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The future you want to create is waiting for you. Your team, your organization, and 
your community need the best version of you. It's time to start building it. Be as ready 
as you can be. 

Because leadership is not about having all the answers. It's about asking better 
questions, staying curious, and never stopping your commitment to growth and positive 
change. 
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Hi Friend! 

 

Thank you so much for asking me about what I think the five essential habits of 
transformational leaders are.  This document is what I regularly share with my clients. 

As a warrior for the planet, righter of justice or doer of all things good, your road is a 
bit more challenging than those in the traditional business space. And if you lead your 
own business or a team in business, it can feel downright overwhelming.  I know.  

In my career, I often sat at the boardroom table, playing the role of CEO and managing 
competing priorities.  In the beginning, most days, I did NOT get it right.  It was only 
after I tried and failed a few times that I figured out what the better way forward was.  
Same with my own business.  Initially, I did not get it right.  More mistakes were made 
until, finally, the wins started stacking up. 

What I offer you here is the result of leading 60 acquisitions, selling off 10 companies, 
re-engineering more than 30 different projects (corporate speak for pretty big change 
programs), selling ideas, not products, guiding clients from start up to scale up, taking 
one client through bankruptcy, empowering teams of ten to thousands and creating 
millions and millionaires along the way. That and a lot of mistakes, screw ups and 
failures. (Often called ‘lessons’ these days.)   

I promise you, none of this is super easy.  And yet, it can all be mastered and has the 
potential to make you wildly successful.  Please spend 30 minutes reading it.  If you'd 
like to discuss your specific situation and how to move forward, please don't hesitate to 
reach out to me. 

Wishing you buckets of success!  
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Introduction: Why Transformational Leadership 
Matters More Than Ever 

The world is changing faster than ever before. Technology is reshaping 
how we work, climate change is forcing us to rethink everything, and 
people want more meaning from their jobs. In this environment, the old 
ways of leading simply no longer work. 

Traditional leaders used to focus on control. They made all the decisions, 
told people what to do, and measured success by how well people followed 
orders. This worked when change was slow and predictable. But today's 
world is different. It's messy, uncertain, and full of surprises. 

That's where transformational leaders come in. Instead of trying to control 
everything, they inspire people to be their best selves. They don't just 
manage what exists – they help create what's possible. They understand 
that the biggest challenges we face can't be solved by one person giving 
orders. They need everyone's creativity, passion, and commitment. 
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Transformational leaders are superior to old-style managers because they: 

• Inspire rather than control – People work harder when they 
believe in what they're doing 

• Adapt quickly – They're comfortable with change and help others 
embrace it too 

• Build capability – They make everyone around them better, not 
just more obedient 

• Think long-term – They're focused on creating lasting positive 
change 

• Connect with purpose – They help people find meaning in their 
work 

The five habits we'll explore in this guide aren't just theories. They're 
practical tools that any leader can develop. Whether you're leading a team 
of three or three thousand, these habits will help you create positive 
change and bring out the best in others. 
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Habit 1: They Lead with Vision, Not Ego 

The first thing that sets transformational leaders apart is their approach to 
leadership itself. While traditional leaders often lead to feel important or 
powerful, transformational leaders lead because they see a better future 
and want to help create it. 

Why This Matters 

When leaders are driven by ego, everything becomes about them. They 
need to be the smartest person in the room, take credit for successes, and 
blame others for failures. This creates fear and competition instead of 
collaboration. 

Vision-driven leaders are different. They're so focused on the positive 
change they want to create that their personal needs take a back seat. 
This doesn't mean they don't have confidence – they absolutely do. But 
their confidence comes from their clarity about where they're going, not 
from needing to prove they're better than everyone else. 
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Real-World Examples 

Example 1: The Turnaround CEO Sarah became CEO of a struggling 
retail company. Instead of making dramatic changes to show she was in 
charge, she spent her first three months listening to employees, customers, 
and suppliers. She discovered that everyone felt disconnected from the 
company's purpose. Sarah worked with her team to create a clear vision: 
"Help families create homes they love." Every decision after that was 
measured against this vision. Within two years, employee engagement 
doubled and profits increased by 40%. 

Example 2: The Community Organizer Marcus noticed that kids in his 
neighborhood had nowhere safe to play. Instead of complaining to the city 
council, he started talking to neighbors about his vision: "Every child 
deserves a place to play and dream." He organized fundraisers, 
coordinated volunteers, and worked with local officials. The ego-driven 
approach would have been to demand credit and control. Instead, Marcus 
celebrated every volunteer and shared leadership with other parents. 
Today, the community has three new playgrounds and a network of 
engaged families. 

