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Organisations, teams and individuals have great intentions and expectations 
but in most cases we fail to realise or sustain the benefits we had envisioned. 
One of the key factors for those that successfully execute their strategy is 
the use of a structured framework to describe the strategy, identify how to 
put it into practice and manage progress. 

The conscious choices framework for personal strategy uses the renowned 
Kaplan Norton strategy mapping methodology as a foundation. Just as 
in an organisational strategy map the clear purpose identifies the reason 
why embarking on this strategy is worth the effort, the values establish the 
organisation’s culture and behaviours aligned to the purpose, the vision/
ambition establishes the destination and key outcomes, and the strategic 
objectives define the critical priorities to achieve. The same is true for 
personal strategy; clarity on personal aspirations and how these fit with 
your overall purpose, your why and your motivation provides direction. 
Confirming what you truly value provides the foundation for your strategy. 
The personal priorities are the conscious choices that you make to enable 
progress, congruent with both personal aspirations and values.  

In organisational strategy the strategic assumptions would be explored 
and established, based on the analysis of the strategic context. In 
personal strategy we need to understand old and new narratives, and the 
assumptions that we are making about our past and future potential. A 
strategy is as much about what you choose to do, as what you choose NOT 
to do, and the trade-offs that you make. Nobody has enough resources 
– time, energy, funding - to do everything, so we need to focus on the big 
priorities and our choices to make them happen.

What could be more important 
than to invest some time in personal 
reflection, in gaining clarity on 
integrated whole-of-life choices in 
order to reach our aspirations?

PERSONAL  
STRATEGY

Personal Strategy and the conscious 
choices framework uses the strategy 
mapping methodology as a foundation.
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We will use the Personal Strategy Map as a whole-of-life 
framework in which we can integrate the learning, thinking 
and resolutions that emerge as a result of the rest of the 
Homeward Bound Program. 

PERSONAL STRATEGY IS IN THREE PARTS IN TERMS 
OF DELIVERY:

PRE-WORK  
Ideally the exercises on personal aspirations form 
part of the pre-work before the sprint
PERSONAL STRATEGY SPRINT  
The working session in Ushuaia
PERSONAL STRATEGY PRACTICE  
Ongoing work individually and in groups on board 
and ongoing

1.

2.

3.
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PURPOSE &  
PERSONAL  
ASPIRATIONS
PURPOSE is the rationale, the reason, the ‘why’ for what we 
do. Being clearer on your own sense of self, what you believe 
and what’s important to you, helps you focus on your two 
most precious resources, time and energy, more effectively 
and makes the choices in the present much easier.   

Our purpose is a “fixed point” that can always be used to 
figure out where we are heading.  Even when times get tough 
it reminds us of our destination giving us direction and a 
reason to rally our energies and resources to steer us back on 
course.

We discover our purpose; it is an “uncovering” rather than a 
forced creation.  Our essential purpose is often clouded by 
the pressures and expectations of the society we are brought 
up in and the people around us, including our family and 
friends.  It can take time to unearth the false beliefs we have 
taken on board. 

Our overarching purpose tends to emerge from this 
development process. Allow the reflection and exploration that 
you do in your personal strategy to inform and clarify your 
sense of purpose during the course of this program.  

In our personal strategies, we describe our ASPIRATIONS in 
three different areas or “themes”: Self, Relationships and 
Work.  In essence we are exploring our INTENT.  

• SELF is at the core of our personal strategy. This theme 
reflects what is important for ‘me’ and not what is 
expected of me from others. It is about ‘putting your 
oxygen mask on first before helping others’ like in the 
safety instructions on board a flight.

• RELATIONSHIPS refers to our family and friends and 
the space outside of work.  

• WORK/VOCATION/SERVICE encompasses how the 
contributions we make to the organisations/people we 
work with fulfils our needs, our potential and our purpose. 
It’s sometimes worth splitting this theme into the work we 
do to finance our lives, separate from our work of service 
to the community.

The role of the themes is to provide an architecture that aids 
us in focusing our efforts and identifies trade-offs between 
our priorities. For example, a common trade-off is the one we 
make between spending time with our family and furthering 
our career.

Personal Aspirations sit at the top of each Personal Strategy 
pillar or theme in the Strategy Map.

Paradoxically, in the first instance we are better taking less 
time initially drafting our personal aspirations, identifying 
with what we feel in our gut.  This stops our brain from 
imposing our limiting beliefs and social norms.

“EFFORTS AND 
COURAGE ARE 

NOT ENOUGH 
WITHOUT 
PURPOSE 

AND 
DIRECTION.”

JOHN F. KENNEDY



ASPIRATIONS  
EXERCISES

You can complete each exercise, or choose the 
exercise which resonates best for you; for each 
exercise jot down your thoughts as they come to 
you.

ASPIRATIONS EXERCISE 1: 
WHAT REALLY FULFILS YOU?  
For each of the three major areas of your life: yourself, your relationships with others and your work/
vocation, think about the times in your life when you have felt the most alive and engaged. Keep 
coming up with new ideas, don’t impose any constraints.  

What was happening in your life when you felt fulfilled? What is it about these experiences that 
fulfilled you?  

