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PREFACE

Not enough people can say I feel in control, I am achieving my
priorities, I am energized and inspired, and I have discretionary time

to use as I choose. Too many people are exhausted, miserable, and focused
on the short term. Leaders who are thoughtfully ruthless with their time,
energy, and resources will catapult themselves ahead of the competition.
Unlimited energy, increased discretionary time to use as you choose, and a
backup team who support you is your reward for being thoughtfully
ruthless.

When I suggest to my executive clients that they need to be more
ruthless, I often see themwince. It has connotations of being brutal, selfish,
and heartless. Once I explain my definition of thoughtfully ruthless, I get
more nods and acknowledgment that this could accelerate results. For me,
being thoughtfully ruthless means managing your energy and resources by
being direct, being imperturbable, and focusing on the long-term, while
recognizing that your time is precious and you can control it, ruthlessly.

I have been part of teams that broke the mold and created ground-
breaking, innovative products such as Kinect for Xbox. This book will
include that story as well as conversations with innovative founders, such as
Gregg Glassman, who built the multimillion-dollar business of CrossFit
Inc., which created the billion-dollar industry of affiliates, equipment,
nutrition, and apparel. After starting as a personal trainer at Gold’s Gym,
Glassman catapulted his success by being a thoughtfully ruthless leader.
You will also hear other executive insider stories, including how Amazon
broke into the fashion industry and turned it on its head. Yet this book goes
beyond storytelling and includes a tool kit of exercises, assessments, and
proven practical ideas that a leader can implement in their business
immediately to accelerate growth.

I have been accelerating growth for leaders in Fortune 50 companies for
the past 23 years, and I have noticed that leaders who become thoughtfully
ruthless make faster progress at changing behavior and letting go of lifetime
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habits. In this book, I share my insights and conversations with executives
from Fortune 50 companies and reveal how we did it, including our
mistakes, successes, and advice.

The principles in Thoughtfully Ruthless go beyond the boardroom; as a
mother of three small children, I exemplify being thoughtfully ruthless.
This is not about work–life balance; you need to throw away the scales
because they constantly cause you to evaluate and question your choices.
This is about creating one life that you lead in a thoughtfully ruthless way,
and I will share proven techniques to increase discretionary time, energy,
and the ability to be imperturbable.

xiv PREFACE
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Part I

WHY YOU NEED TO BE
THOUGHTFULLY
RUTHLESS

1
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Chapter 1

THOUGHTFUL AND
RUTHLESS

THE TRIGGER POINTS FOR THOUGHTFULLY RUTHLESS

My first realization about thoughtfully ruthless leadership occurred when
Microsoft took a $1 billion write-off in 2007 for the red-ring-of-death quality
problems with Xbox. I was part of the Xbox leadership team, and we were in
danger of becoming irrelevant unless we broke away from our strict focus
on 16 to 22-year-old men in North America who liked shooting and racing
games.

Don Mattrick became the new CEO of Xbox, and he epitomized a
thoughtfully ruthless leader. In my first meeting with him, he said, “Val,
what are your top ten priorities?” I rattled off five, but then he interrupted
me and said, “Here are mine, and here are five more for you that you need
to add to your list.” Every morning Don thought of the three biggest issues
that prevented him growing his business and focused on those that day. He
monopolized meetings to drive his agenda, which frustrated everyone
around him, but he focused on the goals of the business, ruthlessly and
relentlessly. We learned how to make meetings more effective by building
Don time into the agenda wherein he could share his thoughts and ideas,
but the team could still cover the topics that needed to get decided as a
group. He knew how to not get sucked into the tactical day-to-day
execution and stay focused on long-term strategy.

3
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When I shared some of my views on the leadership team and the
changes that needed to happen for us to turn around the business, he
said, “Let’s spend a day on this next week.” I went to his home in
Vancouver, Canada, and we talked for a day about how the business
would grow in the next three years and what the implications would be
for the leadership and organization. We created a plan for what we would
change when. That became the basis for the three-year plan for the Xbox
business.

Don made his first million dollars at the age of 17 when Electronic Arts
bought his games company. He turned around Xbox from a billion-dollar
loss to amultibillion-dollar profit. Don is the embodiment of a thoughtfully
ruthless leader.

My second trigger happened in a South Lake Union, a neighborhood in
downtown Seattle that had been transformed when Amazon moved its
headquarters and 15,000 employees there. In my first week at Amazon as
the human resources director for the fashion business, I spent time with a
cross section of people to understand the business and the culture. I asked
everyone the same two questions: (1) “What does it take to be successful
here?” (2) “What advice do you have for someone new?” one of the buyers
gave me the best advice: “Be ruthless with your time, and get used to
continually letting people down.” That phrase stuck with me as I learned
more about the Amazon culture, which moves at lightning speed while
orbiting around one central force: the customer.

