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COMMITMENT COUNTS (PART 3)
OVERVIEW
In part one of this three part series called, “Commitment Counts”, we talked about what commitment is, 
and what it isn’t. Commitment isn’t a tool to be used to help achieve a goal or a stepping stone in your 
personal journey of more. Commitment is a willingness to bring your best work to a worst case scenario. 
When you do that, your commitment produces perseverance, growth, service, hard work, and execution 
(which is what we discussed in part two, “Why Commitment Matters”).

Now we’ve arrived at the final lesson: How to make a commitment that counts. 

Think of the leaders in your life that you look up to the most. What is one thing they all have in common? 
Leaders do what they say they will do. That’s because leaders count the cost of a commitment before 
they make it, not after. 

Sounds simple right? That’s because it is...it’s just not easy. The difficult part about making a commitment 
is that sometimes you have to say, “no”. Leaders are careful about what they commit to. They don’t 
commit to every good thing that is out there. Leaders understand that when they commit to doing “Good 
thing A” they are also committing to not doing “Good things B-Z”. 

There will always be more to do or achieve, but leaders aren’t interested in more for the sake of more; 
they are interested in achieving their next goal, and nothing more. Leaders know that enough is enough, 
and they don’t make commitments that don’t help move them forward. 

Let’s take a look at three ways that you can make your commitments count.
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COUNT THE COST
Everything that you commit to has a price tag. It may not be as obvious as a red tag attached to the collar 
of a shirt, or as bright as a menu in the drive thru, but every commitment you make, will cost you. That’s 
why leaders count the cost of a commitment, before they make the commitment. 

Counting the cost of a commitment is a lot like counting the cost of a big purchase. Let’s say you want 
to the newest iPhone (whatever number we are on). You know the phone cost $1000, but what you don’t 
know is that you only have $57 in your bank account. When you hand your debit card to the Apple store 
employee to swipe what will happen? You will get a simple message: “Insufficient funds”. You could beg 
and plead with the employee about how much you want...desire...even NEED that phone, but nothing 
would change. Why? Insufficient funds. 

Leaders count the cost of commitments so that there is never an “insufficient funds” message delivered 
to their teammates. What does it look like to have “insufficient funds” as a leader? It could look like not 
having enough time, energy, or abilities.

INSUFFICIENT TIME
Every human on earth only gets 24 hours in a day. As a student, eight of those are dedicated to school, 
and (in an ideal world) eight to sleep. That only leaves eight hours for everything else. When you add in 
sports, studying, relationships, travel time, clubs, and the occasional Netflix binge-worthy show, you run 
out of time really quickly. If you don’t count the TIME cost of your commitment, you could find yourself 
having to give up something you really want, or need, to keep your commitment. That tends to lead to 
stress, scarcity, or poor execution. Before you make a commitment, make sure you have sufficient time to 
keep that commitment. 

Leadership Tip:  
Budget 10% more time than you think you will need. This will give you the cushion you need to keep your 
commitment when something goes wrong (because it will).

INSUFFICIENT ENERGY
Like time, we humans are limited in our available energy. Sure, the occasional shot of caffeine will give 
us the boost needed to make it through a (poorly planned) all-nighter, but that isn’t sustainable. That’s 
why leaders count the ENERGY cost before they make a commitment. Leaders need to know how they 
are going to replenish the energy it takes to execute on their commitments. Are you going to commit to 
leading the 6am workout? Great. Are you also committing to going to bed 2 hours earlier, preparing your 
pre- and post-workout meals the night before? If not, you won’t last very long. A commitment is only as 
good as it is sustainable. 

Leadership Tip: Everyone recharges differently. Extroverts recharge by being around others, and introverts 
recharge by being by themselves. Take some time to consider what gives you energy and what takes 
energy. Make sure you have a good balance of give and take.

INSUFFICIENT ABILITIES
Do you have the skill set needed to execute your commitment? Unlike time and energy, “No”, is actually 
an acceptable answer. You can make up for not presently having the right skill set by having three things: a 
will, a plan, and the capacity. A willingness to learn new skills means you are ready to humble yourself and 
admit you can grow in an area. If you are willing to learn, there is nothing you can’t know. A will, however, 
will only take you so far. You also need a plan to develop new skills. How are you going to learn and 
practice? From whom will you learn? These things are the fuel to the fire of your will. And finally, you have 
to have the capacity to learn new skills. Are you actually capable of executing the new skill? If not, your 
new knowledge will be of little value.