Can you spot any patterns, recurring features?  
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ASPIRATIONS EXERCISE 2:
YOUR LEGACY  

A palliative care nurse, Bronnie Ware, summarised 
her conversations with her patients into the top five 
regrets of the dying. These are:

1. I wish I’d had the courage to live a life true to 
myself, not the life others expected of me

2. I wish I hadn’t worked so hard

3. I wish I’d had the courage to express my feelings

4. I wish I’d stayed in touch with my friends

5. I wish I’d let myself be happier

By developing a personal strategy map and practice 
you minimize the risk of getting to the end of your 
life and having regrets. It’s about living the life and 
being the person that you aspire to be by making 
conscious choices and aligning every day activities, 
behaviours and decisions.

Imagine that you are giving a eulogy about 
yourself at your own funeral. Consider the following 
questions.

What are you saying about yourself? How did 
you fulfil your potential/your purpose/your 
dreams for yourself, in your relationships 
with others and in your work/vocation?

Consider the five regrets of the dying. Did you meet 
everyone else’s expectations or your own? Did you 
spend your time and energy on the things in life 
you now realise were really important, or did you 
waste your time on urgent yet insignificant activities, 
postponing the real priorities? Did you fulfil your 
dreams or your perceived duty? Did you regret doing 
the things that you have done, or the things that you 
did not do? Did you find the courage to be true to 
yourself? Were you happy?

WHAT IS THE DIFFERENCE BETWEEN WHAT 
YOU WOULD SAY IF YOU WERE GIVING THE 
EULOGY TODAY AND WHAT YOU WOULD LIKE 
TO SAY ABOUT YOURSELF AT SOME FUTURE 
TIME? 

Write down what you would aspire to say about 
yourself.



ASPIRATIONS EXERCISE 3:
WHAT IS REALLY IMPORTANT 
IN YOUR LIFE?  
If you only had a year to live, what would you consider to be your most important priorities?

What about if you had a month to live?

What about a day?

What does that mean in terms of making your life worthwhile? Consider ways in which you could be 
of service or what you currently do with the intent of serving more.
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ASPIRATIONS EXERCISE 4:
FIVE WHYS  
Ask yourself “why” five times to the answer to these questions:

• SELF: Why do you aspire to be better?

• RELATIONSHIPS: Why do you want to reshape your relationships?

• WORK/VOCATION: Why do you do what you do? Or, why do you want to do something 
different?

From all that you have written, ask yourself why is this important to you?  And is it important 
enough to make the requisite changes and investments in your life to reach your aspirations?

Summarise your thoughts in the table below: 

RELATIONSHIPS SELF WORK
My aspiration is...

What this means for me...

What this means for others...

How will you evidence your 
aspiration in the next year?

My aspiration is...

What this means for me...

How will you evidence your 
aspiration in the next year?

My aspiration is...

What this means for me...

How does this align with and 
contribute to my organisation’s 
purpose and goals?

How will you evidence your 
aspiration in the next year?

CONSIDER WHETHER 
WHAT YOU HAVE  

WRITTEN IS WHAT 
YOU THINK THAT YOUR 

ASPIRATIONS SHOULD BE 
VERSUS WHAT YOU WANT 

THEM TO BE.



SOME EXAMPLES  
PERSONAL ASPIRATION 
STATEMENTS FROM  
PERSONAL STRATEGY 
MAPS
RELATION-
SHIPS
• “Be the best parent, partner, sibling, friend 

that I can be.” This is quite a typical aspiration 
particularly when our families are young and 
requiring a great deal of attention in our lives. 
It is worthwhile reflecting on how much of this 
aspiration is defined by the expectations of 
others, our culture, or our perception of what a 
good parent/partner/sibling/friend should be. 
For one person this aspiration evolved somewhat 
differently when she questioned herself on what 
her real purpose was in her relationships using 
the Five Whys tool. She was asked why she 
wanted to be the best…that she could be, asking 
why to each of the subsequent answers five 
times, until she ended up with an aspiration of 
“Love and be loved.” Other examples are:

• “Be valued and loved by family and friends.”

• “To be loved, supported and to love.”

• “To be a supportive & loving wife, mother, 
sister and friend.”

• “Be a great partner to my husband; love and 
give to those that matter.”

• “That my personal relationships are supportive, 
helping me to be more than I am today.” 
This individual felt that he had strong and 
mature family relationships and friendships 
and his aspiration was that because of these 
relationships he could continue to grow as a 
person and in return he could contribute more to 
them.

• “Make time to have meaningful relationships.”

• “Be fulfilled by enriching peoples’ lives in every 
interaction.”

SELF
• “Live a life of exploration, growth and joy.”

• “Relax, be happy, engage my passions, and 
embrace life fearlessly.”

• “To be happy with who I am.”

• “Be my best self for myself.”

• “Live life as a joy-filled adventure.”

• “Lead a curious, compassionate, loving and 
balanced life.”

• “Feel good in myself and stand tall.”

