
Leveraged Leadership
An Operating System for 

Leveling-Up Your Influence, Amplifying Your Persuasion, and becoming 

The Unquestionable Leader in Any Room
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Why is it that some 

people can walk into a 

room and command

attention, while most 

others just blend in 

with the crowd?

The world is desperate for good, strong leadership. 

Our communities are desperate.

Our workplaces are desperate.

Anywhere you go, anywhere you look, there is most likely a giant 

void of leadership. 

Think about it. There’s more competition to follow than there is to 

lead.

With all this opportunity, what's keeping people (who want to 

lead) from ever being understood as THE leader in the room?

They simply aren’t approaching leadership from a strategic angle.

See, although it looks like most leaders are born leaders, that 

couldn’t be farther from the truth. 

Leadership must be earned through trust, respect, and .

And even after it is earned, it must be regularly refreshed and 

renewed, or eventually its flame will disappear.

In this operating system, you’ll find the exact traits you need to 

earn the respect of everyone up and down the ladder, to leverage 

your skills, and become the unquestionable leader in any room.
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Why Learn From Joe?
❖ In the last five years, I’ve built and operated 3 multi-million-dollar 

restaurants, hiring, training, and leading teams of 100+ at each.

❖ I train clients 1:1, shaping them into superior, high-level leaders.

❖ Spent 10+ years in leadership, both academic and professional, as a 

teacher, manager, mentor, and consultant.

❖ Taught and mentored hundreds of students, ranging from age 11 to 73, on 

how to lead, communicate, and write clearly and effectively. 

❖ Learned powerful leadership lessons directly from 4-star military generals, 

successful business owners, professional athletes, and political leaders.

❖ Grew up in a military household, strongly influenced by the discipline, 

wisdom, and traditions of the U.S. Marine Corps.

❖ Written and published 150+ essays on the subject of leadership, 

drawing from many of my direct leadership successes and failures. 

Put simply, I live leadership.
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How to Use this Operating System
Treat Leveraged Leadership as a set of cheat codes for leadership. 

These principles will serve you well in any room, any situation, and in any group of 

any size, as they are the foundational traits of some of the most effective leaders on 

the planet.

To get the most out of this guide:

❖ Focus on one trait per day.

❖ Study the Theory of each trait. Question it. Doubt it. Stretch it. Twist it. Then put it into action.

❖ Make the Action section your priority each and every single day. You will become the 

unquestionable leader if, and only if you understand that:

COURAGE leads to ACTION.

ACTION leads to COMPETENCE.

COMPETENCE leads to CONFIDENCE.

CONFIDENCE leads to VISION.

VISION leads to LEVERAGED LEADERSHIP.

❖ Go Deeper. Seek to grasp the essence of each trait. Seek to understand the real-world implications 

and applications of each trait. Seek mastery of each of these 14 leadership traits.
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Your Reason for Leading
For this operating system to get any traction at all, 
you need to have a deep, and resolute purpose. 

One of the first things I introduce to my training 
clients is the concept of “Ikigai.” 

Many people use this as a tool to understand their 
reason for being. I believe it is critical for everyone 
to understand their reason for leading as well.

Take a minute to wrap your head around this visual. 
Understand how and where each sphere overlaps. 

Then, take a piece of paper, and write your 
leadership ikigai. Be fast. Be decisive. 

Put down what comes to mind first. List at least 5 
items for each section. 

The entire process should take no longer than 20-
30 minutes.

By the end, you should have a solid vision for where 
your leadership journey is headed.
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Let’s get started.
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Leadership 
Trait #1

Initiative

Theory

Humans are inherently followers. We follow the tribe. We want to 
belong. We look to others for an example of what we should do. 

This is great for survival. But not for progress. 

By taking the initiative, you build a bias for action. And through this, 
you build a reputation for getting things done. If done consistently, 
people above and below you will have to take notice.