When I worked at Land Rover in England, our planning meetings were
in four-year increments; we reviewed monthly and quarterly sales, faxed
from the various global dealerships. There was a huge contrast! Land Rover
was compiling data from faxes, whereas with Amazon customer behavior
was analyzed by the keystroke, within seconds and often instantly, so you
had to move fast. Pixel-level decisions were made to appear on the Amazon
home page (the gateway) and each subsequent page, which are then
analyzed to determine the success or failure of a product or promotion.
Priorities change, and you have to be able to make on-the-spot decisions for
where you will focus your own time and how you will lead your team. I
learned to become more ruthless.

The final trigger happened the day I brought my twin daughters home
from the hospital. My eldest daughter was 23 months old, making me the
mother of three daughters under the age of 2. Just like a juggler learns to
juggle with more and more balls, I quickly learned to meet the demands of

4 THOUGHTFULLY RUTHLESS
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two newborns and a toddler, returning to work as an executive at Microsoft
after six months of time off. The secret, I discovered, was being ruthless
with my own time, energy, and resources. My husband and I had to
ruthlessly make sacrifices.What could we do personally, or where could we
outsource? Obviously, we would outsource noncore activities, such as
folding and organizing laundry, and use that precious time to play with our
daughters. We had to be ruthless.

I first wrote about being thoughtfully ruthless when I launched my own
consulting practice. It was the first special report I wrote, and I have had
resounding feedback from my clients about its impact. This idea packs a
punch, but first let’s explore what happens if you are only thoughtful or
only ruthless.

WHO IS THOUGHTFUL?WHO IS RUTHLESS?

If I were to ask you to think of a thoughtful leader, it would likely be easy for
you. A thoughtful leader knows everyone’s name and wants to be liked by
everyone. And everyone does like such a leader, until it is decision time,
when the thoughtful leader sees a fast-approaching wall and slams the
brakes on hard and stalls. Tough decisions often paralyze thoughtful
leaders.

One leader I worked with used to deliberate for weeks over decisions that
could have beenmade inminutes!When I asked himwhat was causing the
delay, he said, “Val, this decision won’t be popular, so I am trying to figure
out a way to make it more palatable for everyone.” Even during team
meetings, members of the team would say, “It’s time to make a decision;
let’s make the call right now.” But still delays occurred, and the competi-
tion raced ahead while his team got more frustrated with inaction, and his
reputation suffered. Thoughtful leaders are often loved most by junior
employees, tolerated by managers, and loathed by executives.

Thoughtfulness is drummed into us from an early age:

� Think about others before yourself.� Don’t hurt someone’s feelings.� Go to your room and think about what you have done.

These are all phrases most of us have heard growing up, so when it is
time to be a little less thoughtful, no wonder it can feel so out of character.

Thoughtful and Ruthless 5
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There are three definitions of thoughtful leaders:

1. They consider the intended and unintended consequences of their
actions.

2. They deliberately focus time and attention on the needs of others.
3. They are reflective of past results so they can repeat successes and

learn from failure.

Now think of a ruthless leader. I’m sure you can think of one or two. You
may already be scowling. A ruthless leader appears not to care about the
implications of their actions and will regularly put their needs in front of
others, either consciously or unconsciously. Ruthless leaders are not always
liked, but they are often respected.

The serial executive investor Carl Icahn is a ruthless leader. From a
distance, he is a disrupter, ruthlessly shaking up the companies he invests
in and the boards he is a member of.

There are three definitions of a ruthless leader:

1. They make bold, sweeping decisions.
2. They pay no regard to how people may react to them.
3. They provide unfiltered and often unsolicited feedback at every

opportunity.

Ruthless leaders are often loathed by more junior employees, feared by
managers, and respected by executives.

CAN YOUNAMEONE?

The far more interesting question is whether you can name a thoughtfully
ruthless leader. They are neither too thoughtful nor too ruthless but
intentionally spend their time, energy, and resources to reach their goals.
They are the ones who have catapulted themselves ahead of their peers and
the competition. You may be pleased to hear this is not like a permanent
tattoo. It is a state of mind, a learnable (and forgettable) trait, so there is
hope. The impact of being too thoughtful or too ruthless will either put the
brakes on your company’s results, drive your employees crazy, or drive
yourself insane.

6 THOUGHTFULLY RUTHLESS
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I have worked alongside some of the top leaders in the world’s most
innovative companies, and I have seen the brilliant, the mediocre, and the
downright cringe-inducing actions of leaders. Those actions have left
either a shambolic wake or phenomenal results that redefined how we
play and interact with technology.

Thoughtfully ruthless leaders do not leave their business results to
chance. Every decision is deliberate and every moment is purposeful.
They do not worry whether everyone will like them or agree with them.
Making people happy isn’t one of their goals; yet, they attract and retain
happy people because of their relentless focus and predictable business
success. Many leaders focus on themarket conditions or the competition as
reasons for lack of growth. Yet the single biggest variant is the leader and
how they prioritize their time and energy personally, with their leadership
team and with the rest of the organization. It’s easy to get sucked into the
current issues of today’s customers, products, and financial results, but
leaders who know how to dedicate time to looking ahead one to three years
will outpace their competition.

