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EMBRACE THE REWARDS OF RISK

Imagine that there’s a plate of warm, homemade, fresh- baked chocolate chip 
cookies with your name on it.

To retrieve this free, delicious prize, all you have to do is walk ten minutes 
up a steep hill.

Would you do it?
As you ponder that question, Lemon Lifers already know the answer.
Once Change Chasers hear the words “chocolate chip cookies,” they’re in.
Once Eternal Excusers hear the words “steep hill,” they’re out.
That’s because Lemon Lifers make decisions based on risk or reward.
There’s either a great reward (“Who doesn’t love chocolate chip cookies?”), 

so they pursue the opportunity, or there’s too much risk (“A hill? Are you kidding 
me?”), so they avoid it.

Change Chasers focus mostly on the rewards, so they often miss the risks.
Eternal Excusers focus mostly on the risks, so they often miss the rewards.
In contrast, Daring Disruptors approach risks and rewards in three pri-

mary ways:

1. They use the risk- reward ratio.
2. They protect the downside.
3. They embrace the rewards of risk.

To assess risk and reward, Daring Disruptors also seek more information 
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gain) and downside (how much you might lose) potential of the underlying 
opportunity. However, you can also use the risk- reward ratio in other contexts. 
For example, here’s a quick way to evaluate a new job offer by applying the 
risk- reward ratio. Start by creating a traditional plus- minus inventory, where 
you list all the positive and negative attributes of the prospective job, and then 
score each attribute from 1–5, with 5 being the highest and 1 being the lowest.

Your list might look something like this:

The sum of the positive attributes, or rewards, of the job is eighteen. The 
sum of the negative attributes, or risks, is six. That makes a reward- risk ratio of 
18:6. When you divide eighteen by six, the reward- risk ratio is reduced to 3:1. A 
good rule of thumb is to pursue opportunities where you think you have at least 
a 3:1 reward- risk ratio. This means that your potential “win” (reward) should 
be three times the amount of your potential “loss” (risk). Since your own risk 
tolerance is unique, you may want a higher reward- risk ratio, to provide more 
comfort. For a 5:1 reward- risk ratio, for example, your potential win should be 
at least five times your potential loss. No matter the reward- risk ratio that you 
determine, it’s only one data point in your overall evaluation, and it’s always 
an educated guess, not an exact science.

When you evaluate a decision, approach the upside and downside with 
equal consideration. Here’s how too many people think about decisions: “I 
want to go to Hollywood and be a movie star, like Leonardo DiCaprio or 
Scarlett Johansson. I just need that big break, and I’ll be set for life. If it doesn’t 
work, then at least I lived my life with no regrets.”

Should I Accept This Job?

Positive Score Negative Score

Salary 5 Work- Life Balance 3

Benefits 4 Commute 3

Culture 5

Team 4

Total 18 Total 6
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YOUR CAREER DEPENDS  

ON THE GREEK ALPHABET

T he Greek alphabet plays a huge role in the success of your career, and you 
might not even realize it.
Alpha and beta, the first two letters in the Greek alphabet, also are two 

ratios that investors use to calculate, compare, and predict investment returns. 
But they’re also essential tools to your career success.

Here’s how investors think about alpha and beta in the context of the stock 
market:

The beta of a stock is how volatile that stock is expected to perform relative 
to a stock market index.

For example, an early- stage technology company tends to have high beta 
relative to a stock market index. Since the company may have new technology 
or an unproven track record, the underlying company is highly volatile.

The alpha of a stock is how well that stock outperforms a stock market 
index.

For example, if you’re a money manager, often you’re measured on how 
well your investment portfolio performs relative to a stock market index. The 
outperformance you generate is your alpha. If the stock market index generated 
10 percent, and you generated 15 percent, then your alpha is 5 percent. That 
point is important: alpha doesn’t exist on its own— it must be actively created.

