                                                                                                 CHAPTER  10
Stop and Smell the Roses
                                     The First Law of Executive Stamina                                       
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You are watching a NASCAR race. With 20 laps to go, one of the lead cars brushes the wall, spins, flips, bounces, and rolls to the edge of the infield. The caution flag comes out, a crew sprints onto the grass to spray fire retardant on the car, and the driver climbs from the window and waves to show he or she is unhurt. Most of the leaders pull into pit row on the next lap to gas up and change tires while the race is under the yellow flag. A few follow a different strategy.

56                     LEADING OTHERS, MANAGING YOURSELF
They skip the pits and pass the cars that are refueling, calculating that they have enough gas to finish the race. When the wreck is cleared and the starter waves the green flog, the drivers push their vehicles hard to defend their positions or to overtake the cars ahead. Those with fresh tires pick up valuable seconds. You wonder if the drivers who did not pit will be able to hang on. Will they run out of gas even when the end is within sight? You will not how the answer until each driver actually passes the finish line. 
       What about you? Ever wonder if you can hang on? Ever wonder if you can hang on? Wonder if you will run out of gas before you are done?
PACING
The secret is in pacing—building in renewal and refreshment. As a healthcare leader, you need your own personal pit row. You need to know when to slow down, to stop, to recover. And you need to know when to slow down, to stop, to recover. And you need to know how much is in your tank—how hard and how fast you can push for how long.
     “We’re wired you but we’re melting down.” So say performance psychologist Jim Loehr and coauthor Tony Schwartz in The Power of Full Engagement (Loehr and Schwartz2003, 3). For more than 30 years, they have worked with professional athletes to help them manage their energy better. As time passed, they began to consult with business people as well. What they found there surprised them, even if it does not surprise you: “The performance demands the most people face in their everyday work environments dwarf those of any professional athletes we have ever trained” (Loehr and Schwartz 2003, 8). To meet those demands takes energy—lots of it—physical, emotional, mental, and spiritual.
      According to Lehr and Schwartz, professional athletes who perform at peak levels achieve those results by alternating periods of intense effort with periods of recovery. They develop habits or rituals that relieve stress and restore focus.
       If you are a tennis fan, you may recall the routine that Ivan Lendl went through before every serve.  He “wiped his brow with his wristband, knocked the head of his racquet against each of his heels, took sawdust from his pocket, bounced the ball four times…” (Loehr and Schwartz 2003, 172). He brought down his pulse rate and respiration and recovered energy and focus. Jack Nicklaus did likewise in golf. 
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He developed a routing for alternating concentration and relaxation as he prepared to hit from the tee and then as he walked down the fairway for his next shot (Loehr and Schwartz 2003, 33-34).
          Loehr and Schwartz say that you and I need to do the same if we too want to maximize our performance. You may feel that managing a clinic or hospital is like running a marathon, but they suggest that you are better off treating it as a series of sprints rather than as one long, steady effort—that is, if you want to perform like top athletes do. You need to build periods of renewal and recovery into9 your workday and workweek. If you are running flat out all the time, you begin to lose speed and effectiveness despite your level of perceived effort. Without proper pacing, work becomes a rat race and a grind. If you are feeling flat, dispirited, or exhausted, that is a good clue that you have not established effective energy recovery rituals.
Creating a Sustainable Pace or Others
What do you do if your team shows the same signs of burnout? You as leader, have a responsibility to help manage their energy levels as well as your own. In Best laid Plans, Rouse (1994) uses hiking stories as a metaphor for managing others. Imagine that you are hiking up a long, steep mountain trait. After a while, all you see is the back of the person in front of you. After a bit more, all you see are your own feet, as your head is down from the effort and you watch yourself take one step after another.  Such effort can become grim and unpleasant after an hour or two. You start to question why you are on the mountain in the first place. A good hike leader, therefore, will plan a route that includes interesting places to take a break, to eat, to rest, or to look around. Perhaps the leader will stop in a wildflower meadow or on a rock ledge that provides a panorama of the valley so you can look back and see the progress you can look back and see the progress you have made. When you put on your pack to continue up the trail after a break like that, you will do so with more energy, a lighter step, and perhaps a smile.