The thoughtfully ruthless leader has confidence, happiness, and clarity
on their life priorities that nothing and no one is permitted to interfere
with. It was unheard of for an executive from Microsoft to work remotely;
yet, Don Mattrick made that a condition of accepting the CEO of Xbox
role. He would remain based in Vancouver, Canada, and travel to Red-
mond, Washington, two or three days a week. Don prioritized his family
time and taught the leadership team how to work remotely and that being
present at the office wasn’t a factor in galvanizing a leadership team to
transform the Xbox business.

By now, you may be wondering what being thoughtfully ruthless with
your time, energy, and resources really means and the impact it will have
on your life and business. Let’s explore that now.

YOUR TIME, ENERGY, AND RESOURCES

Thoughtfully Ruthless with Your Time

In a constantly connected world, delivering real-time information and
keeping up with e-mail, texts, tweets, posts, shares, likes, and pins can seem
as futile as sweeping up a pile of leaves on a windy day. You get a fleeting,
brief moment of satisfaction, but then the technical wind blows, and you

Thoughtful and Ruthless 7
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are back where you started with the important and unimportant demand-
ing your attention, like a new pile of leaves in front of you. A spontaneous
approach to managing your time will not work, not unless it is scheduled
and planned spontaneity is built into your overall plan! If you do not value
your own time and plan it in a thoughtfully ruthless way, then other people
won’t either. Many leaders I work with to improve performance tell me that
they don’t have enough time at work, and they are frustrated that they don’t
have enough time to spend on their favorite activities at home. At this
point, I usually share a little secret, and it is one that some people have to
hear several times to believe. I will share it here, since you paid the cost of
admission:

You are the single greatest barrier to spending your time as you want
to.

At this point, many leaders go on to tell me how their company, boss,
job, project, and life are different; how I couldn’t possibly understand; and
how they would love to change, but it is just not possible right now. I then
refer them to my thoughtfully ruthless secret.

Many people have their e-mail set to populate their laptop or their
phone with new messages every few minutes. You would never get any
work done if you let people knock on your door every 120 seconds, but
that is what you are doing with your e-mail, unless you control when and
how you receive your messages. Many of you will likely have a version of
a to-do list when what you really need is a to-don’t list to prevent you from
focusing on the wrong activities. Great intentions are never enough, you
need the discipline to commit and to make it happen. I often work with
leaders to create a lost discipline list, which I designed to help leaders
understand why they haven’t achieved past goals and what got in the way.
You can sometimes create this in five minutes, though it may take longer
if you truly don’t know why you don’t achieve what you set out to achieve.
You may also need to discuss it with someone who can give candid
feedback.

If you are not careful, it is easy for your calendar to take on a life of its
own or for your multiple virtual in-boxes to take over your time. But leaders
who are thoughtfully ruthless dedicate specific times of the day to respond
to their complete virtual in-box and to systematically plan their calendar to
accelerate their strategic goals, rather than being victimized by time and

8 THOUGHTFULLY RUTHLESS
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circumstance. Many leaders get dragged into the here and now of everyday
execution, therefore neglecting to look at the horizon months or years out.
Thoughtfully ruthless leaders dedicate time to considering strategic
options and alternative scenarios for their business so they can accelerate
growth faster than the competition.

Being thoughtfully ruthless with your time alsomeans being in a job that
plays to your strengths, that inspires and energizes you. Otherwise, you are
simply wasting a precious opportunity to develop different experiences and
skills.

Because we all want more time for what matters most to us, I am always
on the lookout for those who successfully achieve that. When I worked
with Robbie Bach at Xbox, he was the president of the Entertainment and
Devices Division. He was well known for protecting his family time—he
was home for dinner every evening and coached his three children’s
basketball teams. I asked him if he always had this approach and how he
maintained it during some highly successful and highly turbulent times at
Microsoft.

In my early years at Microsoft I was working incredibly hard and
long hours and eventually it became too much. I considered
quitting. Back in the early days, there was no remote email access,
so working late meant being in the office and that took its toll. A life
coach I was working with told me I needed to get control of my life.
So he helped me develop a plan where I would always be home for
breakfast and dinner, I would coach my kids’ basketball teams, and
I planned all of my travel domestically and internationally nine
months in advance. I created a system: I would travel twice a year to
publishers around the world. They knew when to expect me, and if
they needed my personal time outside of that, we would talk on the
phone, meet at a conference, or they would come and visit me in
Redmond. The day-to-day meetings that I ran were easy to control.
It was harder if it wasn’t my meeting, but I had to get used to just
walking out of meetings at 5:30 and telling people that we needed
to reconvene.

Clearly, Robbie was both thoughtful and ruthless with his time.
With 153,650 books on time management available on Amazon today,

something is missing though. It is not enough to be thoughtfully ruthless

Thoughtful and Ruthless 9
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with your time. You have to be thoughtfully ruthless with your energy and
resources, too.

Thoughtfully Ruthless with Your Energy

I have noticed a recent trend with some executives that I work with. Many
are telling me they are exhausted, overwhelmed, and not spending their
energy where they would like to. This leads to them being miserable, no
longer inspiring their teams, and even unproductive. High-performing
leaders often leap from one significant all-consuming project to another
without taking a moment to breathe in between. It isn’t possible to run a
marathon as a connected series of 100-meter sprints; your body couldn’t
handle the pace and intensity. Yet leaders push themselves and their teams
to do the corporate equivalent and then are surprised when people burn
out and quit.