While both are financial terms, you don’t have to be a stock market whiz 
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friend, it may mean achieving a healthy emotional and mental state. We’re all 
fulfilled in different ways, so choose a career that satisfies and completes you. 
Without fulfillment, you’ll lose the passion to excel at work and, ultimately, 
won’t outperform.

When we tie all these concepts together, we have the building blocks to 
generate alpha at work.

Therefore, the secret formula to find your dream job looks like this:

Do what you love + Be good at it + Be fulfilled = Dream job

At its core, the formula to create alpha at work begins with two compo-
nents related to happiness: “do what you love” and “be fulfilled.”

Doing what you love is self- evident, but how should you think about being 
fulfilled at work? Fulfillment at work is deeply personal; therefore, you must 
create your own system to ensure that your career meets your unique needs. 
You can create a personal fulfillment checklist to include your criteria.

Here’s a sample, although you should include the criteria most important 
to you:

Only you can decide what you need to be fulfilled at work. When you 
do the work up front, it’s much easier to check the items off your list for each 
opportunity.

Now that you know the Dream Job Formula and Work Fulfillment 
Checklist, let’s look at the other side of the spectrum.

Work Fulfillment Checklist

 ü Inspiring boss  ü Career development and progression

 ü Fun colleagues  ü Entrepreneurial culture

 ü Mission- oriented organization  ü Opportunities to generate alpha

 ü Collaborative environment  ü Matches your skill set

 ü Flexible schedule  ü Mentorship
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problem is that the Top Dog isn’t a real leader, but a jerk. If the Top Dog is a 
jerk and barks orders at the Middle Dogs, then the Middle Dogs often emulate 
the Top Dog and become jerks as well.

You may ask: Can’t Middle Dogs break the cycle? They certainly can. 
Effective leaders in their position would. But Middle Dogs often don’t. Why? 
Middle Dogs want to become Top Dogs one day, so they think they need to act 
like Top Dogs, and in a Jerk Pyramid, Top Dogs are jerks. Therefore, Middle 
Dogs become jerks too. So Middle Dogs bark orders down the pyramid to 
the Junior Dogs. Junior Dogs can’t bark orders at anyone, and they bear the 
brunt of the Top Dogs barking at the Middle Dogs, who in turn bark orders at 
them. So Junior Dogs feel disrespected, disconnected, unvalued, and unhappy 
at work.

Hence, the Jerk Pyramid. Here it is in all its glory:

JERK

JERK

THIS. JOB. IS. NOT. FUN.

THE JERK PYRAMID

TOP
DOGS

MIDDLE
DOGS

JUNIOR
DOGS
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Your Worst Job Can Be Your Best Job
I want you to find happiness at work. But before you do, my hope is that 

you have a bad job. A really bad job.
That’s typically not a nice thing to wish for someone, and it may go against 

your ability to create alpha, but in this case, it can change your life.
When you have a bad job, it’s a morale killer, a creativity crusher, and a 

stress magnifier. It’s easy to recognize the signs of a bad job. Earlier, we made 
a Work Fulfillment Checklist. Here, let’s create a Toxicity Checklist. These 
are more than the attributes of a bad job— they’re also the silent killers of 
your professional happiness. This is a sample Toxicity Checklist; your criteria 
may differ:

Like the Fulfillment Checklist, this Toxicity Checklist is personal and 
unique to you. If you choose, you can assign a score to each element on the 
Fulfillment and Toxicity Checklists, and then apply the risk- reward ratio.

Even if your job “fails” your Fulfillment Checklist and “shines” on your 
Toxicity Checklist, your worst professional nightmare may be a blessing in 
disguise.

