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This workbook is yours to keep. Every exercise in it came straight from the session — work through them this week, while the room is still fresh.

THE ONE THING
The Answer
At the start of the session you were asked what you're actually paid for. Solve problems. Ship features. Write good code. Fix what's broken. None of those answers are wrong — every one is a partial view of something bigger.
	You're paid to move a company forward. Your value is exactly how far you can move it.



“Forward” counts in a lot of forms — nobody is excluded from this:
1. Fixing what's broken. Every bug closed is friction removed from someone's day.
1. Shipping new capability. Features that let the business do something it couldn't before.
1. Taking product ownership. Holding a piece of the thing and driving where it goes.
1. Proposing new directions. Seeing what nobody asked you to see — and saying it.

What it is not: how many lines of code you can write.
The Receipt Gap
You moved the company forward. Nobody measured the distance. The gap between the distance you moved and the distance they credit has a name — the Receipt Gap — and with no receipts, the credit you get is a guess. The guess is always low, because your manager is reconstructing your year from fragments:
1. They run on memory. Nobody keeps a record of your contribution — and memory is a terrible archive.
1. Visible beats valuable. The loud deploy gets remembered. The outage you quietly prevented never existed to anyone but you.
1. Recent beats important. Last month outweighs last spring. Your best work ages out of the story.
1. Silence reads as nothing. No evidence doesn't get scored as unknown. It gets scored as zero.

And nobody is coming to fix this for you. Not your manager, not your VP, not HR. Showing your value is not on their list — it's on yours. “Get good at code and wait your turn” is the strategy that created the gap. Take ownership of your leverage instead of leaving it in someone else's hands. That's what the rest of this workbook is for.

YOUR FIRST MOVE · PART 1
The Value Statement
One sentence that says what you're actually here to do. Not your title. Not your stack. Not last sprint's tickets. This isn't a tagline exercise — it's an identity shift. “I'm a developer who works on assigned tasks” waits to be seen. “I'm the person who delivers ___. Everything I touch serves that” operates from a standard. Those two people make different decisions every day.
This sentence does four jobs at once — which is why it comes first:
1. It arms your manager. They can't champion what they can't articulate. Give them the sentence they'll use in the room you're not in.
1. It becomes your north star. Every task either defends the statement or distracts from it. That's a filter you can use on Monday.
1. It kills problem-reporting. You can't operate from a statement and report problems at the same time — you start framing them as things you're solving.
1. It's the thing you can prove. Every receipt you collect from here is evidence this person is real. Without the statement, receipts are just trivia.
Step 1 — Don't write the sentence yet
The statement is buried in your answers to these five questions. Answer them first — the thread running through them is your sentence.
1.  What would stop working here if you disappeared tomorrow? (Not who would write the code — what outcome would be at risk?)


2.  What does your manager have to re-explain to others after you solve something?


3.  What do you do that nobody else on the team does as well?


4.  What are you actively building — not just maintaining?


5.  If your last six months had a headline, what would it be?


Step 2 — Start from a shape that fits how you think
Pick the template that matches how you see your work, and fill it in with something real and specific. If another developer could claim it without lying, it's not yours yet.
	Shape
	Template

	Building
	“I'm building ___ that allows ___ to ___.”

	Problem
	“I'm the person who solves ___ so that ___ can ___.”

	Transformation
	“I turn ___ into ___ for ___.”

	Ownership
	“I own ___ and make sure ___ happens — even when it's hard.”

	Impact
	“My job is to make sure ___ never fails because of ___.”



Weak: “I build software that lets users do things.”    Strong: “I'm building the infrastructure that lets this team ship faster, with fewer failures.” Specificity is everything.
Your first draft — written from instinct. It won't be perfect. That's the point.



Step 3 — Four tests before you keep it
Run your sentence through these. If it fails one, it's not wrong — it's not finished. Mark each one Pass or Not yet.
	Test
	The question
	Pass?

	The Manager Test
	Could your manager say this in a meeting without you — and would it land? If it needs your explanation, it's not clear yet.
	

	The Filter Test
	Does it tell you what to say yes and no to? If it doesn't filter anything, it's too broad.
	

	The Uniqueness Test
	Could it describe any developer anywhere? If someone else could claim it without lying, tighten it.
	

	The Discomfort Test
	Does it feel slightly bold to say out loud? Good. A statement that commits to nothing does nothing.
	



