a part of—were successful in actually reducing the incidence of dysfunctional beliefs simply by designing their lives and telling their stories to facilitate real change for their friends, their families, their workplaces, and our culture as a whole. If these ideas have been powerful for you, please consider sharing them with others.

			
			We often think that work frustration, overwhelm, disengagement, and burnout are personal problems. It’s our job and our fault if it’s not working, or our boss’s fault, or someone’s fault. The truth is it’s not a personal problem alone. It’s a societal problem and a global problem. With disengagement at work at epidemic proportions, our work culture is not working, and the reason is that our organizations are filled with dysfunctional beliefs. This is not just a huge loss of productivity and performance; it’s a huge loss for our world. So much of work is wasted or lacking in purpose. We have real problems to solve and real challenges to face, and we need to transform our work culture so that it works for individuals, for organizations, and for societies. By transforming your beliefs about work and sharing these reframes with others, you are contributing to far greater meaning and impact.

			We realize that no matter how many people we help, we’ll never be done. Not individually or collectively. But we know that there are so many people who could have more joy and purpose in their lives—more impact, more meaning, and, yes, more money. We are hoping that this book has helped you to be a life designer, and that you will help many others to be as well.

			
			Life design is never done. It’s never perfect.

			But it’s good.

			Sometimes, it’s very good.

			The one thing we know with absolute certainty is this: Life’s too short to be disengaged at work.

			And life’s too precious to be disengaged at life.
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			Notes

			
				Introduction Making It Work at Work

			

			
				We showed: See Designing Your Life, chapter 6 (New York: Knopf, 2016) or visit designingyour.life.

				We also heard from people: See Designing Your Life, chapter 5 or visit www.designingyour.life.

				And yet, in poll after poll: State of the Global Workplace (Gallup Press, 2017), p. 183.

				Globally, the number of workers unhappy: State of the Global Workplace (Gallup Press, 2017), p. 22.

				More than 93 percent of Japanese workers: State of the Global Workplace (Gallup Press, 2017), p. 133.

				We’ll show you how: For additional resources on storytelling, check here:

				www.storycorps.net

				www.themoth.org

				www.wnycstudios.org/​shows/​radiolab

				Dr. Paul J. Zak, director of the Center: Brain World, Summer 2018, pp. 16–18.

			

			
				Chapter 1 Are We There Yet?

			

			
				If asked the same question: See Designing Your Life, chapter 1, or visit designingyour.life.

				Studies of lottery winners show: E. Lindqvist, R. Östling, and D. Cesarini, “Long-run Effects of Lottery Wealth on Psychological Well-being,” NBER Working Paper No. 24667, May 2018.

				Another secret to a happy life: www.adultdevelopmentstudy.org.

				
				“Happiness is love. Full stop”: George E. Vaillant, Triumphs of Experience: The Men of the Harvard Grant Study (Cambridge, MA: Belknap Press, 2012).

				Garth listened as she explained: We will help Garth and you figure out how “politics” actually work in organizations in chapter 6.

				It is estimated that 90 percent of: J. C. Norcross, M. S. Mrykalo, and M. D. Blagys, “Auld Lang Syne: Success Predictors, Change Processes, and Self-Reported Outcomes of New Year’s Resolvers and Nonresolvers,” Journal of Clinical Psychology 58 (2002): 397–405.

				The Set the Bar Low method: See the research of Stanford professor B. J. Fogg. You can also view this TEDx video: www.youtube.com/​watch?v=AdKUJxjn-R8.

				Studies show that: www.dominican.edu/​academics/​lae/​under-graduate-programs/​psych/​faculty/​assets-gail-matthews/​researchsummary2.pdf [inactive].

			

			
				Chapter 2 Money or Meaning

			

			
				The coherent life is: See chapter 12 in Designing Your Life.

				Finding and maintaining the right: If you want an amazing take on “What Teachers Make,” go to YouTube and look up the poem by the spoken-word poet Taylor Mali: www.youtube.com/​watch?v=RxsOVK4syxU.