Think of your worst job ever. I bet you can easily list all the problems with 
that job. I bet you can identify the five things your boss should have done but 
didn’t. I bet you can pinpoint all the lost revenue streams, all the inefficient 
processes, all the backward thinking. I bet you had a strategy for how you 
would have run the business, how you would have treated the employees, and 
how you would have created different incentives to increase morale and pro-
ductivity. Don’t worry— you’re not an Eternal Excuser for doing this. Quite 

Work Toxicity Checklist

 ü Bad boss  ü No company mission

 ü Negative culture  ü No teamwork

 ü No commitment to excellence  ü No leadership 

 ü Highly bureaucratic  ü No upward mobility

 ü No career development  ü Creativity is discouraged
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Naturally, there are other options that warrant consideration and nuances 
in your specific situation that you can explore further. The example chart is 
meant as a starting point for you to think systematically about your career 
and professional trajectory. You can expand this chart with more options and 
more potential actions. The exercise is subjective, and therefore, only you can 
determine what’s most important to you (think: fulfillment and toxicity), and 
the weight you ascribe to each component.

Whether you stay in your current role, find a new one, or start your own 
company, you can ask yourself three questions to optimize your decision:

• Can I create alpha at work?
• Do I have the potential to succeed and thrive here?
• Is this the right company and role for me?

If you can answer these three questions, you’ll have the clarity you need to 
start making better decisions about your career. You have a choice to be happy 

Tying It All Together: Your Job Assessment 

Option
Right  

Company?

Right  

Job?
Potential Action

1 Yes Yes Do this job

2 Yes
Yes, with 
caveats

Determine if adjustments can be 
made to make this the right job

3 Yes No
If bad boss, first look for new role 
within company; if unavailable, con-
sider leaving the company

4 No Yes
Find the same or similar job 
at another company

5 No No
Decide if you should look for a new job type, 

or if you should become an entrepreneur
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TAKE IT PERSONALLY

If you’ve ever visited Harvard, you’ve inevitably visited Harvard Yard, the 
historic center of the Harvard campus. In Harvard Yard, you’ll find every-

thing from Memorial Church and Widener Library to most freshman dorms 
and the president of Harvard’s office. In the fall, the red, yellow, and orange 
leaves that decorate the grounds of Harvard’s campus are some of the most 
picturesque in New England.

In front of University Hall, you’ll find a bronze statue of John Harvard, 
seated with a book on his lap. The statue is the work of Daniel Chester French, 
the same sculptor who would later create the Lincoln Memorial. It’s the most 
prominent statue on Harvard’s campus. As a Harvard student, I used to watch 
tourists snap photos with the statue and rub the tip of his left foot for good luck.

The inscription on the statue reads:

John Harvard
Founder

1638

But there’s something you should know about this statue. Actually, 
three things— the reasons why the statue has become known as the Statue of 
Three Lies.

1. HARVARD WASN’T FOUNDED IN 1638. Harvard is the oldest insti-
tution of higher learning in the United States, but it was founded in 1636. 
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This is what each letter stands for and represents:

Letter Stands for Represents

S Strengths Where you shine

W Weaknesses Where you fall short

O Opportunities Potential areas for you to win

T Threats Your internal and external roadblocks

In each respective box, list your top three strengths, weaknesses, oppor-
tunities, and threats.

Your PSWOT analysis should be based on internal feedback (your own 
perceptions) and external feedback (from family, friends, colleagues, your boss, 
and others). Once you have your lists, you’ll notice there’s a bunch of informa-
tion. For the purposes of this PSWOT analysis, the four quadrants aren’t equal: 
the centerpiece should be your strengths. Your strengths are your backbone 
and foundation, and what you’ll need to leverage opportunities. Determine 
which strengths you can apply to which opportunities, and then draw lines 
to connect them. Similarly, use your strengths to quash or neutralize threats, 

S W

O T

PSWOT Analysis
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This is what each column means:

Letter Stands for Represents

G Goals What you want to achieve

O Outcomes Results that you expect 

A Actions What you did to achieve these goals

L Learnings What you learned from reaching your intended goals

You should complete the goals and outcomes columns now. The actions 
and learnings columns should be completed three, six, and twelve months from 
now, as you track your progress and determine whether your decisions led to 
achievement of your goals. If not, reflect on why your actions didn’t lead to 
your desired results.