	Right now, that sentence is a claim. Nobody gets promoted on a claim — the rest of this workbook is how you collect the receipts that prove it.



THE MAP · PART 2
The Leverage Equation
This is the whole game on one line. It's multiplication, not addition — one variable at zero takes the whole thing down. Most developers max the first term and leave the other three near zero. That's the trap.
	Leverage  =  Skill  ×  Visibility  ×  Perceived Impact  ÷  Friction



	Variable
	What it is
	Why it matters

	Skill
	What you actually know and can do. The entry ticket — assumed, not rewarded.
	Everyone in the running already has it. It's necessary. It is not the lever.

	Visibility
	Whether the right people see you doing the work. Not fame. Not self-promotion — legibility to decision-makers.
	Invisible excellence doesn't get rewarded. If the deciders can't see it, it may as well not have happened.

	Perceived Impact
	What decision-makers believe you contributed — not what you actually did. The Receipt Gap lives right here.
	This is where careers stall. You can move a company a long way and have almost none of it register.

	Friction (the denominator)
	How costly it is to do without what you specifically do — true for a company and for the market.
	It divides everything above it. When your value is illegible, they fall back on proxies: keywords, years, salary bands. Show the distance and you stop being screened — you start being recruited.



Friction has a floor — and that's the unlock. Inside any one role there's a limit to how costly you can make yourself to lose. That limit is information, not failure. Lower your friction as far as the role allows: own more, translate more, put more on record. And when you can't get more valuable where you are, the only lever left is a new room. Moving is friction reduction — same equation, bigger playground.
Now score yourself
Be honest. You don't need a number — you know which variable is dragging the whole thing down.
My lowest variable right now is:

1. Skill? You already know what to do here. Keep going.
1. Visibility? That's a whole session of its own — “Visibility Is a Technical Skill.”
1. Perceived Impact or Friction? That's what the three tools in this workbook fix. Keep reading.

TOOL 1 · THE LANGUAGE
Three-Level Communication
Same work, same developer, same week — two ways to describe it:
	“I refactored the authentication module to use JWT tokens instead of session-based auth, implemented refresh token rotation, fixed the race condition in the token expiration logic, and added Redis caching to reduce database roundtrips by about 60%.”  — vs. —  “I fixed the login issues users were hitting and added safeguards to make sure it doesn't happen again. The app is now significantly faster to log into.”



Only one of those ends up in a budget conversation. Every week you describe your work at the wrong level for the audience, your manager's mental model of you drifts a little further from the truth — and that model is what's in the room when someone asks if you should be promoted.
	Level
	What it describes
	Right audience

	Level 3 — Technical
	How you built it. Implementation, architecture, tradeoffs.
	Fellow engineers, code review, technical docs, pairing.

	Level 2 — Business
	What it does for the team and the product. Outcome, not implementation.
	Your manager, standups, project updates, stakeholders.

	Level 1 — Executive
	What it means for the business. Shortest version, highest impact.
	Skip-levels, exec updates, review summaries.



The numbering counts down: 3 is where the work lives, 1 is where decisions get made.
1. The 3→2 test: if it names a technology, a framework, a protocol, or a methodology — you're still in Level 3. You abbreviated instead of translating.
1. The 2→1 tool: the word “because.” We resolved X because it was blocking Y — which means we can now Z.

The worked example from the session, walked down the levels:
	Level
	Same work

	3
	“Fixed a race condition in the token-refresh logic.” — What you did.

	2
	“Closed the login failures causing support tickets and churn.” — What changed because of it.

	1
	“Removed a risk that was threatening the enterprise renewal.” — What it means to the business.


Your translation — do this now
Pick one real piece of work from the last month. Start at Level 3 — that's the easy one. Then ask: what problem did it solve, what risk did it remove? That's Level 2. Then: what does that mean for the business? That's Level 1.
	LEVEL 3 — Technical   What did you do?

	




	LEVEL 2 — Business   What changed because of it? (No technology names allowed.)

	




	LEVEL 1 — Executive   What does it mean for the business? (Use “because.”)

	




The habit: this doesn't work if you do it once. It works when it's automatic — when you finish something and the first question you ask is “how would I say this to my manager? To their manager?” Four to six weeks to build. Forced at first. By week six it's just how you think — and every translation you write is a receipt you didn't have before.

