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From the Author
Thank you for choosing the A.C.E. Performance Pyramid™.

I created this for the young person who senses that there is more
inside them than their current results are showing. Someone with
promise, with ambition. Someone who knows they can perform better,
lead better, study better, recover better, and respond better when
pressure rises. Someone who does not yet know how.

You recognise, like I did a little late in certain respects, that potential
or talent alone is not enough.

One of the great lessons rugby has taught me is that the limits of
talent  get revealed properly when the game becomes difficult. It is
easy to look good when the field is open, the legs are fresh, and the
scoreboard is kind. But the real test comes when the lungs are burning,
the opposition is coming hard, and one mistake can change the match.

That is when true performance shows.

I composed the A.C.E. Performance Pyramid™ from my own
experiences to help young athletes, students, and emerging leaders,
like my younger self, understand that hard truth. 

It provides a framework to help you identify what breaks down first
when pressure rises.  Is it your Attitude,  the way you interpret and
respond to difficulty? Is it your Competence,  the quality of your
decision-making, skill,  and execution under real conditions? Or is it
your Energy,  your capacity to generate, direct, and renew the physical,
mental, and emotional resources required to perform again and again?

Many young people misread their own underperformance.  Now that
you have the A.C.E. Performance Pyramid™ in hand, you have a way to
find and answer the more honest question.

It helps you understand your pressure points, your collapse sequences,
your false strengths, your weak links, and the risers and sinkers in your
environment. 

Whether you are on the rugby field, in the classroom, in a leadership
role, in your family, or facing the demands of young adult life, the
question remains the same:

Can your performance hold when pressure rises, so that you can
perform at your fullest potential? Consistently.

Look honestly at your pyramid, and to build performance that lasts.

AYANDA ZACA
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ATTITUDE COMPETENCE ENERGY

The Response System
The Decision &
Execution System

The Capacity System

How you interpret and
respond to pressure,
failure, and challenge.

How you read
situations, decide, and
execute under real
conditions.

How you generate,
direct, and renew
physical, mental, and
emotional capacity.

A.C.E. PERFORMANCE PYRAMID

Most young people do not
underperform because they lack

potential. 
They underperform because

they misread the real cause of
their underperformance.

INTRODUCTION
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The A.C.E. Performance Pyramid is a diagnostic and developmental
framework for young people who want to perform at a high level in sport,
study, leadership, and life. 

At the centre of the framework are three foundational pillars:

It is designed especially for senior high school learners, student-athletes,
and emerging leaders: young people with real promise who are trying to turn
potential into dependable performance under pressure.



A.C.E. PERFORMANCE PYRAMID
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This is not a motivation framework. It is a performance diagnosis and
development system.

These three pillars form the base of the pyramid. They determine whether
performance remains stable when the stakes rise, whether growth becomes
sustainable rather than erratic, and whether a young person can convert
ambition into mature, repeatable action.

The framework uses rugby as its primary performance laboratory because
rugby reveals, with unusual honesty, what happens when emotional control,
skill, judgment, physical readiness, recovery, and decision-making are all
tested simultaneously.

But the framework is not limited to rugby. Rugby is the anchor. The
principles apply in exam halls, classrooms, leadership spaces, and the wider
transitions of young adult life.



UNDERPERFORMANCE
IS ALMOST ALWAYS
MISDIAGNOSED.
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The 
Core 
Problem



Most young people do not interpret their own underperformance accurately.

•     I NEED MORE CONFIDENCE.

They may say and think things like:

Sometimes those statements are partly true. Often they are incomplete. 
In many cases they are simply wrong.
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THE CORE PROBLEM

•     I NEED TO WORK HARDER.
•     I JUST NEED TO STAY POSITIVE.
•     I KNOW I CAN DO BETTER.

A player may think the problem is confidence when the real issue is poor
competence under fatigue. A student may think the problem is laziness
when the real issue is depleted energy and weak recovery. A leader may
think the problem is stress when the deeper issue is a fragile attitude under
criticism.

This is why the A.C.E. Performance Pyramid begins with misdiagnosis. The
framework assumes that underperformance becomes costly when the real
cause is misunderstood, when the wrong pillar is targeted, when one
strength hides another weakness, or when pressure is treated as the
problem instead of as a revealer of the problem.



WHAT BREAKS DOWN FIRST WHEN PRESSURE RISES,
AND WHAT DOES THAT REVEAL ABOUT THE
STRUCTURE UNDERNEATH?
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THE CORE PROBLEM

That shift from inspiration to diagnosis is what gives the framework its edge.

The framework asks a more exact question than how do I succeed. It asks: 

Why This Matters
The framework is built specifically for a life stage in which identity,
purpose, performance, and pressure are colliding. 