  

mailto:HELLO@CHARLENENORMAN.COM


F 

Five Essential Habits of Transformational Leaders 

Your Guide to Leading Change in a Complex World 

 

 

GOOD STEWARDSHIP; LASTING IMPACT 
HELLO@CHARLENENORMAN.COM       WWW.CHARLENENORMAN.COM 

 

Habit 2: They Practice Radical Self-Awareness 

Transformational leaders understand something that many people struggle 
with: you can't lead others effectively if you don't understand yourself. This 
means being honest about your strengths, weaknesses, triggers, and blind 
spots. 

Why This Matters 

Self-awareness is like having a GPS for leadership. Without it, you're 
driving blind. You might accidentally hurt people's feelings, make decisions 
based on your fears instead of facts, or miss opportunities because you 
don't recognize your own biases. 

Leaders with radical self-awareness know when they're stressed, tired, or 
emotional. They understand how their moods affect others. They're quick 
to admit mistakes and ask for help. This creates psychological safety – 
people feel comfortable being honest and taking risks because they know 
their leader won't punish them for being human. 
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Real-World Examples 

Example 1: The Perfectionist Manager David realized he was 
micromanaging his team because he was afraid of making mistakes. Every 
time someone did something differently than he would have done it, he felt 
anxious and jumped in to "fix" it. Through coaching and reflection, he 
learned that his perfectionism was actually holding his team back. He 
started asking himself, "Is this really wrong, or just different from how I 
would do it?" His team's creativity and confidence soared once they felt 
trusted to find their own solutions. 

Example 2: The Reactive Executive Jennifer noticed she got defensive 
whenever someone questioned her ideas in meetings. She would interrupt, 
raise her voice, or dismiss concerns without really listening. She started 
paying attention to her physical reactions – tight shoulders, faster 
heartbeat – as early warning signs. When she felt these signals, she would 
take a deep breath and say, "Help me understand your concern better." 
This simple change transformed her relationships with colleagues and led 
to much better decision-making. 
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Habit 3: They Build, Not Just Manage 

Traditional managers focus on maintaining what already exists. They want 
consistency, efficiency, and predictability. Transformational leaders think 
differently. They're always looking for ways to build – new capabilities, new 
opportunities, new solutions to old problems. 

Why This Matters 

In a rapidly changing world, just maintaining the status quo is actually 
moving backward. Transformational leaders understand that their job isn't 
to keep things running smoothly – it's to help things get better. This means 
they invest time in developing people, experimenting with new approaches, 
and creating systems that can adapt and grow. 

Building requires a different mindset than managing. Managers ask, "How 
can we do this more efficiently?" Builders ask, "What if we tried something 
completely different?" Managers focus on avoiding mistakes. Builders focus 
on learning from experiments. 
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Real-World Examples 

Example 1: The Skills-Building Supervisor Instead of just assigning 
tasks, Linda looked at each project as a chance to develop her team 
members' skills. When a complex presentation was needed, she paired a 
junior employee with a senior one. When a difficult customer situation 
arose, she coached someone through handling it instead of taking over. 
Her team had the highest promotion rate in the company because people 
genuinely grew under her leadership. 

Example 2: The Innovation-Focused Principal Rather than just 
following the district's curriculum, Principal Rodriguez encouraged teachers 
to experiment with new teaching methods. He created "Innovation Fridays" 
where teachers could try creative approaches and share what they learned. 
He celebrated both successes and intelligent failures. Test scores improved, 
but more importantly, teachers felt energized and students became more 
engaged learners. 
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Habit 4: They Embrace the Discomfort of Growth 

Growth is uncomfortable. Learning new skills means feeling awkward and 
making mistakes. Changing old habits means fighting against what feels 
natural. Taking on bigger challenges means risking failure. Most people 
avoid this discomfort, but transformational leaders lean into it. 

Why This Matters 

Leaders who are uncomfortable with discomfort can't help others grow. 
They'll choose the safe option over the right option. They'll avoid difficult 
conversations. They'll stick with strategies that used to work instead of 
adapting to new realities. 

Transformational leaders model something different. They show that it's 
okay to be uncertain, to struggle, and to fail as long as you keep learning 
and improving. This gives others permission to take risks and stretch 
beyond their comfort zones. 
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Real-World Examples 

Example 1: The Tech-Challenged Director When Maria's nonprofit 
needed to go digital, she could have hired experts and stepped back. 
Instead, at age 58, she decided to learn alongside her younger staff. She 
struggled with video calls, made mistakes with the new donor database, 
and asked lots of basic questions. Her willingness to be a beginner inspired 
her team and showed that age and experience didn't have to be barriers to 
learning new things. 