TOOL 2 · THE CAPTURE
The Impact Log
Think back three months. What did you actually accomplish? What fires did you prevent? Most developers go quiet — not because they didn't do the work, but because they didn't capture it. The Impact Log is a five-minute weekly receipt of value delivered, captured before memory degrades.
The belief shift: the Impact Log is not a task list. A task list says “Fixed auth bug. Deployed hotfix. Worked on migration. Code review.” A receipt says:
	“Found a race condition failing ~8% of logins silently. Fixed it — failure rate now under 0.1%. We have no auth monitoring; we need it before SSO ships.”



Same week. Same developer. One is useless at review time. The other is a person who owns the system.
The format — borrowed from medicine: SOAP
A structured entry that forces you from what happened to what it means.
	Section
	What goes in it

	S — Subjective
	Context & experience — what you walked into, the friction, the constraint.

	O — Objective
	Needle movers — what measurably changed. Written in business language (Level 2), not implementation.

	A — Assessment
	Observations & architecture — what you noticed that nobody assigned you. The section most developers have never been asked to write.

	P — Plan
	Priorities & intent — what's next and what business outcome it serves.


Your first entry — this week
	S — SUBJECTIVE   What did you walk into this week?

	




	O — OBJECTIVE   What measurably changed? Business language only.

	




	A — ASSESSMENT   What did you notice that nobody assigned you?

	




	P — PLAN   What's next, and what outcome does it serve?

	




Why it compounds: twelve weeks in, you have a value vault. At review time you're not reconstructing from memory — you're selecting from a vault. At raise time you're not making a case — you're presenting evidence. At interview time you're reading from a log that tells it better. Same receipts, both doors.

TOOL 3 · THE BROADCAST
The Leverage Brief
The Impact Log is private. The Brief is where it goes external — a short weekly artifact you send your manager. It opens a channel most developers never have, builds a paper trail of your contribution in business language, and arms your manager with the words to advocate for you in rooms you're not in.
	This is not a report you submit. It's a signal you send.



Three rules: short, structured, consistent. Four sections — and if you've been keeping your Impact Log, most of it is already written:
	Section
	What goes in it

	1. What's moving this week
	Two to three needle movers at Level 2 — outcomes, no technical detail. Your Impact Log Objective entries, surfaced. Not your task list.

	2. What I'm focused on next week
	One or two priorities with intent behind them. A statement of direction, not a task list — it makes you look like someone who plans.

	3. What I'm noticing
	Optional but powerful. One observation about the system, the team, or the product — your Assessment section surfaced upward. This is the section your manager forwards.

	4. What I need — if anything
	A blocker, a decision, a stuck conversation. Only if there's something real. Most weeks there won't be — don't pad it.


Draft your first Brief
Write it from this week's Impact Log entry. Five minutes. You don't have to send it yet — but write it.
	WHAT'S MOVING THIS WEEK   2–3 needle movers, Level 2 language.

	





	WHAT I'M FOCUSED ON NEXT WEEK   1–2 priorities with intent.

	




	WHAT I'M NOTICING   One observation beyond your lane. (Optional.)

	




	WHAT I NEED   Only if it's real.

	



THE SYSTEM
Three Tools, One Machine
	Tool
	Its job

	1. Three-Level Communication
	The language. Translate your work so its value is legible.

	2. The Impact Log
	The capture. Bank the receipts privately, in that language.

	3. The Leverage Brief
	The broadcast. Send the signal to the people who decide.



Language → capture → broadcast. That's how the distance you moved becomes visible.
The same work opens both doors
1. Kept: move it forward and make the distance visible, and you're the person your org can't afford to lose. Lower your friction where you are.
1. Found: the same log proves how far you moved the last company — so the next one stops screening you on proxies and starts recruiting you.

Whether you need a new job or want one — it's the same work.
This week — your four moves
	#
	Move
	Done

	1
	Finish your Value Statement — run it through the four tests.
	

	2
	Translate one real piece of work through all three levels.
	

	3
	Write your first Impact Log entry. Five minutes, end of week.
	

	4
	Draft your first Leverage Brief from that entry. Send it — or hold it until you've set it up with your manager.
	


Reflection
Which archetype were you walking in — the Ghost, the Workhorse, the Almost, or the Driver? What's the first thing that changes?


Look at your Value Statement. What receipt could you collect this month that would prove it?


Who needs to be able to say your Value Statement without you in the room — and what will you send them first?



	You already have the skill. What's missing isn't more of it. It's making sure the value you bring and the impact you have actually register.
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