WORK
The work aspirations are typically more specific 
to the role that you play within your organisation/
vocation, whether you are working, retired, taking 
a break from work and the stage of your career. 
The aspirations in this theme identify how you self-
actualise, considering why you do the work you 
do, or the work that you want to do, identifying 
how you contribute and what benefits are derived. 
The aspiration for your work may encompass the 
contribution you make to society, the community 
and individuals (for example through mentoring or 
donating your time to charitable causes such as 
Homeward Bound.)
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VALUES
A value is a deeply held belief about something that has 
meaning to you. Whether you are consciously aware 
of your values or not, they still guide your actions. Big 
and small choices are made all the time because of the 
largely unconscious power of our values to guide our 
decisions. 

Values shape who we are in life. Nurtured and 
supported, they help us become more of who we want 
to be. Values starved and forgotten cause us to perhaps 
become less of who we really are. The clarity with which 
we understand our values and the depth of feeling we 
have about them is reflected in the energy we must 
follow through with things that we want to achieve in 
life. 

The more focused we are on what is important to us – 
what we value – the higher the probability that we will 
pursue it. When purpose and values come together, they 
not only tell us what direction we are heading in, but 
why it is important for us to do so, guiding the conscious 
choices that we make.

“Just as your car runs more smoothly and requires less 
energy to go faster and further when the wheels are 
in perfect alignment, you perform better when your 
thoughts, feelings, emotions, goals and values are in 
balance.” Brian Tracy

A greater understanding of our values also helps us to 
recognise the different values of others and be more 
open to different ways of doing things.  It can also help 
us identify quickly the tell-tale signs that they are being 
trodden on and so take pre-emptive action.

The next stage of our 
Personal Strategy is to 
identify the critical three 
values that guide us every 
day for each theme. These 
will guide our decisions 
and drive us towards our 
purpose.

 “PEOPLE CAN'T 
LIVE WITH CHANGE 

IF THERE'S NOT A 
CHANGELESS CORE 

INSIDE THEM. THE 
KEY TO THE ABILITY 

TO CHANGE IS 
A CHANGELESS 
SENSE OF WHO 

YOU ARE, WHAT 
YOU ARE ABOUT 
AND WHAT YOU 

VALUE.”
   

STEPHEN R. COVEY



“JUST AS YOUR CAR 
RUNS MORE SMOOTHLY 

AND REQUIRES LESS 
ENERGY TO GO FASTER 

AND FURTHER WHEN 
THE WHEELS ARE IN 

PERFECT ALIGNMENT, 
YOU PERFORM BETTER 

WHEN YOUR THOUGHTS, 
FEELINGS, EMOTIONS, 

GOALS AND VALUES ARE 
IN BALANCE.” 

BRIAN TRACY
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VALUES EXERCISE:  
WHAT IS IMPORTANT TO ME 
IN MY LIFE?

• If you have values cards: Spread the values cards in front of you without laying them out in any 
particular order. 

• If you have values printed on a page: print it out on A3 and lay it in front of you.

Scan the cards intuitively and select 10 values that you believe and feel that you would not do without. 
Either take these 10 cards and lay them in front of you or write the values on post it notes/separate 
pieces of paper. 

Take any two cards/post it notes of the ten and ask yourself which value is more important than the 
other. Continue this forced ranking process for all 10 values until you have placed them in order of 
importance. Fill in your ranked list of values in the table below in the first column. 

Then repeat the process for what you feel is important in your work and in your relationships/home life. 

Complete the other two columns in the table with the ranked values.

FOR MYSELF  
I  VALUE. . .

AT WORK  
I  VALUE. . .

AT HOME / IN MY 
RELATIONSHIPS  
I  VALUE. . .

1 1 1
2 2 2
3 3 3
4 4 4
5 5 5
6 6 6
7 7 7
8 8 8
9 9 9
10 10 10



REVIEW THE TOP THREE VALUES IN EACH COLUMN 

• Consider why these values are consistent or inconsistent. 

• The top three values in each theme will be the ones that we will use and define 
further in the Personal Strategy Map.

“TELL ME 
WHAT YOU PAY 

ATTENTION 
TO AND I WILL 

TELL YOU WHO 
YOU ARE.” 

JOSÉ ORTEGA Y GASSET.
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VALUES  
EXERCISE 1: 
VALUES  
EXPLORATION
For each of the top three values:

1. Recall a time when you really lived this value. 
How important is this value to you in your future? 
Does this value reflect a past narrative or future 
potential?

2. How does it feel if this value is not honored by 
others? Are you prepared to make choices based on 
upholding this value?

3. How will this value guide the choices that you make 
towards your personal aspirations?

4. What could you stop doing to better support this 
value?

5. What could you start doing to help you 
demonstrate this value better?

VALUES  
EXERCISE 2: 
BEHAVIOURS 
EXPLORATION
This exercise takes time. Think about this carefully and 
endeavour to identify concrete and specific behaviours, 
not describing one value with another value. For each of 
the top three values identify the behaviours that either 
support or undermine the value.

How much of your time/energy is expended in positive 
vs negative behaviours around your top three values?