Action

What is one thing that needs to be done, right now, that everyone 
seems to be avoiding? Do it immediately. Do it correctly. And don’t 
seek attention or reward. Do this once a day. Every day. Small, but 
consistent improvements get noticed:

Do nothing everyday: (1.00)365 = 1.00

Take initiative everyday: (1.01)365 = 37.7

Go Deeper

Permissionless Leadership

Think Like an Owner

L E A D E R  O S  G U I D E 7

https://joebalcom.com/permissionless
https://joebalcom.com/owner


Leadership 

Trait #2

Competence

Theory

Know your job. Know your tools. Know what you have to work with. Know 
who you have to work with. Master THIS GUIDE. Be able to pass your 
knowledge off to others. If you don’t know the answer to a question or a 
problem, admit it, then go find the answer. Competence breeds 
confidence. And people only follow the confident.

Action

1. Find the most comprehensive guidebook out there in your 
profession. 

2. Subscribe to the most comprehensive YouTube channel. 

3. Listen to the most relevant podcast to your industry. 

4. Create a schedule for the next 30 days outlining what you will learn, 
and how you will put it into action. 

In one month, you will be the expert in your field that everyone above you 
and below you can rely upon.

Go Deeper

No Experience? Learn the Canon

To Ask is Human
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Leadership 

Trait #3

Courage

Theory

Courage is not the absence of fear. It is feeling your fear and taking 
action anyway. Acknowledge your fear and channel it towards 
positive outcomes. Use fear for what it is: the ultimate motivator. 
Courage grows with action.

There are two flavors of courage: moral and physical. Moral 
courage is standing up for what is right. Physical courage is doing 
what is right. Most people will steer clear of courage. You must not.

Action

Identify:

1. Moral: What are you avoiding discussing out of fear?

2. Physical: What are you avoiding doing out of fear? 

The thing that is being avoided, either by you or the collective, is 
often what must be done most urgently. Do one of each today.

Go Deeper

Plant Your Flag Where No One Dares

Everything You Want is on the Other Side of Fear
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Leadership 

Trait #4

Decisiveness

Theory

Say what you mean and mean what you say.

Get all of the facts. Weigh all the information at your disposal. Make a 
decision. Be confident, clear, and in command of your decision. Whether 
you succeed or fail, standing by your decision will command respect. No 
one likes uncertainty or confusion. Be the source of certainty. 

Action

Parkinson’s Law states that a task “expands so as to fill the time available 
for its completion.” The same applies to decisions. Your task today:

1. Identify one difficult decision you need to make.

2. Set a clear and imminent (even uncomfortable) deadline to decide.

3. Gather three critical points in favor of each choice. 

4. Make your decision immediately. AND STICK BY IT. Do not waver.

Build the decision muscle each day. If you make the right decision, it’s a 
success. If you make the wrong decision, it’s a lesson. Either way, you win.

Go Deeper

The Price of Indecision

Third-Order Thinking
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Leadership 
Trait #5

Dependability

Theory

Get the job done, regardless of obstacles. Be on time. Don’t make 
excuses. Jerry Seinfeld, in his prime, was a very dependable comedian. 
He had a daily system in which he would mark the day on his calendar 
with a big X whenever he wrote jokes. 

His goal? “Do not break the chain.” So, he wrote new jokes every day. 
He was consistent. He was dependable. He is now known as one of the 
greatest comedians to ever live.

To be a great leader, your people must know what to expect of you. You 
are the standard-bearer. If you are inconsistent, you give your followers 
permission to be inconsistent. If you are dependable, you give them no 
choice but to meet that standard.

Action

1. Create a blank calendar for the next 30 days. 

2. Identify one high-leverage, needle-moving action you can perform 
each day. 

3. Make this your highest priority to complete every day. Don’t break 
the chain. In 30 days, where will you and your team be?

Go Deeper

Accountability is Currency

The Saltshaker Theory
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Notice that each trait is not just a one-and-done lesson. 
These are daily habits to build. 

Inconsistency is why most people fail as leaders.

Do nothing everyday: (1.00)365= 1.00

Take action everyday: (1.01)365 = 37.7
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Leadership 

Trait #6

Integrity

Theory

The stakes are too high in business, in competition, and in life 

to gamble leadership on a dishonest person.  As a leader, your 

word is bond. There is no room for sarcasm, lies, and deceit. 

