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Hello Leader!

Compelled by the United States’ entrance into World War II, 34-year-old Grace Murray Hopper, 
a brilliant mathematician and future Harvard professor, enlisted in the Navy. They almost didn’t 
accept her. At just 105 pounds, she was 15 pounds lighter than Navy standards.

But she persisted, and over the next 50 years Hopper rose to the rank of Rear Admiral — a 
rare position for a women in the Armed Forces of her day.

Hopper’s combination of tenacity, smarts and a focus on improving the skills of the people 
around her lead to a remarkable career and legacy.

“You manage things; you lead people.”

If you want to be a Fired-Up leader, realize this: you’re going to be leading other people. It’ll be 
one of the great challenges of your life and we want you to succeed!

My name is Chris Ihrig, founder and CEO of Fired-Up! Culture. Me and my team want to see 
your organization thrive. We are dreamers. We’re creatives. We combine cutting-edge theory, 
world-class tools and practical application to take organizations around the world from Burnt-
Out to Fired-Up!

Spend a few minutes with these pages and become a better people manager.

Chris Ihrig
CEO
Fired-Up Culture!

Send me a note: cihrig@firedupculture.com

WELCOME
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Leadership values
Light the fire of innovation within those you lead by coming to a set of 
shared values.

Team members need leaders who understand the energizing effect of an 
empower-ing work environment and who are committed to a set of shared 
values that will sustain such an environment. 
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Values such as:

Authenticity  
Good leaders capitalize on their strengths, relying on others around them to compensate 
for their weaknesses. They see themselves as “servant leaders,” inspiring and equipping 
others in the organization to choose work that allows them to fully utilize their core 
strengths.

Partnership  
Leaders who build relationships respect the rights of individuals for self- expression, while 
also believing deeply in the power of partnership and the opportunities that are inherent in 
collaboration.

Community  
Strong leaders are committed to building a healthy, thriving community; they respect the 
autonomy of each individual. In exchange for extending such a high level of trust, each 
member of the community is expected to contribute their unique experience, expertise, 
and leadership for the betterment of the community.

Responsibility  
Real leaders take responsibility for building and maintaining a healthy workplace 
environment where people feel free to learn, grow, and be their very best. In exchange, 
people are expected to take responsibility for doing their jobs without the need for 
monitoring or direct supervision.

Accountability  
Fired-up! leaders have a passion for people and a real desire to serve. They do their 
best and are accountable for the results they produce and expect the same from every 
member of the organization.Encouraging people to be their very best each and every day 
is always a challenge.
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“Learn to give up trying to control everything. Being 
a great leader is about influence and listening to 
those around you. These are attributes rarely taught 
in school or training, but most often the ones that 
define how successful of a leader you are.”

— Jose Li



Creative breakthroughs 
by thinking differently
People will follow a leader who challenges them to look at the world 
around them in compelling way. They’ll follow a leader who brings a fresh 
perspective to an old problem.
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Get a new perspective on the world around you, and 
fire up the people you lead!
Have you ever climbed up and stood on your desk and looked around the office, your 
workspace? Have you ever lied down on the floor under your desk and looked up at the 
underside of your desk, at the ceiling of your office? Have you ever stood in the back corner 
of your yard, as far away as you can get from your home, and looked back at your house?

You should!

We all walk well-worn trails through our lives.

We drive the same route to work every day. We have a favorite 
seat at the movie theater. We eat the same things for breakfast 
and get a snack at about the same time every day.

Routine can be good for us. It’s comforting. It’s familiar. It can 
help us feel grounded.

But unbroken routine is a breeding ground for apathy. For 
laziness. When you do the same thing day after day after day, 
week after week, month after month, your brain and your 
heart can disengage. You can float on autopilot and easily lose 
perspective.

What was once exciting and drove you forward loses meaning 
and becomes blase. Do something about it!

Here’s a handy list of routine-breaking activities that can lead 
to a breakthrough!

Stand on your desk. Seriously, get up there. It’s not going to break. And 
if it does, new desk! Seeing your office from a totally different perspective 
can be inspiring. You might just climb down with a new idea.

Look at a tree. It doesn’t have to be a tree, but a tree works great. Look 
at a flower. Sit in the grass and look at a blade. Stare at it. Look closely at 
the grains and patterns. Nature is a wonderful mind-clearer that can lead 
to breakthroughs.
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“Vision makes work 
meaningful and 
helps us see our 
commonalities and 
trust we share the 
same goals and 
values. Vision helps 
us feel connected 
to something larger 
than ourselves.”

— Jesse Lyn Stoner
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Run! Get away from you desk during the afternoon malaise and get the 
blood flowing with a loop or two of your office. You don’t have to run — 
walking is just fine — be escape the office air and get outside.