VALUE -  
SELF

POSITIVE/
SUPPORTING 
BEHAVIOURS

NEGATIVE/
UNDERMINING 
BEHAVIOURS

VALUE -  
RELATIONSHIPS

POSITIVE/
SUPPORTING 
BEHAVIOURS

NEGATIVE/
UNDERMINING 
BEHAVIOURS

VALUE -  
WORK

POSITIVE/
SUPPORTING 
BEHAVIOURS

NEGATIVE/
UNDERMINING 
BEHAVIOURS
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Sometimes doing this exercise identifies two values that mean the same in 
behaviour, or possibly a value that you cannot define in behaviour. If two 
values mean the same, then choose another value. If you have a value you 
can’t define choose the closest value to it, which you can define in behaviour.

Having reflected on these questions /
exercises, make any adjustments to 
the ranking. Once we have explored 
the relationship of our values to 
the strategic priorities we identify 
in the Map, we will make a further 
prioritisation of the top three values to 
go on the front of the Strategy Map.



PERSONAL  
STRATEGY MAP
Personal strategy, like organisational strategy, is 
about making the conscious choices about what you 
will do, and what you will NOT do. When we focus 
our key resources, energy and time, on the most 
important priorities we are more likely to realise our 
promised potential. We cannot do everything, so 
we need to make trade-offs in the different parts of 
our lives. Once those trade-offs become conscious 
choices, aligned with our values and in the direction 
of our aspirations any guilt, regret or sense of 
compromise evaporates. 

In our Personal Strategy, these choices are 
articulated as a ‘statement of intent’ (or ‘Big 
Rocks’). These statements describe outcomes that if 
successfully acted on will deliver the biggest impact 
on us achieving our aspirations.

For each of our three themes (Self, Relationships 
and Work) we identify three statements of intent 
supporting our aspiration. This imposed limit helps 
us to think through what is important to us and what 
we need to stop focusing our efforts on. We are 
committing to invest our personal resources (time, 
energy, emotion, external support, funding) and 
make trade-offs to achieve them. When creating 
statements of intent, a question to ask is “Am I willing 
now to make the investment required to make a 
positive difference on this topic?”

The process of developing the priority statements 
of intent and the iteration of the language after 
experimentation and reflection is as important as 
creating the Personal Strategy Map itself. Getting 
the statements succinct and meaningful usually 
takes time and percolation but the process of getting 
the language crisp helps you really think through the 
words carefully, making it meaningful and relevant to 
you, and not something that just sounds good. Don’t 
be tempted to copy statements from others’ maps. As 
has been said by many, including Winston Churchill: 
“If I had more time I would have written a shorter 
letter.”

The next step is to identify the top three priorities 
which will support your aspirations in each theme 
and create our nine statements of intent, and then to 
consider our financial/funding objectives which will 
enable us to make this personal strategy happen. 
This is hard work. It’s supposed to be.

We have explored the key elements of our 
INTENTION. The next stage will define what we pay 
ATTENTION to and then take ACTION.

“HALF THE 
LEADERS I HAVE 

MET DON’T NEED 
TO LEARN WHAT 

TO DO, THEY NEED 
TO LEARN WHAT 

TO STOP.”  
PETER DRUCKER.

“SIMPLICITY IS 
THE ULTIMATE 

SOPHISTICATION”
LEONARDO DA VINCI

“THINKING IS THE HARDEST WORK 
THERE IS, WHICH IS PROBABLY 
THE REASON WHY SO FEW PEOPLE 
ENGAGE IN IT.” 
HENRY FORD
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MANAGING THE ROCKS…
A professor stood before her philosophy class and had some items in front of her. 
When the class began, wordlessly, she picked up a very large and empty jar and 
proceeded to fill it with rocks. She then asked the students if the jar was full. They 
agreed that it was.

So the professor then picked up a box of pebbles and poured them into the jar. She 
shook the jar lightly. The pebbles rolled into the open areas between the rocks. She 
then asked the students again if the jar was full. They agreed it was.

The professor next picked up a box of sand and poured it into the jar. Of course, the 
sand filled up everything else. She asked once more if the jar was full. The students 
responded with a unanimous "yes."

The professor then produced two cups of coffee from under the table and poured the 
entire contents into the jar, effectively filling the empty space between the sand. The 
students laughed.

"Now," said the professor, as the laughter subsided, 
"I want you to recognise that this jar represents your 
life. The rocks are the important things - your God, 
family, your children, your health, your friends and 
your favourite passions - things that if everything else 
was lost and only they remained, your life would still 
be full. The pebbles are the other things that matter 
like your job, your house, and your car. The sand is 
everything else - the small stuff.” "If you put the sand 
into the jar first," she continued, "there is no room for 
the pebbles or the rocks. The same goes for life. If you 
spend all your time and energy on the small stuff, you 
will never have room for the things that are important 
to you. Pay attention to the things that are critical to 
your happiness. Play with your children. Take time to get 
medical check-ups. Take your partner out to dinner. Play 
another 18. There will always be time to clean the house 
and fix the disposal.

Take care of the rocks first, the things that really matter.  
Set your priorities. The rest is just sand."
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STATEMENT OF INTENT EXERCISE:
WHERE ARE MY PRIORITY AREAS 
OF FOCUS?
DEVELOP THE STATEMENTS OF INTENT FOR 
EACH THEME AND WHAT THEY MEAN. 