				Adjust the location of: The Maker Mix settings include a number of things. Obviously they include time, but it isn’t just a percentage allocation of hours/week spent on each component. Some things just take more time than other things (like commuting or laundry), but that doesn’t make them necessarily more valuable or more important. Some things that take a small amount of time feel big and some things that take tons of time feel small. Let your mix represent how you value what you’re making and how “loud” it feels to you relative to other things you do. In the example of Bill’s current Maker Mix, he set “Expression” at about 20 percent, but it’s not fully 20 percent of his time (not yet, anyway…). However, his experience of making art is pretty intense for him and very important. It may be getting only a few hours a week of his attention (compared to fifty-plus hours in his regular job), so it’s not literally getting one-fifth of his waking time, but it feels like at least 20 percent. (You be the judge.) There’s not a right or wrong way to think about your relative weighting of your different types of making. The whole idea here is just to give you a tool to help you articulate how things are going for you as a maker and how you might design your mix a little differently if you want to.

				
				After you’ve plotted your roles: Note that there may be more than one place on the map where you could put a role. The way you think about and describe what that role means, the way that role feels to you—that’s what determines where it belongs. If Bill thinks about his role as a teacher primarily in terms of the students he’s teaching in a particular course, he’d plot “teacher” in one place. If he thinks about it primarily in terms of the 1,000 students he’s worked with over a decade, then the “teacher” role goes in a different place, and if he thinks about it primarily in terms of how his program paves the way for changing design education in other universities, then it’s in a different place. They’re all “right”; it just depends on how Bill thinks about who he’s working with and what impact comes from that role.

			

			
				Chapter 3 What’s the Problem?

			

			
				He has videotaped more than: www.gottman.com.

				Okay, a moment of sadness for: One kind of poet makes a lot of money. Songwriters like Bob Dylan and rappers like Jay-Z have found a way to turn their poetry into a pretty good business. But it’s a long shot—a one-in-a-million chance that you will become a famous rapper. You should probably have a back-up reframe. 

			

			
				Chapter 4 My Overwhelm Is Overwhelmed

			

			
				If you’re not sure if you’ve crossed: See the Mayo Clinic’s “Job Burnout: How to Spot It and Take Action” (www.mayoclinic.org/​healthy-lifestyle/​adult-health/​in-depth/​burnout/​art-20046642).

			

			
				Chapter 5 Mind-­set, Grit, and the ARC of Your Career

			

			
				Research from our Stanford colleague: Carol Dweck. Mindset: The New Psychology of Success  (New York: Ballantine Books, 2016).

				Dweck writes: Dweck, Mindset, pp. 6–7.

				“People with a fixed mind-set”: Dweck, Mindset, p. 18.

				There are four factors that Duckworth: Angela Duckworth, Grit: The Power of Passion and Perseverance, (New York: Scribner, 2016), chapters 6–9.

				“…human motivation seemed to”: Daniel Pink, Drive: The Surprising Truth About What Motivates Us, (New York: Riverhead, 2009), introduction.

				“At a phenomenological level”: E. L. Deci and R. M. Ryan, “The ‘What’ and ‘Why’ of Goal Pursuits,” Psychological Inquiry  11, no. 4 (2000): 227–­68.

				“Hello World”:The motherboard of any computer is where the main computer chip, the CPU, resides, along with a bunch of other control and memory chips. And there is what’s called a “boot ROM” on this board that contains just enough code to start the CPU and memory and establish enough capability to load the operating system. Windows and Macs all have a boot ROM, and so did our little computer. There is a long tradition in Silicon Valley that, when the boot ROM has established functionality and lit up the display, the very first thing it does is display the words “Hello world.”

				All of this adds to the time: Suzanne Lucas, “How Much Employee Turnover Really Costs You,” Inc., August 30, 2013, www.inc.com​/­​suzanne-­lucas/​why​-­employee-­turnover-­is-­so-­costly.html.