When you say something, it becomes a promise you must 

keep. Each instance of dishonesty each broken promise, eats 

away at trust and credibility. And in some instances, destroys 

them altogether. 

Action

Tell the truth. No matter what. Quite honestly, if you need an 

actionable tip for this one, you aren’t ready for leadership.

Go Deeper

What Do You Do When No One is Watching?

The Fine Line Between the Leader and the Manipulator
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Leadership 

Trait #7

Tact

Theory

Fair. Firm. Friendly. No one listens to a dictator. No one listens to a 
pushover.  Find the balance between the two. Deliver the truth 
decisively but respectfully. Praise in public. Criticize in private. 

Remember the golden rule: treat others how you’d like to be treated.

Action

Tact is a tricky thing to master, as there are many personality types and 
many ways to interpret a message. But action breeds competence. So, 
this week, do each of the following:

1. Identify someone you know who is not performing up to their 
potential. Offer advice in a firm, but helpful way. Lead with a 
positive vision of what could be, not with what they’re doing wrong.

2. Identify a superior who could be approaching a problem in a more 
effective manner. In private, give them your idea and solution. Be 
direct, be clear, and be confident. 

The links below will help you understand tact in a more practical way. 
But remember, consistent action builds competence. 

Go Deeper

The Delicate Truth Principle

Lather Before You Shave
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Leadership 

Trait #8

Justice

Theory

Justice is blind. Therefore, the leader must be no different. People value 
square-shooting leaders. Be one. There is no room for favorites. There is 
no room for emotion. Justice must be objectively administered. If there is 
any hint of injustice, it can be the spark that ignites a wildfire. 

Action

1. Make a list of your 10 most important standards of personal 
conduct. How to act, how to speak, how to dress, how to 
communicate, etc.

2. Make a list of the 10 people you see the most in the workplace. 

3. Identify which standards you hold which individuals to. Then identify 
which standards you let certain people off the hook for. 

By visually pinpointing your biases, you become more capable of 
eliminating them. You become more capable of administering justice. Yu 
become more capable of leading. Systematically eliminate your biases.

Go Deeper

Balancing Life's Checkbook

The Tough Love Spectrum
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Leadership 

Trait #9

Enthusiasm

Theory

The more you know about something, the greater your interest 

and enthusiasm for it. Show your passion and excitement for what 

you do, every chance you get.  Others will naturally follow you 

because they themselves are seeking to be enthusiastic about 

something. Set a goal and give it everything you’ve got in 

pursuing it. Positive energy and enthusiasm are contagious. 

Action

What is your team or organization’s biggest unsolved problem? 

Take 1-2 hours today to propose a new plan of action: an exciting, 

unique, and ambitious plan that will reinvigorate your/your team’s 

pursuit of excellence. Attacking a problem from a novel, refreshing 

angle can both help solve it and improve morale.

Go Deeper

The Invisible Hand of Leadership

The Mimetic Theory of Leadership
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Leadership 

Trait #10

Bearing

Theory

Perception is reality. Conduct yourself with a sense of honor, respect, and 
boldness. Speak plainly and simply. Master your emotions.  Learn to 
harness your voice, gestures, and mannerisms. You are in full control of 
yourself. 

Bearing is dignity without being unapproachable. 

Action

1. Ask yourself: “what does perfection look like on an individual level?” 
Don’t let “perfection” bog you down. List the most important aspects of 
personal excellence. 

2. When you have your answers, write down what it would look like if you 
held yourself to this highest form of excellence. 

3. Make it a priority to embody the answers to this exercise, regardless of 
how difficult they may be. People are mimetic creatures. When they see 
your professionalism and composure, they will inevitably follow.

Go Deeper

Wear the Purple Tunic

The Cure for Imposter Syndrome
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Leadership 

Trait #11

Endurance

Theory

Winners never quit. Quitters never win. Every leader must have mental 
endurance beyond that of their followers/subordinates. Keep yourself fit, 
both physically and mentally. 

On your own, endurance can be difficult. It’s you against you. But with a 
group, endurance becomes easier. Other people are relying on you, so 
you cannot even think about quitting. Everyone feeds off of each other’s 
energy and determination. But it all starts with you. The leader is the pace-
setter for the team. 