Consider what is important for you to prioritise 
within each theme. 

Keep the statements of intent high level. They should 
not describe a target or an action plan. Consider 
more about ‘being’ and less about ‘doing’. Typically 
the statement should start with an active verb to 
indicate movement and expected progress/change. 
Keep the language clear, concise and make the 
intent worth the effort. 

As you develop these statements, capture your 
ideas, thoughts and feelings as much of this content 
will contribute to the definition of the statement of 
intent in the next stage. Use the ‘definition’ pages as 
a place to collect your notes together. It is unlikely 
that you will find the succinct way to articulate 
your statement of intent in the first draft and it will 
emerge from your reflections and as you clarify your 
thinking. 

Typical questions to consider when identifying topics 
in each theme:

RELATIONSHIPS/HOME/
FAMILY

How you will invest in your non-
work relationships?

• Relationship with spouse or 
partner

• Relationship with children

• Relationship with parents 
and wider family members

• Relationship with friends

• Role of home

• Relationship with a 
community

SELF

 
How you will invest in yourself? 

• Health and wellbeing

• Nutrition and fitness

• Personal growth and 
learning

• Spirituality

• Hobbies

• Living life to the full

WORK/CONTRIBUTION

 
How you will invest to be 
successful and fulfilled in your 
career/vocation? 

• This theme is particularly 
context dependent on, 
for example, whether you 
work for a corporate, 
are an entrepreneur, an 
independent working in 
a network, are retired, in 
education or contribute 
to a cause or charity etc. 
The topics for the priorities 
will reflect this context. 
Consider your role and 
contribution to Homeward 
Bound
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SOME EXAMPLES  
OF PRIORITY STATE-
MENTS OF INTENT
SELF THEME
With a demanding multifaceted life, it is our Self 
theme that often gets squeezed as our work and 
family relationships take precedence. This is our 
opportunity to expand the focus on our core strategy 
for ourselves. One of the most important things to 
consider with this theme is what limitations you are 
imposing on yourself. Often we define ourselves and 
who we need to be based on the expectations, beliefs 
and traditions of others. Sometimes we bury our 
true selves and have created a ‘packaging’, a story 
that we tell about ourselves that suits the needs of 
our environment. Limiting beliefs about ourselves will 
justify why we shouldn’t try and be something else. 
Here it is important to challenge those expectations 
and beliefs in order to consider who we are and what 
we want for ourselves. The priorities in this theme 
more than any other must be things that you WANT, 
not what you think you SHOULD be/do.

• A typical priority in this theme is around health 
and well-being. In order for this to not just be 
another resolution to diet and get fit it must be 
clearly linked with the personal aspiration and 
the WHY you WANT to do this. For example, one 
individual with some serious health and weight 
issues that significantly impacted her sense of 
self identified her personal aspiration as being 
happy with who she was. This meant that the 
statement of intent:  “To invest in my health and 
well-being” had real meaning for her and she 
put impactful actions in place to achieve it. After 
years of not being able to have any impact on 
her weight, she has made real progress. Other 
examples are:

• “Practise self-love for my body and mind.”

• “Strengthen my physical self.”

• “Pace myself and give self space for   
 recovery and fitness.”

• “Feel well through a healthy lifestyle.”

• “Treat my body like a temple, filling it with  
 the fuel that it deserves.”

• “Make fitness and flexibility part of my   
 everyday.”

• Another typical priority in this theme is to be 
more of myself and to do more with my life and 
not live a life of regrets. This is where individuals 
describe how they want to break free from being 
consumed with dutiful loyalty to embedded 
perceptions and be more congruent with their 
purpose. Often individuals commit to creating 
more time and space for themselves, and their 
joy. For example:

• “Nurture the creative soul.”

• “Be my best self.”

• “Live life as a fabulous adventure and have  
 fun.”

• “Attend to the meaningful and meaningless.”

• “Prioritise my personal space.”

• “Plan and make time to do stuff, go places  
 and write my book.”

• “Increase my confidence to make the most of  
 life’s opportunities.”

• Learning and growth often gets in the top 
priorities. For example:

• “Constantly explore new places, experiences  
 and knowledge”

• “Become more competent in practical   
 things.”

•  “Prioritise and plan my personal   
 development.”

• “Stay curious; keep exploring.”

• “Be more self aware and at ease in different  
 environments.”

• “Build learning into my day as a routine.”



RELATION-
SHIPS THEME
The priorities in this theme will depend on where you 
are in your life, what relationships outside of work 
are important to you, and where you want to invest 
your time and energy to fulfil your aspiration. You 
may want to focus entirely on family I this theme 
or broaden it out to include other relationships. 
Once again it is important to challenge perceptions 
on what it means to have fulfilling relationships. 
Ask yourself: “Are these priorities what I think I 
SHOULD be focused on or where my energy is best 
invested to generate the stated aspiration?” Don’t 
be tempted to create a statement of intent for every 
group of relationships, particularly when you are 
comfortable with where you are at with some of 
those relationships. Consider where you need to 
invest more energy and time to fulfil your personal 
aspiration, or to take it to the next level of self 
actualisation. 