			

			
				
				Chapter 6 Power and Politics

			

			
				Now for a little 2x2 model: Jim Holden and Ryan Kubacki, The New Power Base Selling: Master the Politics, Create Unexpected Value and Higher Margins, and Outsmart the Competition (Hoboken, NJ: Wiley, 2012).

				Among the many books on power that we know of, this is the one that is the primary source and reference for the political ideas in this chapter. It’s a sales training book. “Sales training? What’s that got to do with life design?” you might well ask. 

				Let us explain…A salesperson’s job is to help buyers make good decisions in favor of their company’s product or service. Good sellers want repeat customers, and the only repeat customers are ones who are happy with their prior purchases. So good sellers want buyers to make good buying decisions. The challenge is that a salesperson is powerless. A salesperson has zero authority over their prospective customers to make them buy something, so the only thing they can do is attempt to orchestrate the wielding of influence on the buying decision. And further, the influence they’re orchestrating is not their own—it’s the influence of other people within the buying organization. The whole process is done indirectly through others. And sellers have to do that as outsiders. It’s a very tough job to do well, so top salespeople are, by necessity, really good at the artful facilitation of healthy influence. Successful salespeople are pros at managing healthy politics.

				The truth is we all spend a lot of energy trying to influence others’ decisions—trying to advocate in favor of something we care about (like going out for pizza versus Chinese)—which is why one of our favorite writers, Dan Pink, wrote To Sell Is Human. If you’re curious how we’re all sellers in one way or another, check out both Jim Holden’s and Pink’s books.

			

			
				Chapter 7 Don’t Resign, Redesign!

			

			
				She had heard about a test: www.gallupstrengthscenter.com. (The assessment test costs money, and we do not receive any money for writing about it or sharing this link.)

				six times: https://www.gallup.com/​cliftonstrengths/​en/​253790/​science-of-cliftonstrengths.aspx.

			

			
				Chapter 8 Quitting Well

			

			
				Employers respond: https://qz.com/​955079/​research-proves-its-easier-to-get-a-job-when-you-already-have-a-job/ and the base-data for this conclusion comes from an article by Liberty Street Economics https://libertystreeteconomics.newyorkfed.org/​2017/​04/​how-do-people-find-jobs.html.

				When backpacking in the woods: Attributed, perhaps apocryphally, to British military officer Robert Baden-Powell, the founder of the worldwide scouting movement for both boys and girls, circa 1910.

			

			
				Chapter 10 Being Your Own Boss

			

			
				That’s going to: See Designing Your Life, p. 70.

				If you want to dive deeper: uxmastery.com/​how-to-create-a-customer-journey-map.

				“Capabilities such as creativity and sensing”: www.linkedin.com/​pulse/​mckinsey-study-concludes-automation-physical-knowledge-saf-stern/​?articleId=6085882246508658688.

			

			
				Conclusion Permission to Be Happy

			

			
				Even the people we tell you about: For those of you who read our first book—the lives of the people whose stories are told there continue as well. Here’s what’s up with some of them…

				Ellen, the girl who likes rocks in Designing Your Life, is still rocking it at the same company, although she has been promoted three times and now manages a fairly large group. “I never would have predicted I’d still be here five years later, but I keep finding ways to make it interesting and learn new stuff.” And there’s our friend Tim, the very coherent life guy who designed just enough money-making for security and a good family life, but ample room and resources for his primary interests: music and cocktail-making. After twenty-plus years as the go-to guru at his firm, Tim got laid off. Getting pink-slipped left him understandably disoriented. But after a bit he revved up his networks and started talking to people, finally resulting in a call from a former colleague about an unlisted opening in her company. Tim got the job and is well on his way to reestablishing the stable lifestyle and workstyle he’s used to. “I never saw it coming until right at the end, but I ended up with a promotion and a raise. I was able to design my way out.”
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