Google’s CFO Patrick Pichette mentioned in his resignation letter that
he wanted to climb mountains with his wife, but not every executive has to
quit to lead the life they want to lead right now. They just need to manage
their energy in a thoughtfully ruthless way.

There are three critical ways to becoming more ruthless in a thoughtful
way with your energy:

1. Be sure you are in your perfect job doing perfect work.
Your role may have evolved from when you first accepted it, your

business may have significantly grown or declined, or you may have
new responsibilities. This is why you need to periodically ask yourself
what makes your eyes sparkle in your ideal job and whether you are
in it right now.

2. Check your ROE.
Business leaders know about return on investment, but they rarely

know about return on energy. Do you spend excessive energy on
thoughts, activities, purchases, possibilities, or pondering that is
simply not worth the effort? Wasted energy can’t be retrieved; it is
gone forever. Children are a great role model here; they do before
they think and waste very little effort considering or contemplating. If
you can be more ruthless by not wasting energy on unimportant
thoughts, you will free up your capacity to focus your energy to spend
elsewhere. Companies need to do this just as much as individual

10 THOUGHTFULLY RUTHLESS
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leaders. One example of this wasted energy with little return
occurred at a video games studio where I used to work. The energy
wasted on an easy-to-solve problem baffled me. Not only did this
waste energy of employees complaining about the lack of music, it
also was unproductive, as employees couldn’t concentrate or be
creative because there was too much distraction and background
noise in shared office space.

When Microsoft bought the Rare Games Studio from the three
founding brothers, they were making games for Nintendo. Xbox
bought them to broaden the types of games you could play on the
Xbox. I joined them to manage the transition after the acquisition.
Rare Games was a company of musicians, artists, and animators in a
small village in the middle of the British countryside. Xbox was part
of the (then) largest company in the world. When I talked to
employees about what changes they would like to see to help
them make better games, almost all said, “We want to be able to
listen to music when we work.”

Working creatively requires focus, attention, and inspiration and
that was sometimes hard in wide-open barns that housed each game
team. What I thought would be a simple and fast resolution had
history and complexity behind it. Teams had previously been
allowed to listen to music, but on one fateful day, one of the founders
was trying to talk to one of the members of the games team and he
didn’t respond because he had headphones on. That was the day that
the music stopped, and nobody thought that it would ever change
back due to the determined nature of one of the founding brothers. It
took some persuading, but eventually the leadership team agreed to
bring back music. During my tenure, I introduced several changes
and new benefits, and I increased communication and training, but
what I still am known for is bringing back the music.

When I visit a new client, I like to stand in the coffee line and
listen in the hallways. What I hear indicates where people are
spending their energy. Are they talking about customers, products,
and profits or drama, hearsay, and complaining? What would be the
equivalent to music while you work in your organization?

3. Burst your bubble.
It is easy to stay inside of your bubble. Inside your bubble are your

longtime friends, your trusted work colleagues, and people you know

Thoughtful and Ruthless 11
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well. It is comfortable and easy, but frankly, it won’t continually
stretch, grow, and energize you. You see it at every conference and
trade show you attend: the same people connect and socialize with
the same people. But if you want to stay energized and inspired, you
have to burst your bubble of comfort and continually strive to expand
your circle of influence at work and in your personal life, in what you
read and listen to, and in the events you attend. How many of the
business colleagues and close confidants you have today did you met
in the last 12 months? If you are always with the same people, you
won’t get inspired with new ideas, experiences, and growth
opportunities.

Knowing who you aspire to be connected to and focusing on
getting the right introductions will rapidly catapult your success as a
thoughtfully ruthless leader. When I quit my corporate career to
launch my own consulting business, I had one great fear: I didn’t
know anyone inmy network who I aspired to be. I needed to seriously
upgrade my network of thought leaders who had successful solo
practices. I joined the Million Dollar Consulting community and
immediately found what I needed and was looking for. The com-
munity that Alan Weiss has created is a remarkable place for getting
connected with other thought leaders and learning from those who
were already successful solo entrepreneurs. Now I have established
many great new friendships, peers, and mentors who have helped me
rapidly grow my business.

Chapters 7 and 8 further explore how you can be thoughtfully ruthless
with your energy.

Thoughtfully Ruthless with Your Resources

Imagine your company two years from now; how much will you grow?
What will be your revenue, profit, services, and products? Now, look at
your current leadership team and organization. How would you rate
yourself on a scale of 1 to 10 in regard to your capacity and capability
to lead that future organization? If the answer came very easily to you, then
already you have a head start on many of your peers who simply get too
caught up in the immediate needs of their business to even start to think
about their future business.

12 THOUGHTFULLY RUTHLESS
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CrossFit founder Greg Glassman went from being a personal trainer at
Gold’s Gym to building a multimillion-dollar business and creating a
billion-dollar industry. He told me, “Leading a business in high growth is
like operating a rocket ship where you have to change how you operate it
on the ground, at 5,000 feet, 10,000 feet, and 100,000 feet. Only a select
few leaders can adjust to the altitude change and succeed.”