• Typically we see priorities around spending more 
quality time with people that matter in our lives, 
whether it is a partner/spouse, children, family 
members or friends. It is interesting that often 
people will make a statement of intent around 
investing more time with friends that they have 
maybe lost contact with, or don’t have enough 
time for. In some instances, when going through 
the exercise of prioritising where they will invest 
their time and energy, there is a realisation that 
this is a ‘nice-to-have’ and not as important as 
other relationships. For example:

• “Co-create friendships that are supporting,  
 loving and fun.”

• “Spend enough time with friends where there  
 is mutual appreciation.”

• “Stay connected with family and friends.”

• “Develop nourishing relationships where we  
 grow together.”

• “Make more time for friendships.”

• “Enjoy fulfilling and loving relationships.”

• “Have strong relationships with family and  
 friends.”

• Other example priorities in this   
theme are:

• “Play my part in creating a strong family  
 unit based on unconditional love and   
 respect.”

• “Provide a loving home where we all thrive.”

• “Be in the room with [my husband and   
 daughter].”

• “Spend more time with, and make more time  
 for [my husband].”

• “Be at peace with my extended family.”

• “Prioritise precious time with the people that  
 matter.”

• “Sort communication with parents.”

• “Support the kids to be happy and get to  
 where they want.”

• “Be present in each interaction.”

• “Be a better listener.”

• “Support [kids] to realise their potential.”

• “Be a part of [my grown up kids’ and   
 grandchild’s] life.”

• “Be in a strong loving relationship.”

WORK THEME
The priorities in the work theme will be dependent on 
your role. You may be retired, or taking time out of 
work (voluntarily and non-voluntarily), or work may 
not be an area of focus in your life so you find other 
opportunities to fulfil your aspirations in this theme. 
In this case, your focus will be more on where you 
contribute and your vocation. If you are looking for a 
new role, your priorities could reflect what attributes 
you are looking for in your next move and your 
development to get there. Your priorities will reflect 
your position and the stage of your career if in a 
large corporate or institution, or if you run your own 
business your priorities will be very closely aligned 
with your business objectives. In this theme we will 
be taking account of how closely work priorities align 
with the values, aims, objectives and priorities of the 
organisations we work within or contribute to. Some 
examples:

• One individual aspired to be “recognised as 
a valued CFO – the person you want on your 
team.” In the knowledge that she was likely 
to leave her current organisation within 2-3 
years, her work theme strategy centred on 
being excellent in her current role while she was 
incumbent, and to prepare herself for her next 
move. Her priorities are: “To deliver the financial 
direction the business needs;” “To be future 
ready;” and “To make a positive difference to the 
x industry.”

• Another individual aspires “To be a great 
and inspiring leader.” She had recently been 
promoted to be the regional head of a thriving 
global business, something that had taken a 
great deal of courage to do. Her priorities in this 
new role are: “To be a better communicator;” “To 
use my time more purposefully;” and “To be a 
good mentor to create a stronger team.”

• Another individual is an independent journalist 
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and writer. She aspires to “Produce work that has 
impact, is personally fulfilling, and financially 
supporting into later years.” Her priorities are “To 
monetize personal stories and experiences beyond 
business writing to build annuity-based income”; 
“To develop publishing strategies for non-client work 
and get disciplined about regularly allocating time 
to non-client writing”; and to “Seek out symbiotic 
partnerships.”

• Another individual is a senior leader in a large 
corporate organisation. Her aspiration is around 
having a “Conscious career.” This is significant for her 
because she has been in the organisation for a long 
time, taking on more significant roles. Her reputation 
for extreme commitment to her job and her capability 
has resulted in her ending up in a position which 
has untenable compromises for her own health and 
the happiness of her family. Her priorities included 
being “Courageous”, “Connected”, and “Creative.” 
Her conscious choices resulted in her renegotiating 
her role to be more congruent with her aspirations 
and supporting her priorities in the other themes. She 
needed a great deal of courage to execute on this as 
it meant very significant changes for her role and her 
family, and presented a most creative solution to her 
challenges. 

• Another individual has recently retired and exploring 
his options for his vocation of the future in a new 
environment. He aspires to be “Active, valued and 
able to contribute.” He has articulated his priorities 
as to “Be part of something I can add value to”; “To 
continue to learn”; and “To support others to achieve 
their objectives”.

ENABLERS
Once you have identified your priorities in each of 
the themes, review the map as a whole. Are you being 
unrealistically ambitious, or overly conservative? Consider 
what you need to have in place in order to make them 
happen. This could relate to having the capacity, the 
financial means, emotional resilience, physical ability, 
support from a friend, or right environment.

1. CAPACITY — Do you have the physical capacity to do 
everything above? What will it mean in terms of investment 
of time and energy? How will you create that capacity? 
How might it affect your choices?

2. FINANCIALLY — Consider what you have chosen 
above will mean in terms of financial investment. Will 
you need to do some financial planning, investment or 
financial management to enable your choices? Do you 
need to create a budget to manage, do you need to make 
some savings or reduce costs by changing your cost 
model, or change your income streams? 