For example, Patrick Doyle’s GOAL analysis may have looked something 
like this:

GOALS OUTCOMES ACTIONS LEARNINGS

GOAL Analysis

On a separate piece of paper, make four columns, as in the following figure:
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DISCUSSION QUESTIONS

1. What does the Lemonade Life mean to you? How can you apply its
principles to your life, work, relationships, and outlook?

2. Which of the five switches resonated most with you?

P Is for Perspective: Change your perspective to change your possibilities.

R Is for Risk: Understand the rewards of risk to make better decisions.

I Is for Independence: Avoid the herd mentality to gain freedom of choice.

S Is for Self- Awareness: Master yourself to master your life.

M Is for Motion: Make lemonade to change your circumstances.

3. Why do you think Daring Disruptors flourish? How can you apply 
the characteristics of Daring Disruptors to your own life, at home and 
at work?

4. The Lemonade Life is about leading life on your own terms, with 
purpose and possibility. What does it mean to you to create purpose 
and possibility in your life?

5. Do you believe that success leads to happiness, or that happiness leads 
to success? Can both be true?

6. What’s your favorite morning routine? If you don’t have a morning 
routine, are you more willing to adopt one after listening to this book?
Which one would you choose?

7. Have you experienced a Jerk Pyramid at work? What did it do to 
morale and culture at your organization? If the senior leadership team 

LemonadeLife_8P.indd   199 4/8/19   3:33 PM



200

D I S C U S S I O N  Q U E S T I O N S

didn’t address the situation, what proactive steps did you take or 
could you have taken?

8. Have you met Mike Millionaire before? Why do you think people 
keep up with the Joneses? What do you think is the most effective 
method to stop keeping up with the Joneses?

9. Does your team at work have the freedom to put up their hand 
and put down their foot? Do your organization’s leaders encourage 
original ideas and probing questions? If not, what can you do to 
create a more open atmosphere?

10. What do you think is the biggest misconception about 
entrepreneurship? What do you think Lemonade Lifers understand 
about risk and independence that Lemon Lifers don’t?

11. Why do you think Lemon Lifers ultimately don’t find their best self? 
What is it about Lemonade Lifers that enables them to lead a life 
complete with purpose and possibility?

12. Have you ever found yourself living in the Chasm of Can’t? How did 
it affect your work and home life? What are the biggest roadblocks 
that have held you back? What do you think is the best strategy to 
break free?

13. When is the last time you cultivated your wolfpack? What types of 
people do you want to bring into your wolfpack?

14. Patterns play a critical role in our lives. How have you used the power 
of patterns to further your own life goals?

15. This book discusses several simple ways you can create happiness in 
your life. Which are your favorites, and if you could pick one to add 
to your daily life, which one would you choose?

16. What are your seven wonders of the world? How can having a 
gratitude journal help you boost happiness each morning?

17. If you could have a give- get relationship with yourself, what are some 
things you could give up in order to get?

18. This book stresses the importance of having a life purpose and 
understanding the why behind the what. Why do you think it’s 
critical to have an underlying mission? What’s your life purpose?
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19. As we learned with the evolution of the straw, change can take time. 
What do you think are the most important elements of change 
management? What role can technology play? How can leaders 
inspire to create buy- in from employees, customers, shareholders, and 
other stakeholders?

20. What is one positive habit or behavior you learned from the book 
that you plan to incorporate into your daily life? What proactive steps 
will you take to ensure that it becomes part of your regular routine?

21. How can you apply the 5X Rule at work and at home?
22. Why is it so important to take it personally and always take no for 

an answer? Can you think of a time in your life at work when you 
practiced these principles and it helped you? How will you apply 
these principles going forward?
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