Many start-ups forget about the lofty goals and timeline they set out in
their pitch documents and immediately get sucked into execution, which
undoubtedly leads to missed deadlines and disappointed investors.

Mismatched employees are one of the top distractions for many of the
leaders I work with. Incompatible leaders spend months or years on the
wrong leadership team in the wrong job with the wrong priorities. They are
miserable, and their teams often are, too; yet, rarely does the situation get
resolved as quickly as it could. I have never had a leader say that they regret
acting too fast with a decision about their people, but I have met those who
regret acting too slowly. Hesitancy often prevents action when leaders
are faced with someone on their team who has incompatible skills or the
business has simply outgrown them. This misery usually occurs when the
leader has not spent enough time on team assessment and action to rebuild
the team. You may have a great team that can deliver results, but the
differentiation that creates breakthrough results can be determined by one
simple question: Do you have two potential successors on your team who
could take your job?

If you don’t have two potential successors, you will fail to scale
personally, and your business growth will be held back. You cannot
grow and take on new responsibilities if you don’t have strong successors
to delegate to. A thoughtfully ruthless leader will make it their number-one
priority to build and galvanize their leadership team in the first 60 days.
You can learn exactly how to do that in Chapter 9; skip there now if you
cannot wait.

I was walking around a fast-growing start-up in Silicon Valley 2015. The
CEO was giving me a tour, and he was telling me a third story about how
his company used to be a year ago—how it was small enough that everyone
could sit around one table for lunch, and now it was really difficult because
his team had expanded and was spread out over two floors of his building. I
stopped him and asked how he saw his business growing in two years. I
flummoxed him. He couldn’t answer. I suggested to him that he needed to
create powerful stories about the future and tell those stories because that is
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what will inspire and motivate his team to grow. This isn’t much different
from what I’m teaching my daughter about how to ride her bike: you have
to look where you are going, not where you have been; otherwise, you will
crash into an unexpected obstacle.

Being thoughtfully ruthless with your time and energy will create
incredible strength, but unless you also focus on your resources, you
will fail to scale your business. Focusing on resources will help you to
reinvent how you lead as your company grows.

One example of a desperately needed reinvention was when Xbox had
just written off $1 billion for quality problems with Xbox 360, and
Nintendo’s Wii was the hot item for the holidays in 2006. Xbox had a
reputation as a hard-core gaming device that was close to becoming
irrelevant outside North American teenage boys.

I worked with the Xbox leadership team to create a radical approach to
achieving the goal of broadening the appeal of the Xbox from a narrow
demographic of gamers that liked to race cars and shoot things to a broad,
appealing family-entertainment device. I designed and facilitated an
innovation program to broaden the minds and possibilities for Xbox.

We brought together a diverse group of leaders, partners, and creative
and technical experts to a remote location and broke every cultural rule in
the Microsoft book of doing business: no laptops, no PowerPoint, and no
spreadsheets. Invitations were earned by expertise, not seniority in the
business. We engaged in three days of play, immersing ourselves in
customers’ lives, competitors’ products, and the broader entertainment
industry. Small teams had artists to visually capture thoughts and ideas. A
science fair midway through allowed people to hear others’ ideas and build
on them (not ridicule or trash them). It culminated in a verbal pitch session
venture capitalist-style to a panel of executives back on campus at the end
of the week. One of the ideas was for a 3D camera that you could control
with your body and your voice. This is how Kinect—which sold 10 million
devices in three months, setting a new Guinness Book of World Records
for the fastest-selling device of all time—was born. Kinect has now sold
20 million devices and repositioned Xbox as an entertainment hub for the
living room.

It is not enough to simply know your vision; you have to create
understanding and belief within your leadership team, organization,
and investors. This generates agreement about use of resources. Friction
can occur when there is confusion about the current strategy and the plan
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to get there. You hold a powerful role in galvanizing your team around the
strategy and engaging and inspiring everyone behind it.

HOW THOUGHTFULLY RUTHLESS ARE YOU?

By now, you may have a picture in your head of how thoughtfully
ruthless you are. To help you gain a more accurate understanding, I am
sharing my assessment here so you can find out for yourself. In my work
with CEOs, leaders, and entrepreneurs, I developed a leadership assess-
ment that I use at the start of many of my partnerships. I have provided a
shortened version here. For complimentary access to the full version, go
to www.valwrightconsulting.com/thoughtfullyruthless. Follow the direc-
tions, and see where you fall on the thoughtfully ruthless spectrum.

Rate each question:
1: Strongly disagree
2: Disagree
3: Neither agree/disagree
4: Agree
5: Strongly agree

Section A
1. I am satisfied with my discretionary time._________
2. I am proactive with meeting commitments and rarely miss

deadlines._________
3. I have regular slots of open space on my calendar._________

Section B
1. I am energized and inspired at work._________
2. I surround myself with people who inspire me, energize me, and

make me laugh._________
3. I have an enviable inner circle of advisers who offer me support and

candid feedback._________

Section C
1. I am thoughtfully ruthless with the allocation of budget and people to

deliver priorities._________
2. I hold the bar high for my team and take appropriate corrective

action._________
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3. I have a vision and plan for howmy organization will grow in the next
two years._________

4. I reward achievements that accelerate company, team, and individual
goals, in that order._________

Calculating Your Thoughtfully RuthlessSM Leadership
Score

First take your score for each section, then calculate your thoughtfully
ruthless percentage scores for each section and overall.