Leadership Tip:  
Never say, “No” just because you don’t have the ability today. Say, “No” because you don’t want to get 
the ability.
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Consider a commitment you are about to make, or recently made, and use these questions to  
“Count the cost”:

1. How much time will this commitment take? When will I prepare for it? When will execute it? How long 
of a commitment is it? Do I have time available to commit to this?

2. How much energy will this commitment take? Is it a physical, emotional, or intellectual commitment? 
How will I replenish the energy it takes for me to keep this commitment?

3. What abilities do I need to keep this commitment? Of these, which do I have, and which do I need to 
get? How will I develop the abilities needed to keep this commitment?

SET BOUNDARIES

“Daring to set boundaries is about having the courage to love ourselves even when we risk 
disappointing others.” - Brené Brown

Have you ever heard the phrase, “Too much of a good thing is a bad thing?” It’s meant to communicate 
a simple, but forgotten truth: more isn’t always better, even if the more is a good thing. Unfortunately, 
our culture has convinced us that saying, “No” to a good thing (or anything for that matter), is a 
demonstration of weakness. We fear that by saying “No”, people will begin to think: “If you were really 
strong/talented/capable, then you would be able to say ‘Yes!’” 

The truth is, however, leaders know when to “YES!”, when to say “NO!”, and they aren’t afraid of either 
one. The key to knowing when to say, “Yes” and when to say, “No” is found in good boundaries (a set of 
guidelines or principles through which you make decisions).

Boundaries allow us to distinguish between good things and the right thing. 
Just because something is good, doesn’t mean it is right. A good thing, for example, is something that 
adds value, makes the world better, or will help someone reach their goal. But the right thing is something 
that allows you to add value in a way unique to you; makes the world better using your passions and skills; 
or helps you reach your goals by helping others reach theirs. 

Warren Buffett (one of the richest men in the world), says, “No” to almost all interview requests, industry 
events, and meetings. Why? Because he’s too good for them or they are bad things? Not at all. He says, 
“No” because his boundaries focus him only doing the things that matter most—the right things. By 
saying “No” to those things, he’s able to say, “Yes” to family, friends, education, and the proven things 
that have made him one of the richest people to ever live. 

Leaders set boundaries to know the difference between the right thing, and a good thing.
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Boundaries allow leaders to say, “No”, in the service of a greater “Yes”. 
Leaders don’t commit to every good thing that is out there. Leaders understand that, despite every 
generation’s best efforts, you can’t do everything. So, when a leader commits to doing “Good thing A” 
they also committing to not doing “Good things B-Z”. 

While it’s hard to say, “No” it is easier when you can see that it is in service of something greater. The 
reason we create and follow boundaries is so that we can stay focused on what it is that matters most to 
us, and not accidentally say, “No” to something that we really wanted to say, “Yes” to.

Leaders use boundaries to say “Yes” to the things that matter most. 

Boundaries give us the courage to say, “Yes” and “No”. 

“Daring to set boundaries is about having the courage to love ourselves even when we risk disappointing 
others.” -  Brené Brown

It won’t always be comfortable or acceptable to do what you know is right. Yet, because we want to be 
leaders of integrity, we will never fear the consequences of doing what is right. One of the ways we can 
build up the courage to do what is right, no matter the consequence, is to have boundaries. Boundaries 
give us the courage to say, “Yes” and “No”. 

Difficult choices are best made before the pressure of the moment. Not going to illegally drink alcohol? 
Don’t wait until you get surrounded by peer pressure to decide. Set a boundary based on your character 
long before Friday night. Always going to speak up for what is right? Don’t wait for the coach to call you 
out to accept responsibility; choose that long before you realize you made a mistake.

Leaders use boundaries to keep their commitments, even when it is difficult. 

Reflection Questions:

1. What boundaries do you implement in your life? How have they been helpful to you?

2. Describe a time when you had to choose between a good thing and the right thing? Which did you 
choose? How did you come to that decision? 