Example 2: The Feedback-Seeking Manager Tom realized he had 
been avoiding difficult performance conversations because they made him 
uncomfortable. He started by asking his own boss for more direct feedback 
about his leadership. It was awkward and sometimes painful, but he 
learned valuable things about his blind spots. This experience helped him 
approach difficult conversations with his own team members with more 
empathy and skill. 
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Habit 5: They Stay Grounded in Values 

In the middle of chaos, pressure, and competing demands, 
transformational leaders have something that keeps them steady: a clear 
sense of their core values. These aren't just nice words on a poster – 
they're principles that guide decisions, especially when things get tough. 

Why This Matters 

Values are like a compass. When you're lost in the woods, a compass 
doesn't tell you exactly how to get home, but it tells you which direction to 
head. Leaders face complicated situations all the time where there's no 
clear right answer. Values help them choose a direction that they can feel 
good about. 

Leaders who are grounded in values also inspire more trust and loyalty. 
People want to follow someone who stands for something meaningful and 
consistent. They want to know that their leader won't abandon them or 
compromise their integrity when things get difficult. 
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Real-World Examples 

Example 1: The Ethical Sales Leader When pressure mounted to hit 
quarterly targets, James's team suggested some aggressive tactics that 
would technically be legal but would mislead customers. James's core value 
of honesty meant this wasn't even a consideration. Instead, he worked 
with his team to find creative ways to provide more value to existing 
customers. They missed the short-term target but built stronger customer 
relationships that paid off in the long run. 

Example 2: The Inclusive Department Head Dr. Patel noticed that 
women and minorities in her engineering department weren't speaking up 
in meetings or volunteering for high-visibility projects. Her core value of 
fairness meant she couldn't ignore this pattern. She implemented new 
meeting structures, created mentorship programs, and changed how 
projects were assigned. Some senior staff resisted these changes, but Dr. 
Patel stayed committed to creating an environment where everyone could 
succeed. 
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Which Habit Are You Working On Right Now? 

Leadership development isn't about perfecting all five habits at once. That's 
overwhelming and usually leads to giving up. Instead, think about which 
habit calls to you right now. Which one, if you improved it, would make the 
biggest positive difference in your leadership? 

Here are some questions to help you decide: 

For Vision vs. Ego: Do you find yourself needing to be right or get credit? 
Do your team members seem disengaged or unclear about the bigger 
picture? 

For Self-Awareness: Do you get surprised by people's reactions to your 
behavior? Do you find yourself having the same conflicts over and over? 

For Building vs. Managing: Are you spending most of your time putting 
out fires? Do your team members seem stuck in their current roles without 
growing? 

For Embracing Discomfort: Do you avoid difficult conversations or 
challenging situations? Are you stuck in your comfort zone while the world 
changes around you? 

For Values: Do you feel conflicted about decisions you've made? Do 
people seem uncertain about what you stand for? 

Pick one habit and commit to working on it for the next 90 days. Here are 
three levels of development for each habit: 

  

mailto:HELLO@CHARLENENORMAN.COM


F 

Five Essential Habits of Transformational Leaders 

Your Guide to Leading Change in a Complex World 

 

 

GOOD STEWARDSHIP; LASTING IMPACT 
HELLO@CHARLENENORMAN.COM       WWW.CHARLENENORMAN.COM 

 

Habit 1: Lead with Vision, Not Ego 

Level 1 - Getting Started: Write down your personal leadership vision in 
one sentence. What positive change do you want to create? Share this with 
three people you trust and ask for their feedback. Practice introducing 
yourself by talking about your vision instead of your title or 
accomplishments. 

Level 2 - Building Momentum: Create a vision for your team or 
organization that goes beyond just hitting targets. Involve others in 
developing this vision through interviews, surveys, or group discussions. 
Practice making decisions by asking, "Does this serve our vision?" instead 
of "Does this make me look good?" 

Level 3 - Advanced Challenge: Identify an area where your ego has 
been getting in the way of good leadership. This might be taking credit, 
needing to have the final word, or avoiding situations where you might 
look foolish. Create a specific plan to address this pattern, including asking 
someone to give you feedback when they see it happening. 
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Habit 2: Practice Radical Self-Awareness 

Level 1 - Getting Started: Keep a simple emotion log for one week. 
Three times a day, write down how you're feeling and what might have 
triggered that emotion. Notice patterns. Start asking yourself, "What am I 
feeling right now?" before responding in stressful situations. 