Draw something. You’re not a good artist. Neither are we. Even our 
stick people are sorry. But getting out a pack of crayons, or colored 
pencils, or markers and sketching helps clear the mind and look at your 
current work conundrum a little differently.

Go talk to someone. Ask what they are working on. Seeing the world 
from someone else’s perspective, even for five minutes, can totally 
change your outlook on what’s currently on your own plate.

Don’t let routine bog you down and stifle your creativity and joy. Get a new perspective on the 
world around you and jumpstart your next project.

“You can’t motivate people, you can only create 
a context in which people are motivated.”

— Brad Feld



Clear expectations . . . 
happy team members
Your job as a Fired-Up! leader is to take ambiguity out of the conversation.

We’ve talked with hundreds of leaders and surveyed thousands of team 
members over the past decade and here’s what we’ve learned, and what we 
want you to hear right now:

C H A P T E R  3

Fired-Up!  |  Clear expectations 08



Unclear expectations is one of the greatest 
hindrances to a fired up culture. 

Time and again I see teams rate low on a seemingly simple statement: “I know what is 
expected of me at work.”

We work hard to hire good people. We hire those people to do a specific job that we believe 
they will thrive in doing. We equip them (we think) with the tools to succeed in their role. 

Here at Fired-Up! Culture, we know executives and managers believe these things because 
we talk to executives and managers every day.

But we’ve seen the data. And we know that the majority of your employees feel like they don’t 
have a clear path forward, that they don’t know exactly what is expected of them when they 
walk through the door every morning.

To set clear expectations among your Team members, follow these three simple rules:

Repeatedly Communicate Expectations

Most leaders we speak to believe wholeheartedly that they have communicated their 
expectations to each member of their team.

And most of them have. Once.

But if we want to ensure clear communication of our expectations, we need to meet regularly 
with each member of our team to reiterate what we expect of them.

Individuals vary — some may require a brief daily check in; others might thrive in a one-
meeting-per-month environment — but my rule of thumb is that you should have a meaningful 
conversation about goals and expectations, at least two times per month.
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“Speed is overrated. What good is going fast in the 
wrong direction? Better to focus on finding the right 
course and making steady progress.”

— Ariel Poler

RU L E  # 1
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Meeting frequently with your staff does at least two things:

First, it gives you a chance to repeat your expectations and check in with your 
employees about their personal goals, their current workload, any intra-office 
connections they need to make.

Second, it forces you to get to know your staff on a personal level. When you’re 
meeting frequently, you can’t stay on work stuff all the time. Good managers know 
that they need to really get to know each member of their team.

Meet People Where They Are

Each person who hears the statement “I know what is expected of me at work” hears 
something a little different.

It depends on the work style of each team member. It depends on what is happening in their 
personal lives. It depends on what is happening in their work life and how big the stack of  
to-dos is on their desk.

That’s why it’s so important to know about and care for each of your team members.

As you meet regularly with each of your team members, you’ll come to understand the issues 
within their own career and within your organization that matter most to each of them. You’ll 
come to a unique understanding with each person about what “I know what is expected of me 
at work” means to them.

This shared understanding and shared vocabulary is a crucial bond for every manager to have 
with every one of her team members.

Triple Check Understanding

It takes persistence and discipline to arrive at a shared understanding and shared vocabulary 
with each of your employees. What one person might hear as po-TAY-to, the person in the 
next office might take as po-TAH-to. It takes a skilled manager to know his team well enough 
to distinguish.

Even well intentioned managers need to pay heed to clarity rule #3 — triple check understanding.

Within every conversation, managers need to be active listeners, checking understanding, 
checking it again, and then checking in once more. Use phrases like:

What I think I heard was ____________________________________________

It sounds like you’re feeling _________________________________________

Let me make sure I understand _______________________________________

Follow these three rules of clarity to be a leader who is understood, respected and followed.

RU L E  # 2

RU L E  # 3



Responsibility vs. 
Accountability
Responsibility and accountability are often used interchangeably. While these 
two words are strongly related, they have distinct meanings for a Fired-Up 
leader.
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Responsibility and accountability are often used 
interchangeably.  

While these two words are strongly related, they have distinct meanings for a Fired-Up leader.

Responsibilities are the tasks, duties, jobs and activities that belong to an individual or group.

Accountabilities are the results that an individual or group has agreed or promised to deliver 
to customers, colleagues and the organization.

Responsibilities are assigned or delegated downward through 
the chain of command, but at the end of the day the person who 
delegated the task is accountable for the result. Leaders take 
the blame for problems and failures and are held accountable for 
them. Similarly, they also enjoy the rewards for a job well done by 
others.