3. EMOTIONALLY — Consider how your mental state will 
impact the success you will have in making the change 
that you seek. Are you ready to take the actions associated 
with the conscious choices you want to make, and the 
changes that it will entail? If you know that something is 
going to trigger you emotionally, you may want to seek 
help to support you through the journey.  For example, if 
my conscious choice is to develop a caring relationship 

with a new partner, or to improve an existing relationship 
with a parent, I may identify that to enable this, I need to 
strengthen my mental resilience and make sure that I am 
ready to put myself in situations that could trigger a less 
than constructive response. 

Consider competing commitments. Has your brain become 
wired in a certain way as a protection from something 
that happened in the past, an unconscious commitment 
that might stop you from achieving your conscious 
commitments? In their book ‘Immunity to Change’ Robert 
Kegan and Laskow Lahey give great insights on how to 
uncover those mental models that hold us prisoner and 
resist change. 

Who could act as a support, critical friend, mentor or 
guide on your journey?

4. PHYSICALLY — You may have physical barriers to 
reaching your goals, such as a back injury, fitness level, 
health or sheer exhaustion. Consider whether you are 
addressing these issues positively so that you are in a 
position to be successful. 

5. ENVIRONMENT — Don’t let the environment ‘punch 
you in the face’ and stop you in your tracks. Change, 
manage or avoid destructive environments. Consider what 
changes may need to be made within your environment to 
enable your success and not undermine it.



DEFINING AND DEVELOPING  
PERSONAL STRATEGY
We have now finished our sprint to articulate 
a first draft of the strategy map. 

Developing the detail of the personal strategy is 
fundamental to internalising your commitments, 
and the basis from which you will manage making 
it happen.  The next step is to reflect on the choices 
we made during the sprint.  We do this by defining 
what each of these components mean to us, thinking 
about the resources (time, energy, funds) you are 
committing to investing in making this a reality. 
Sharing your personal strategy map with people 
whose counsel you trust and respect is also a 
valuable part of this process. 

The notes that we took while developing our personal 
strategy map are a basis and input into this next 
stage. The iteration of the strategy map and 
definitions pages is as important as the end result, 
and this will take time and reflection. But we need 
to start somewhere. A helpful way of facilitating this 
reflection is completing the theme templates. In these 
we define our priority statement of intent and our 
values in more detail, as well as starting to consider 
what changes or actions we need to take to make 
progress against this priority.

We will also revisit the values that we prioritised 
earlier on in the sprint. You should have chosen three 
values associated with each theme. They may be the 
same or different. Having clarified your aspirations 
and priorities, we will define what these priorities 
mean to you in the context of your conscious choices 
in this theme, checking that these values are the 
most important to guide your conscious choices in 
the future and are not linked to past narratives. It 

is not unusual to make adjustments to the chosen 
values when we define what they mean to us. If 
you are having difficulty in defining your value in 
the context of the theme, challenge yourself as to 
whether this is a true value and congruent with your 
priorities. If you are confident in your value, and it 
is not congruent with your priorities, challenge your 
conscious choices. Expect to iterate and refine from 
your reflections and inspirational insights about 
yourself and your aspirations. 

“THINGS 
THAT MATTER 

MOST SHOULD 
NEVER BE AT 

THE MERCY OF 
THINGS THAT 

MATTER LEAST”
GOETHE
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WHAT DOES THIS REALLY MEAN? 
EXERCISE IN DEVELOPING  
PERSONAL STRATEGY AND  
CLARIFYING WHY THE PRIORITIES 
WE HAVE LISTED ARE CONSCIOUS 
COMMITMENTS.
This process is designed 
to clarify and test your 
thinking on your priorities. 
Don’t skip it (especially 
if you are a 4MAT 1/4).

In the first instance, use the template to capture your 
notes, learning from other sessions and thinking, 
even if you cannot articulate it well at this stage.  
Utilise the work that you have done in developing 
new narratives for yourself and setting visibility 
goals, along with the insights from the leadership 
program and your journaling. 

1. Insert your aspiration statements, priority 
statements and top three values for each theme 
into the template on the left hand side

2. In the ‘what this means’ section write down the 
story behind the priority. For example:

• Why is this important? Describe how it feels

• What will you change or emphasise?   
 Describe the benefit

• How will you evidence that you are putting  
 this priority into practise? Describe the   
 outcomes or what you would be doing really  
 well

If you are finding it difficult to put any substance 
behind the priority, it is possibly too superficial or a 
short term action.

In the Relationships Theme, also consider the impact 
of your priority on your relationship with relevant 
others. Consider how your choices have impacted 
your relationships in the past, and how you might 
want to reshape them to fulfil your aspiration. What 
motivation do you have to change? 

In the Work/Vocation Theme, also consider what 
this means and how your priority aligns with the 
relevant organisation strategic priorities. Do you 
want to change to be a better contributor/leader?  
What changes may you need to make to gain 

greater alignment? What are the trade-offs? Working 
through this should provoke you to assess how 
congruent your priorities are with the work context 
that we are in, or want to be in.