Level 2 - Building Momentum: Ask five people who know you well to 
describe your leadership strengths and one area for improvement. Look for 
themes in their feedback. Practice pausing for three seconds before 
responding when you feel defensive or triggered. Begin each week by 
reflecting on what you learned about yourself the previous week. 

Level 3 - Advanced Challenge: Work with a coach or trusted mentor to 
identify your biggest leadership blind spot. Create a development plan that 
includes regular feedback, new experiences that challenge this pattern, and 
accountability measures. Practice being vulnerable by sharing your 
struggles and learning process with your team. 
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Habit 3: Build, Not Just Manage 

Level 1 - Getting Started: Identify one routine task and ask, "How could 
we do this better?" Experiment with one small improvement this month. 
Instead of solving the next problem that comes up, help someone else 
solve it by asking good questions. Spend 15 minutes each week thinking 
about opportunities instead of just problems. 

Level 2 - Building Momentum: Create a "development opportunity" 
from every major project by intentionally including someone who can learn 
from the experience. Start one small experiment each month – try a new 
approach, tool, or process. Schedule monthly "possibility thinking" sessions 
where you brainstorm improvements without worrying about obstacles. 

Level 3 - Advanced Challenge: Launch a significant innovation or 
improvement initiative that requires learning new skills and taking 
meaningful risks. Create systems for rapid experimentation and learning 
from failures. Build capability in others by refusing to be the "go-to person" 
for problems you've solved before – instead, teach others to solve them. 
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Habit 4: Embrace the Discomfort of Growth 

Level 1 - Getting Started: Identify one skill that would help you be a 
better leader but that you've been avoiding. Sign up for a class, workshop, 
or online course. Share one mistake you made this week and what you 
learned from it. Practice saying "I don't know" when you actually don't 
know instead of pretending. 

Level 2 - Building Momentum: Take on a project or responsibility that 
stretches your current capabilities. Seek out feedback that might be 
uncomfortable but helpful. Have one difficult conversation you've been 
avoiding each month. Practice staying curious instead of defensive when 
someone challenges your ideas. 

Level 3 - Advanced Challenge: Put yourself in a situation where you're 
clearly the beginner – join a board, take on a role in an unfamiliar area, or 
lead an initiative outside your expertise. Create a culture where intelligent 
risks and failures are celebrated as learning opportunities. Model 
vulnerability by regularly sharing your struggles and learning process with 
your team. 

  

mailto:HELLO@CHARLENENORMAN.COM


F 

Five Essential Habits of Transformational Leaders 

Your Guide to Leading Change in a Complex World 

 

 

GOOD STEWARDSHIP; LASTING IMPACT 
HELLO@CHARLENENORMAN.COM       WWW.CHARLENENORMAN.COM 

 

Habit 5: Stay Grounded in Values 

Level 1 - Getting Started: Write down your top five personal values. For 
one week, notice when you feel most energized and most drained – see if 
there's a connection to your values. Practice making one decision each day 
by explicitly considering your values first. 

Level 2 - Building Momentum: Identify a situation where you 
compromised your values and reflect on what you would do differently. 
Share your values with your team and ask for feedback when you're not 
living up to them. Create a simple decision-making framework based on 
your values for common leadership dilemmas. 

Level 3 - Advanced Challenge: Take a stand on an important issue 
where your values are clear, even if it's unpopular or risky. Help your team 
or organization identify shared values and create systems to ensure 
decisions align with them. Address a situation where someone is behaving 
in ways that conflict with stated values, even if it's difficult or 
uncomfortable. 
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Your Next Steps 

Transformational leadership isn't about being perfect. It's about being 
committed to growth, both your own and others'. It's about having the 
courage to do what's right, rather than what's easy. Most importantly, it's 
about believing that positive change is possible and being willing to help 
create it. 

The world needs more transformational leaders. Not because we need 
more people in charge, but because we need more people who can help 
others discover their potential and work together toward something 
meaningful. 

Truthfully, not everyone is cut out to be a transformational leader.  And 
that is okay.  However, if you feel called to be a transformational leader, 
there are a couple of things you can do.  Today. 

First,  

Which habit will you start with? What's one small step you can take this 
week? Remember, every transformational leader started exactly where you 
are now – with the decision to begin. 

Second,  

Which habits and more are already buried in your DNA? Which habits 
already form the essence of who you are? Would you like help maximizing 
the effectiveness of your habits? Would you like help identifying the secret 
sauce or the unfair advantage you already have?  So that you can more 
easily become the transformational leader you are destined to be?  Reach 
out to hello@charlenenorman.com and say yes, I am interested! Send me 
the deets now!  We’ll do the rest.  
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