Score %

A – I am Thoughtfully Ruthless with my time __/15
B – I am Thoughtfully Ruthless with my energy __/15
C – I am Thoughtfully Ruthless with my resources __/20
I am a Thoughtfully Ruthless leader __/50

Interpreting Your Results

> 80%—Congratulations, you are a thoughtfully ruthless leader; you
know how you focus your time, energy, and resources. The rest of this
book will show you how you can further capitalize on these strengths
and continue to grow your business. You may have individual
questions to focus on. But don’t stop reading this book now; you
will still learn valuable lessons and benefit from the exercises. You
can also get your team to complete this assessment, and you can help
them become just as thoughtfully ruthless as you!

41–79%—You have areas in which you are not being thoughtfully
ruthless. Identify which are causing you the greatest pain or those that
are the quickest to change and implement them tomorrow. Once
those changes are in place, pick another two and focus on those and
continue until you are satisfied.

< 40%—Watch out, you are out of control! You are at risk of burning
out, failing, and driving your organization crazy. Talk through your
results with someone you trust and build a fast plan for addressing the
top two areas of concern for you. Skip to Chapter 8 for some
immediate action steps.

16 THOUGHTFULLY RUTHLESS



C01 02/17/2016 14:48:8 Page 17

If youwant amore in-depth versionof this thoughtfully ruthless leadership
assessment, go to www.valwrightconsulting.com/thoughtfullyruthless.

What does it mean if you are strong in one section and weak in another?
If you have strength in all three areas, congratulations. Often leaders have
one or two areas that need greater focus and attention (see Figure 1.1).

Fail to Scale

If you are thoughtfully ruthless with your time and energy but not your
resources, it is likely that you will fail to scale personally, and your company
will not grow as fast as it potentially could.

Miserable Burnout

If you are thoughtfully ruthless with your time and resources but not your
energy, you will likely be miserable and close to burnout. I see this with
many high-achieving executives. They can relentlessly dedicate their time
to growing and investing in their business, but they put their business too
far ahead of their personal needs and hit a wall of performance that they
sometimes struggle to recover from without help.

Exhausted Workaholic

If you are thoughtfully ruthless with your energy and resources but not your
time, you likely have an efficient, future-focused organization, and you are
inspired and energized, but you probably are a workaholic or a martyr. The

Time Energy1

An abundance of 
inspiring ideas, 
people, and 
activities

Master of your in box, 
calendar, and meetings

2 3

44

Resources
1 – Fail to scale

2 – Miserable burnout

3 – Exhausted workaholic

4 4 – – Exponential ResultsExponential Results
A future-focused 
organization and 

team

Figure 1.1 The Thoughtfully Ruthless Trifecta
 Val Wright Consulting. All rights reserved.
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danger is you are setting a terrible example, and it is unlikely that you can
sustain this over a long period of time without making yourself ill.

Oncemy clients have completed this assessment, they then dream of the
possibilities for their ideal life. We create their ideal approach to their work
and their life, dreaming of the perfect day, week, and year—along with
their ideal allocation of time—and compare it to their current reality. I
share this along with other practical tools for increasing your thoughtfully
ruthless scores in Chapter 11. Go ahead and skip to there now if you cannot
wait.
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T oday’s boardrooms are filled with exec-
utives wringing their hands over such 
concerns as product decisions, the new 

consumer, and financial results, and even if 
they find a solution, all their work will only have 
a granular effect on real growth. Thoughtfully 
Ruthless lays out the secret to rapid business 
growth by showing you how to unbelievably 
invent more time, catapult your energy, and 
boost the productivity of your resources.

Author Val Wright has unlocked the potential 
of leaders of all stripes—from doctors to musi-
cians to C-suite executives—and guided their 
ascent to the next level of success. In most 
cases, the obstacle they overcome is not the 
economy, the market conditions, or the com-
petition. In her storied career, she discovered 
that the secret to exponential growth comes 
down to how leaders ruthlessly manage their 
time, energy, and resources . . . in a thoughtful 
way. Through firsthand stories of the author 
being thoughtfully ruthless in her own career 
and life, she shows you how to do the same 
by adopting the habits, skills, and practices of 
some of the most successful business leaders 
of our time. You’ll learn how to become sensi-
bly selfish, how to spend your time and energy, 
and what issues to delegate or ignore so you 
can clear your slate to focus on what really 
matters to you. Designed around the princi-
ples it lays out, this straightforward resource 
comes packed with tangible directives that 
are quick and easy to use, inject fresh energy 
into your routine, and immediately improve 
the way you operate. Keep this toolkit at your 
fingertips for real-time coaching when you feel 
like hesitating, including:

• Dozens of ready-to-use assessments, 
exercises, and proven practical tools for 
accelerating growth 

• Concrete steps for transforming yourself 
from humble to shameless

• Thirty ways to say “no” and other ways to 
take control of your daily input

• An appendix of 99 ways to be thoughtfully 
ruthless with your time, energy, and resources

Start your transformation now and be selfish—
get Thoughtfully Ruthless and shape your 
leadership to drive business growth, get 
promoted faster, and create the life you love.