In a Fired-Up Culture, responsibility and accountability are 
purposely linked. Each person is responsible for the tasks they’ve 
been and accountable for delivering results. When the desired 
outcome is achieved, the individual gets rewarded. If something 
goes wrong, however, they are responsible for making things 
right. Shifting blame is not an option.

If you want to be a Fired-Up leader, you need to be keenly aware 
of the difference between responsibility and accountability. 
You need to be clear in the expectations you put on each team 
member, and decisive in holding each of them accountable.

By linking responsibility and accountability for each team member, employees are more 
engaged and in a better position to deliver exceptional work. 
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“As we look ahead 
into the next 
century, leaders 
will be those who 
empower others.”

— Bill Gates

“It is better to feel a little uncomfortable now 
than it is to feel a lot of resentment later.”

— Ben Hanten



Four Things Your Star 
Player Needs
Leaders often make the mistake of thinking that some team members are so 
talented, skilled and motivated that they don’t need to lead them? Leaders 
say things like, “The high performer is different. They are so talented, skilled 
and motivated that I rarely need to see them.” 

Here’s the reality: 
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“High Performers need leadership too!”  

High performers are talented and motivated, able to handle more responsibility than most.  
They understand the big picture, make their own project plans, possess great relationship 
skills, and take exactly the right amount of initiative without overstepping.  Given all the 
upside, how does one effectively lead top talent?

Here are four things your high performers need:

Active Presence – Top performers are drawn to a boss who 
is highly engaged, who knows precisely who they are and exactly 
what they are doing.  High performers seek to be around leaders 
who let them know that they are important and that their work 
is important. They are energized when they feel leadership is a 
mentor they can count on to provide a sounding board for guiding 
feedback, firm direction and thoughtful support.

Leveraged Time – Most self-starting top performers need to 
talk with their leadership about their work more often than they 
currently do. By providing high touch – short duration connection 
moments, good leaders can engage the productive capacity of 
the high performer with high returns from the time investments.

Performance Check ins – Top performers desire a clear success path defined by the 
what and how of getting to the finish line. They have no time for ambiguity or assumptions. 
Monitoring their performance well and providing real-time coaching is important. Provide 
honest, firm (even blunt) feedback on how they are measuring up.  High performers value 
your feedback..

Creative Rewards – Top performers are drawn to leaders who foster communities of 
practice that go past the normal mechanisms for compensation. Be generous and flexible 
with the discretionary resources that are available. Use influence over work conditions, 
scheduling, recognition, task assignments, training, work location, and exposure to decision-
makers to motivate your high performers to go above and beyond.
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“Your employees 
probably aren’t 
looking for anything 
outlandish; they 
just want to be 
acknowledged for 
their hard work.”

— Kim Pope

“People buy into the leader before they buy into 
the vision.”

— John C. Maxwell
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Here’s what motivates 
your best team members
As a Fired-Up leader you want to attract engaged and results-driven team 
members. You want team members who are self-directed and responsible. 
Once you find them, it’s vital you know the two motivating factors that make 
them tick:
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Responsibility  

Only high-quality team members can be motivated purely out of responsibility. Because they 
want to be trusted, they are willing to prove themselves, and they will stand up as pillars on 
issues. Many times these employees receive little or no benefits from this, and it may even put 
their reputations on the line. 

Your best team members are driven by ethics and principles that they will fight for, regardless 
of potential loss or lack of personal gain. This is a pure motivation. These individuals are fixed 
– they have a firm values proposition that they live by. They take pride in being strong and 
they don’t care if they are different. They carry the nature of a visionary with eyes fixed on 
who they are and what mission they are on. They live in a world of serving others and building 
their name and legacy.

Achievement  

This is also a high-quality motivation, and again there are no particular benefits gained by 
these people. Your best team members enjoy being responsible and like to achieve. They’ll 
strive to do what others say can’t be done, simply for the sake of accomplishing it.

Being responsible is more than making a commitment. It is a true calling or value-based 
belief embedded in a person. It’s a desire or an inner force that holds them accountable to 
themselves. They do things for the sake of getting them done or for the enjoyment of seeing 
them done. This makes them true servants.

As leaders, we should look to build on a foundation of responsibility. Starting with self and 
working outwards to your business culture. 
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“It’s important to distinguish the difference between 
leadership and management. Leadership is about vision. 
It’s about providing a direction and orientation for 
people to look so that all effort can touch upon aligned 
and intrinsic motivations. Leaders invite people to 
belong to something larger than themselves.”

— Shane Metcalf



“You manage 
things; you lead 

people.”  
— Admiral Grace Hopper
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