Iterate the words in the priority statement as you 
develop the definition and clarify your thinking. 

1. Values. From the previous values elicitation 
exercise you will have explored supportive 
behaviours associated with each of your top 
values. Use this input, and do the exercise for all 
nine values. 

For each value, define what it means in the 
context of your priorities and aspiration by 
theme. Test that you have chosen values that will 
underpin your decision making for your current 
and future priorities, supporting your new 
narrative, not priorities of the past. Really test the 
substance of your choice of value.

In the Work Theme, assess whether the values 
that you have identified here are complimentary 
or in conflict with your work context values. How 
important is this and are there implications? 

Remember, this is a reflective and iterative 
process if done properly. It may take you some 
time to get to the first version, and then don’t be 
afraid of continuing to revise and refine your map as 
you continue to learn and clarify your choices.

Capture the refinements that you have made to the 
statements of intent in the overall map. Consider 
your top three values to put on the front of the 
strategy map; enter them into the pink blocks in the 
Values Perspective.

1

2

3



ALIGNING WITH  
ORGANISATION  
STRATEGY
1. Identify the strategic objectives from your organisation’s strategy:

• What are the main outcomes and targets? (Mission, financial, customer  
 expectations)

• What does the organisation have to excel in/improve/change in the  
 short/medium/long term in order to deliver on the outcomes and   
 ambition?

• What are the key enablers? (Talent, capability, leadership, culture,  
 organisation structure)

2. How do you contribute to the organisation’s strategy?

3. How can you better fulfil your aspiration by being a better leader/
contributor to the strategy?

4. Are there any areas where there is a lack of alignment or congruence?
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RELATIONSHIPS  
/ FAMILY SELF WORK /  

VOCATION

PRIMARY VALUE:

This means that...

PRIMARY VALUE:

This means that...

PRIMARY VALUE:

This means that...

Congurence with organisational values:

SECONDARY VALUE:

This means that...

SECONDARY VALUE:

This means that...

SECONDARY VALUE:

This means that...

Congurence with organisational values:

TERTIARY VALUE:

This means that...

TERTIARY VALUE:

This means that...

TERTIARY VALUE:

This means that...

Congurence with organisational values:

VALUES  
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ASPIRATION WHAT THIS MEANS FOR ME AND OTHERS
This means that...

For others this means that...

It will be evidenced by...

PRIORITIES WHAT THIS MEANS FOR ME AND OTHERS
For me this means that...

For others this means that...

For me this means that...

For others this means that...

For me this means that...

For others this means that...

ENABLERS WHAT THIS MEANS

RELATIONSHIPS/FAMILY THEME  
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SELF THEME  
ASPIRATION WHAT THIS MEANS FOR ME

This means that...

It will be evidenced by...

PRIORITIES WHAT THIS MEANS FOR ME
This means that...

This means that...

This means that...

ENABLERS WHAT THIS MEANS
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WORK/VOCATION THEME  

ASPIRATION WHAT THIS MEANS FOR ME WHAT THIS MEANS FOR MY 
ORGANISATION

This means that...

It will be evidenced by...

PRIORITIES WHAT THIS MEANS FOR ME HOW DOES MY PRIORITY ALIGN WITH 
MY ORGANISATION'S STRATEGY?

This means that...

This means that...

This means that...

ENABLERS WHAT THIS MEANS
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Check that the conscious choices that you have identified are 
really congruent with your personal aspirations and values. Are 
you absolutely committed to them? This requires exploration 
within each theme. It is worthwhile to provoke your thought through 
reading, seminars, discussion with trusted advisors, and testing your 
new ideas.

EXERCISE:  
TELLING YOUR  
STORY
The purpose of this exercise is to test the substance of your strategy 
map by telling the story of your strategy to others in a small group, 
gaining challenge to your thinking and input and suggestions 
on things to give further consideration. It is important that when 
you assess the overall strategy map, you consider the trade-offs 
between each theme. This is a key part of the process and there is 
time allocated in the programme schedule for this activity to happen 
several times.

1. Working in small groups of 2-4 people, summarise the story of 
your strategy in each theme and describe it to your coaching 
partners (you can use the template or just do it verbally)

2. Coaching partners provide constructive and supportive feedback 
on:

a. Feasibility and likelihood that it really reflects a commitment  
 to invest in these priorities

b. Substance – is it well defined and long term or a series of  
 actions?

c. Congruent – values, priorities and aspirations are aligned

d. Trade-offs between the themes are explicit and understood

e. Ideas to consider to include, exclude or refine

“THERE’S ALWAYS A STORY. 
IT’S ALL STORIES REALLY. THE 
SUN COMING UP EVERY DAY 

IS A STORY. EVERYTHING’S 
GOT A STORY IN IT. CHANGE 

THE STORY, CHANGE THE 
WORLD.”

TERRY PRATCHETT - A HAT FULL OF SKYPHOTO - WITH THANKS TO DR MARY-ANNE LEA
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TEMPLATE - PERSONAL STRATEGY MAP STORY

ASPIRATIONS

PRIORITIES

RELATIONSHIPS

MY PURPOSE:

SELF WORK

VALUES