3. Think more about the situation in question two. If you chose a “good” thing, how might have 
boundaries helped you choose the “right” thing instead? If the “right” thing, how did your boundaries 
help you? 
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DON’T SUCCUMB TO THE UNDISCIPLINED PURSUIT OF MORE
John D. Rockefeller was one of the richest men in the history of the United States. When he died in 1937, 
his net worth was $1.4B. That’s over $24B in 2019 dollars. One day, a reporter asked him “How much 
money is enough?” Rockefeller’s answer was simple: “Just a little bit more.” 

There will always be more to get, do, or achieve, but leaders aren’t interested in more for the sake of more 
(an undisciplined pursuit); they are interested in achieving their next goal, and nothing more (a disciplined 
pursuit). Leaders know that enough is enough, and they don’t make commitments that don’t help move 
them forward. 

There is nothing wrong with pursuing more, committing to more, or desiring more— so long as it follows 
the ABCs: Alignment, Boundaries, Cost, and Desire.

ALIGNMENT
The first question a leader asks before they make a commitment is, “Does this opportunity for “more” 
align with my purpose, my passions, and my goals?” In other words, by making this commitment will it 
help move you closer to the things you are most passionate about?

When an opportunity for “more” aligns with your passions you work harder, longer, and with more 
enthusiasm than if it is out of alignment. Just like the wheels on a vehicle, you perform better when your 
commitments are in alignment with your purpose, passion, and goals.

Leadership Tip: Before you make a major commitment, talk to your coach or mentor about what your 
thinking. It’s easy to only see the good things in front of you. You need people who will give you a bigger 
perspective on the commitment, and will ask you challenging questions to consider before you commit.

BOUNDARIES
The next question to ask is, “Does this opportunity for “more” reflect healthy boundaries?”

Leaders know when to say “YES!”, when to say “NO!”, and they aren’t afraid of either one. The key to 
knowing when to say, “Yes” and when to say, “No” is found in good boundaries. By establishing clear, 
strong, and healthy boundaries, you protect yourself from pursuing more for the sake of more. You are 
able to filter each commitment opportunity through your boundaries as a way to make sure your pursuit of 
more is disciplined.

Leadership Tip:  
When it gets difficult to say, “No” to “more”, pause and articulate what you are saying, “Yes” to.

COST
The reality is every commitment will require a sacrifice (or many!). That’s why you must count the cost and 
ask the question: “What will this opportunity for more really cost me over the next weeks, months, or 
years? Is it worth that cost?”

You must count the cost of the sacrifice and decide if you are willing to offer what the job will require. 
Remember, leaders count the cost of commitments so that there is never an “insufficient funds” message 
delivered to their teammates.

Leadership Tip:  
More isn’t always better. Right is always better. Focus on making the right sacrifices, for the right 
opportunity, not merely the required sacrifices for the potential opportunities. 
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DESIRE
People are great at detecting when someone is genuine or authentic. People can intuitively tell if you are 
there to climb the ladder of success, if this is just a means to an end, or if you are genuine. That’s why 
before you commit to “more” you ask the question: “Am I excited about this? Do I desire the outcome?”

If you don’t really want to do what you are committing to, you will know it and so will those you are 
leading. That will change how you lead and how they follow. When you commit to “more” make sure you 
are fired up about what you are committing to.
 

Leadership Tip:  
If you have to convince yourself that you are excited about something, you probably aren’t. 

Put it to practice:

1. Alignment: Describe what a goal, commitment, or opportunity would align with who you are, and 
what you are about.

2. Boundaries: What are some examples of boundaries you have in your life that guide what you commit to?

3. Cost: What kind of costs are you happy to pay? What type of costs are harder for you pay?

4. Desire: What things get you excited? How can you seek out “more” in those areas

COMMIT TO YOUR COMMITMENTS
Over the last 3 lessons, we’ve looked at what commitment is, what it isn’t, why commitment matters, and 
how to make commitments that count. The bottom line is this: if you’re going to be the kind of leader that 
people follow, the kind of leader that people line up behind, you’ve got to commit to your commitments. 

“Leaders with good intentions make commitments; leaders with good character keep them.”

What kind of leader are you?