VAL WRIGHT works with 
Fortune 500 executives 
to accelerate growth and 
innovation, and creates 
compassionate truth telling, 
fearlessness, and extensive 
creative, technical, and 
leadership gains. Her clients 

include household names such as Starbucks, 
LinkedIn, Microsoft, Financial Times, and 
DreamWorks Animation. She’s an inductee 
into the Million Dollar Consultant® Hall of Fame 
and she is a regular contributor on CNBC, Inc., 
Bloomberg, Reuters, MSN and Today.

Praise for THOUGHTFULLY Ruthless
“Val Wright has worked in some of the toughest corporate cultures in business; she’s seen 
it all. Thoughtfully Ruthless acts as a personal playbook to navigate your career in the most 
competitive of environments by focusing on your strengths and identifying growth opportu-
nities for your company. Essential reading for executives at every level.”

—Peter Moore, Chief Operating Officer, Electronic Arts

“As an executive you are expected to be a great decision maker, on 24/7, and able to leap 
buildings in a single bound and do it in a way that inspires. It requires you to be at your 
best all the time. Val’s work and book Thoughtfully Ruthless is an amazing tool that every 
executive or aspiring executive can learn from. Unlocking effectiveness and teaching how 
to take care of yourself, team, and business through transparency, and not shying away from 
being thoughtfully ruthless on the things that matter most. In a world filled with leadership 
models that feel nonauthentic and heavy, this is light and this method delivers.”

—John Phillips, Vice President, Global Talent Acquisition, Starbucks Corporation

“Val Wright has always provided the frank, honest, insightful feedback I’ve needed to be a 
better leader. Thoughtfully Ruthless takes that to the next level by focusing on the scarce 
resources of time and energy that challenge all of us in our professional and personal lives. 
Val provides the stories and insights necessary to bring her message of empowerment 
home in an impactful way that should be very valuable for any leader.”

—Robbie Bach, Former Microsoft President, Chief Xbox Officer, and Author of Xbox 
Revisited: A Game Plan for Corporate and Civic Renewal

“Val Wright is the real deal, an executive coach who ‘gets it.’ She will change the way you 
think, the way you perceive challenges, and the way you implement personal leadership. 
Thoughtfully Ruthless is a must for every leader who wants to up his or her game.”

—Kate Hill, Former executive, Tribune Publishing

“Thoughtfully Ruthless manages to capture the character of the leaders each of us has dealt 
with, as well as those we try to emulate, in a way that shows the depth and insightfulness 
of author Val Wright. I have no doubt that her experiences would allow her to determine 
what is necessary for one who wishes to be an effective leader. Even with this confidence, 
the valuable information within the book, and the enthralling way in which it is presented, 
she’s exceeded all of my expectations, leaving me impressed and motivated to improve 
as a leader.”

—Ilan Spillinger, CVP, Hololens and Custom Silicon, Microsoft Corporation

P
ho

to
 C

re
d

it:
 V

al
 W

rig
ht


	ffirs
	Chapter f01: SM

	ftoc
	Chapter f04: CONTENTS

	ffore
	Chapter f03: FOREWORD

	fpref
	Chapter f03: PREFACE

	fack
	Chapter f03: ACKNOWLEDGMENTS

	p01
	I. WHY YOU NEED TO BE THOUGHTFULLY RUTHLESS

	c01
	Chapter 1: Thoughtful and Ruthless
	The Trigger Points for Thoughtfully Ruthless
	Who Is Thoughtful? Who Is Ruthless?
	Can You Name One?
	Your Time, Energy, and Resources
	Thoughtfully Ruthless with Your Time
	Thoughtfully Ruthless with Your Energy
	Thoughtfully Ruthless with Your Resources

	How Thoughtfully Ruthless Are You?
	Calculating Your Thoughtfully Ruthless Leadership Score
	Interpreting Your Results
	Fail to Scale
	Miserable Burnout
	Exhausted Workaholic




	c02
	Chapter 2: The Cost of Doing Nothing
	The Cost of Delay
	Calculate Your Cost of Doing Nothing (CODN)

	The Downward Spiral of Gloom
	You Can't Fail If You Don't Try
	Measure and Share Success
	Performance during Exhaustion Matters
	Galvanize Your Team around a Common Goal
	Build a Community Where People Want to Belong
	Team Building with a Payoff

	The Thoughtfully Ruthless Success Loop


	c03
	Chapter 3: Your Selfish Charter
	Your Sensibly Selfish Charter
	Sensibly Selfish Charter

	Wishful Thinking Works


	c04
	Chapter 4: Become Brilliant At Demonstrating Your Brilliance
	Assessing Your Brilliance and How Brilliantly You Demonstrate It
	Unknown and Unwanted
	Buried Treasure
	The Beautifully Wrapped Unwanted Gift
	Grand Prize

