
Discover Your Optimal Work

1

We are happiest and most productive when the work we do aligns with our interests and
talents. While it's unlikely that any role will be only comprised of tasks and responsibilities that
fall into a person's zone of genius, there are often opportunities to shift tasks amongst team
members in order to optimize everyone's time.

This guide includes an overview of the four "Zones", suggested questions and activities to help
identify your optimal work zone, and an agenda for a team meeting as a starting point for how
you can engage your whole team in this process.

Be a MODERN MANAGER with a thriving team.
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THE FOUR ZONES

worse than the average person. Spending time in this zone loses out on the full value you can
deliver.

The Zone of Excellence: Activities that you’re really, really good at, especially when compared
to other people. Spending time here can be wonderful or depleting, depending on whether you
enjoy these activities.

The Zone of Genius: Activities in which your natural talents overlap with what you enjoy and you
enter the state of flow, during which the work feel almost effortless. This is where you want to
spend as much time as possible.
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"There are many opportunities
to live in your zone of genius
that aren't within your job or

professional life. It's important
to cultivate these, too."

In his book The Big Leap, Gay Hendricks, describes four
zones.

Zone of Incompetence: Activities that you’re just not
good at. Spending time on work activities in this zone is
often wasted effort.

Zone of Competence: Activities that you're no better or 
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Spend 10-20 minutes reflecting on the following questions. Capture your answers in the
space below or in a digital document.

What I Enjoy:

FIND YOUR GENIUS ZONE
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What do I love most about my role?
What tasks, activities and responsibilities do I most enjoy or find meaningful?
If I could only do the parts of my job that make me feel good, which parts of my job
would those be?

What do I dislike most about my role?
What tasks, activities and responsibilities do I find draining or uninteresting?
If I could hand over the parts of my job that dislike, which parts of my job would those
be?

What do I feel most confident doing?
What am I particularly good at?
What would my team members or colleauges say I excel at?

What aspects of my role do I find challenging?
What tasks, activities and responsibilities take me longer than they probably should?
What would my team members or colleagues say I could improve on?

What I Dislike:

What I'm Good At:

What I Struggle With:

LIKES DISLIKES STRENGTHS STRUGGLES
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what you enjoy
but aren't great at

what you are great at
but don't enjoy

the genius zone:
what you enjoy and are great at

What other responsibilities, tasks, or activities are on your plate? What else is required of
your role?

What is keeping you from spending more time in your genius zone? 

DISCOVER DISTRACTIONS
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There are aspects of every role that are required regardless of whether they fall into your
genius zone. And then there are parts that can (and often should) be delegated to another
role. Consider what aspects of your "dislikes" and "struggles" must stay stay with you because
they are unique to this role vs what can be delegated or designed into another role.

ONLY MY ROLE OTHERS COULD DO
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These are your Must Dos! Ideally most
of your genius zone is here.

Why? Are these in your genius zone?
If not, be sure they're not distracting
you from more important work.  

This quadrant should be empty unless
you're redesigning your role.

Yay!!!!!!! Handing these over will free up
your time and energy.

DESIGN YOUR OPTIMAL WORK
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There are often opportunities to improve productivity and work enjoyment by shifting tasks
from one team member to another. You might discover that one person's 'distractions' are
another person's zone of excellence. When this happens, you've created a win=win for the
entire team.
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ENGAGE YOUR TEAM

Ideas for any tasks or responsibilities that can be shifted from one colleague to another.

Going round robin, ask each person to share their top three tasks. While each person is
sharing, each listener should make note of anything that they've identified for
themselves that they could 'pass' to the speaker given what they're hearing.
Go around the room again and this time have each person share their bottom three
tasks. Again, ask people to listen for and make note of any tasks they'd like to take on or
that could be automated.

Pre-work
Ask each person to complete the worksheets above and to identify the top three tasks or
responsibilities that fall into their zone of genius, zone of excellence, or zone of competence
but that they simply love doing.

In addition, they should identify the top three things that fall into their zone of incompetence
or zone of competence that they strongly dislike doing. 

Meeting Desired Outcomes

Sample Agenda
(5 min)    Welcome and check-in

Optional check in question: What did you discover about yourself through this self-
reflection process?

(5 min)    Review the agenda and desired outcomes
(30 min)  Share top and bottom 3

(10 min)   Mix and Match
Go around one final time during which each person can share what they'd like to hand
off or take on.

(10 min) Review the Next Steps Process
Walk through how people should go about connecting with each other to determine
task or responsibility hand off. Be clear about what needs to be determined up front
such as how success will be measured and how long the experimental phase will last.
Let them know if you will need to approve these shifts or only be informed. 
 