Action

Mental endurance comes from withstanding difficult experiences. But if 
you lack experience, try these approaches:

1. Go to the gym: push yourself to the max today. Then beat it 
tomorrow. Aim for a personal best each day, no matter how difficult.

2. When you are tired, force yourself to stay up and study. 

3. When in competition, take on the toughest challenge.

Getting into the habit of confronting the toughest obstacles inherently 
builds endurance. There is nowhere to hide. Nowhere else to go. You’ve 
committed to leadership. People are looking to you for the energy to 
endure. 

Go Deeper

Mettle Moments

Slow is Smooth, Smooth is Fast

L E A D E R  O S  G U I D E 1 8

https://joebalcom.com/mettle
https://joebalcom.com/slow-is-smooth/


Leadership 

Trait #12

Unselfishness

Theory

Leaders eat last. 

You must be able to put the needs of others before your own. Likewise, 

you must always put the team or organization first. 

As a leader, you will become more approachable and relatable. The 

unselfish leader is the master of building trust and creating genuine 

connections. 

To be a leader, you need to understand that it’s not always about more, 

more, more for you. It’s about rewarding and empowering others. It’s 

about showing that while you have the vision and the authority, you are 

in no way better or more deserving than the team.

Action

Next time you accomplish a task, achieve a goal, receive an award, or 

benefit from some good fortune, give away the praise, credit, or 

reward to your team immediately. 

Go Deeper

Do the Dirty Dishes

Win and Help Win
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Leadership 

Trait #13

Loyalty

Theory

Loyalty is a two-way street, all the way up and all the way down the chain of 

command.  As per the golden rule, if you give someone your loyalty, they will 

give it back. Loyalty must be earned through unselfishness, endurance, 

enthusiasm, integrity, and putting every piece of this leadership puzzle 

together on a daily basis. Simply empowering others is a great way to build 

loyalty. People want to play a significant part on a mission. 

Action

Here are three great ways I’ve found to be effective in building loyalty:

1. Offer a subordinate the opportunity to contribute to a project in a role 
they may not think they are ready for. 

2. Help a member of your team significantly move the needle on 
something they are working on.

3. Defend someone who may not be expecting your support. 

There are many more ways to build loyalty. But above all, mastering this 
operating system overall will be your most effective approach.

Go Deeper

Empowerment All the Way Down

Plants, Not Commodities
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Leadership 

Trait #14

Judgement

Theory

Judgement comes with experience. How to act. How to lead. How to 
identify truth and act accordingly. It is simply weighing all the facts in 
any situation, applying each of the 13 other leadership traits, and 
making the best decision. 

Like any skill, first master the individual tactics on a conscious level, and 
over time, good judgement will come naturally.

Action

If you are lacking in experience, here are three things to do today to 
make up for your deficiency and build judgement quickly: 

1. Ask up and/or down the chain. Again, it is commendable to have 
the humility to admit you don’t know. Use the resources and 
people you have at your disposal to solve a problem. 

2. Master this leadership operating system. Commit yourself to 14 
days of action. You will undoubtedly build excellent judgement.

3. Act. There is no replacement for cold hard experience. Act 
decisively. Act often.

Go Deeper

Finding Truth in the Hall of Mirrors

The Leader Does Not Seek to Lead
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The Wrap Up
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Congratulations!

I hope you enjoyed this free leadership guide.

You now have everything you need to become a better leader. For yourself. 

For your family. For the people you work with. For the world. 

By leveraging the 14 traits in this operating system faithfully, it’s only a matter 

of time before you naturally become the unquestionable leader in any room. 

The doors that will open for you are infinite. 

The opportunities to come are innumerable. 

Commit yourself to excellence, and let’s make this world a better place.

Let’s Lead Together.

________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________ ___________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________________

Whenever you’re ready, here are 3 ways I can help you:

1. For daily leadership tips: Follow me on Twitter

2. For more self-guided resources, visit The Unparalleled Leadership Hub

3. Work 1:1 with me for personalized leadership training and accountability.
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