	Why Appearance Trumps Reality Every Time
	Why Being Told I Was Average Was the Greatest Gift I Ever Received
	The Brilliance Barometer

	How to Transform From Being Humble to Shameless
	Warning!
	1-3-5-10 Your Thoughtfully Ruthless Leadership Voice
	1 Sentence That Describes Your Unique Value
	3 Distinct Traits
	5 Proudest Achievements
	10 Sound Bites
	Your Reaction


	Your Action


	p02
	II. THOUGHTFULLY RUTHLESS WITH YOUR TIME

	c05
	Chapter 5: The Power of No
	The Powerful Post-It
	The Immediacy Effect
	How to Be Productively Unproductive
	How to Control Input Overload
	Delete All of Your E-Mail
	Teach People How to Interact with You

	Your Lost Discipline List
	The Toughest Person to Say No To

	Thirty Ways to Say No


	c06
	Chapter 6: Shush!
	Your Daily Silence
	The Gift of Time
	Focus on the Right Spot

	In-Box in Control
	Eleven Ways to Control Your In-Box
	The Opener
	Take Your Time
	Use Auto-Signatures
	Only Let in Customers, Employees, and Investors
	Make It a Team Effort
	Don't Dump Your To-Do List
	Try the Phone
	Stop Saying Thank You
	Incessant Knock at the Door
	Use the Online/Offline Mode
	Don't Open It Unless You Are Going to Respond


	Calendar Chaos
	Your Thoughtfully Ruthless Calendar

	Meaningful Meetings
	Meaningful Meetings Assessment
	Six Meaningful Meetings Criteria


	The Thoughtfully Ruthless Deadline Tracker
	Early Deliverer
	Spotty Dabbler
	Adrenaline Addict
	Steady Achiever



	p03
	III. THOUGHTFULLY RUTHLESS WITH YOUR ENERGY

	c07
	Chapter 7: Becoming Imperturbable
	How to Stop the Worry Trifecta
	Pre-worry
	Parallel Worry
	Post-Worry

	Rapid Thought to Action
	How Imperturbable Are You?
	Managing the Energy Leaks
	Common Triggers for Going Off Balance
	Addressing Energy Leaks

	Your Accelerators and Decelerators
	Accelerating By Improving Your Sleep, Nutrition, and Exercise
	Sleep
	Sleep Revival Plan

	Nutrition
	Exercise



	c08
	Chapter 8: Divorce Your Friends and Network
	The Greenhouse Effect
	Put Your Social Life on Autopilot
	An Enviable Inner Circle of Advisers
	Internal and External Connections
	Communities
	Perfecting Your Team'S Connections
	Surrounding Yourself With Believers


	c09
	Chapter 9: Creating a Leapfrog Organization
	Your Five-Year Leap
	Step One: Pick a Time Horizon
	Step Two: Know Your Current and Future Business
	Step Three: Live in Your Future World
	Step Four: Develop a Plan to Leapfrog to Your Future World
	Grow in Place Executives
	Need Support Executives
	Mismatched Executives

	Step Five: Redefine Today's Roles for Tomorrow

	The Intentional Annoyance Phase
	Building an Exemplary Board
	Seven Critical Exemplary Board Processes

	Leaving Your Legacy


	c10
	Chapter 10: The Thoughtfully Ruthless Team
	Steps for Galvanizing Your Team
	Galvanize Your Team Assessment

	The Characteristics of a Galvanized Team
	Deliberate Decision Making Matters
	Outline placeholder
	Surprise Bonus

	Inspiring Communication
	The Most Crucial Behavior of All


	Do You Tolerate Mediocrity?
	Mediocrity Measurement Assessment
	Your Mediocrity Score




	c11
	Chapter 11: Amazon Versus Microsoft
	Assessing Your Culture
	Pictures or a Story?
	Small or Large Teams?
	Invent and Simplify
	The Very Long-Term Bet
	Saving Face or Admitting Your Mistakes?
	Customer or Employee Obsessed?

	Can You Take the Heat?
	Reward the Results You Want
	Unleashing Innovation
	Using the Cultural Continuum
	The Express Lane to Culture Change


	c12
	Chapter 12: Mind the Gap
	Evaporating Excuses
	Prepare for Abrupt U-Turns
	Change Your View, Change Your Habits
	Listen to Who You Listen To
	Evidence, Patterns, and Observed Behavior

	Practice Altitude Adjustment
	Make Unpopular and High-Risk Decisions
	Accountability Forces Habits
	Using Your Excess Time, Energy, and Resources
	Ten Thoughtfully Ruthless Success Principles



	bapp
	Chapter b04: APPENDIX
	NINETY-NINE WAYS TO BE THOUGHTFULLY RUTHLESS WITH YOUR TIME
	NINETY-NINE WAYS TO BE THOUGHTFULLY RUTHLESS WITH YOUR ENERGY
	NINETY-NINE WAYS TO BE THOUGHTFULLY RUTHLESS WITH YOUR RESOURCES


	babout
	Chapter b01: ABOUT THE AUTHOR