      The good hike leader creates a rhythm or pace that alternates effort with refreshment. When you are leading others in healthcare, you need to do likewise. You do not want your department managers figuratively walking around with their heads down watching their own feet, just 
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trying to make it through the next week. You want to plan work so that there are breaks, times and places to feel satisfaction, and opportunities to celebrate what has been accomplished so far, even if the whole job is still incomplete. Your goal, like the hike leader, is to help your staff perform at their best. You want to make it possible for them to go further than they thought themselves capable, but not by driving them relentlessly. Instead, you plan a route that allows you and them to stop every so often and smell the roses. You enjoy the journey more, they enjoy it more, and you can get a lot more don without running out of gas.
WORK/LIFE BALANCE
Even when you figure out how to perform at peak levels at work, however, you may still find yourself unable to achieve a satisfactory balance between work and home responsibilities. This challenge has defeated many executives. Many healthcare leadership positions are 24/7. The demands and the stimulation of work may push your personal plans aside. You may find yourself referring to family and home activities as “obligations,” not as opportunities or pleasures. You feel pulled and tugged. You become distracted both at work and at home. The next step is defensiveness, and the resentment. Surely a negative spiral, if ever there was one. 
       Perhaps more than any other topic in this entire book, the issue of work/life balance depends on your frame of mind. It demands self-awareness. It requires that you know in your gut—not just in your head—what is important to you. In Chapter 1, I describe my observations as a psychologist that human beings have a significant capacity for self-deception. Look again on page 7 at the list of reasons why you may not always do the things you know you should do. Rereading them in the context of this chapter should make it clear that those are also reasons why your words and your actions may not catch when it comes to work/life balance.
 Work/Life Synergy
But wait! There is good news. Try reframing the concept of work/life balance. Think about it instead as work/life synergy. Balance is not a bad word, but it seems to imply, in this instance, work/life trade-off. Balance conjures up a picture of making compromises between work demands 
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and home demands—not fully meeting the needs of either. The word synergy, however, suggests that the two can work together to supplement and enhance each other. If the preceding section on pacing is correct, work life and home life can serve as places of renewal and refreshment for each other. An active personal life should make you fitter for work. A satisfying work life should carry over to home. This does not happen automatically, however. You need to be self-aware and recognize how you are managing your physical, emotional, mental, and spiritual energy, deliberately seeking refreshment and renewal in each sphere.
       A nurse said to me recently that she feels blessed because she looks forward to coming into work each morning and looks forward to going home each evening. I think she got that exactly right.
ASK YOURSELF
1. When the pressure is on, do you ever wonder if you can hang on ? Do you wonder if you will run out of gas before you are done? When? What kinds of situations make you feel that way?
 2. What signals tell you that you need to take a break? How do you respond to those signals?
3. Professional athletes, like Lendl and Nicklaus, have recovery rituals to enable them to regain control, energy, and focus. What about you? 
4.  A great way to renew energy is through fun and laughter. As a leader, how do you encourage fun and laughter at work?
 5. What kinds of breaks can you build in at work that will help your team appreciate their progress and become reenergized for the challenges ahead?   
6.  What things do you do outside of work that gives you the greatest satisfaction? In what ways do they help you be a better leader at work?
 7.  What things do you do simply because you enjoy them? 
LAST WORD
One of the major factors that relates to maintaining enthusiasm at work is the ability to recognize and take opportunities for leisure outside of work. When I consulted with senior executives across a broad range of industries, in healthcare and 
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otherwise, I noted that many of the most successful seemed to have hobbies that engaged their energy and attention, and in some cases, passion. I wondered how they could achieve such positive results in contrast to many of their less successful colleagues, who worked longer hours. I concluded that they approached work with greater clarity, not vigor, and more frequent bursts of creativity or insight. 
       I also saw that they frequently made ‘connections” through their leisure activities that nourished their work. Sometimes these were intuitive leaps, sometimes life lessons, and occasionally interesting people. Such connections seemed to come most frequently when they were not seeking them, however. 
       Leisure is like that. It allows you access to parts of your mind and personality that cannot be opened by a direct or logical approach. Even if it involves vigorous physical or mental activity, leisure can leave you feeling physically and psychologically renewed, more ready and more able to take on challenges. Stopping and smelling the roses can be a effective antidote to burnout and a key to success and longevity in your work.
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