Senior high school learners and student-athletes are often talented but
unbalanced, ambitious but under-recovering, outwardly confident but
vulnerable to comparison, hardworking but poorly regulated.

This does not always indicative of a weakness in character but is the reality
of a developmental stage where identity is still stabilising, and where self-
regulation is still maturing. 

At this stage it is important that the right framework do more than just push
motivation. It must help young leaders understand where they break down
under pressure, why they break down, what part of the system needs work,
and how to stabilise that part to improve the whole. 

That is exactly what the A.C.E. Performance Pyramid is designed to do.



Many young people appear strong in one area while being quietly unstable
in another.  They perform well up to a level, but crumble under high-stakes.

The A.C.E. Performance Pyramid therefore rejects the idea that high
performance can be fully explained by the traditional dual variables alone:
i.e. talent and hard work. It argues instead that sustainable excellence
depends on the interaction of three foundational systems working in
constant alignment.
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THE CENTRAL THESIS

Another may be composed and disciplined yet technically underdeveloped.
Another may be excellent in practice but degrade sharply when fatigue,
contact, time pressure, or consequence narrow their margin for error.

Because a person may look highly driven but be leaking energy everywhere.
Another may be very skilled but emotionally thin under pressure.

When these three pillars are developed unevenly, performance becomes
increasingly fragile as the performance demands increase. When they are
aligned, performance becomes more reliable, transferable, and sustainable.

High performance is not built on talent, or
confidence, or effort in isolation. Performance
under pressure, it is built on the alignment of
the three- Attitude, Competence, and Energy .

The Central
Thesis



Young leaders often learn to think about outcomes, goals, visibility, and achievement
before they understand or prioritise the foundations required to uphold them. The
pyramid reverses that order. Sustainable ascent towards fullfilling potential depends on
what sits beneath, not only on what sits above.

Why a Pyramid?
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The pyramid is the correct shape for this framework because it reflects the
architecture of performance. It communicates four essential truths.

A Strong Base Matters More Than a Dramatic Peak

At lower levels of demand, a young person can survive with inconsistency, weak
recovery, or shallow competence. At higher levels, those same weaknesses become
expensive. The higher the climb, the less room there is for hidden instability

Higher Levels Increase Sensitivity

If one side weakens, the whole structure destabilises. Talent cannot compensate
indefinitely for low energy. Discipline cannot compensate indefinitely for low
competence. Optimism cannot compensate indefinitely for a weak attitude under real
or sustained pressure.

All Three Sides Must Hold

A pyramid does not reveal its weakness when it is untouched. Weakness becomes
evident when load is applied. In the same way, performance structure is revealed when
a person is tested by the competent of the game- fatigue, contact, disappointment,
public error, non- selection, overload, or uncertainty.

Pressure Reveals Structural Truth

That is why the pyramid is not a metaphor of inspiration. It is a structural metaphor
of to improve the load-bearing capacity for better performance.

WHY A PYRAMID?



A.C.E. PERFORMANCE PYRAMID™
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WHAT PERFORMANCE
MEANS IN THIS
FRAMEWORK.



Performance in this framework means that action is effective,
repeatable, context-appropriate, and demand-resistant: it survives
pressure, fatigue, and uncertainty better than average. 

This definition is important because it excludes three common distortions:

Performance is the ability
to produce effective,

repeatable, and context-
appropriate action under

increasing levels of demand.
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WHAT PERFORMANCE MEANS IN THIS FRAMEWORK

Performance equals intention. Wanting, hoping, or caring deeply does
not equal performance. No matter how intense they are. Important as
they are.
Performance equals visible effort. A person can look committed and
busy while still performing poorly. The product of performance is the
whole point.
Performance equals one-off success. A great day or one strong play
may reflect promise, not yet structure. Consistency is key.

This applies in rugby, in the exam hall, in leadership, and in the
transitions of young adult life.



ATTITUDE: 
THE RESPONSE SYSTEM

Attitude is not only
about positivity. 

It is also about preserving
the quality of responses
under pressure.
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PILLAR    01



Attitude is the quality of a person's interpretive and emotional response to
challenge, pressure, feedback, uncertainty, and failure. This is more precise
than generic mindset language.

ATTITUDE

Attitude is not cheerfulness. It is not surface confidence. It is the inner
response system that determines what a person sees, what meaning they
assign to difficulty, how they regulate themselves, and how quickly they
recover functional focus when disrupted.

Attitude answers questions like:
What do I tell myself when things go wrong?
Do I experience challenge as information or threat?
Can I stay coachable under correction?
Does failure distort my identity?
Can I regulate my emotions quickly enough to stay functional?
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ATTITUDE

WHAT WEAK ATTITUDE ACTUALLY LOOKS LIKE

Weak Attitude is often misread. It does not always look dramatic. It may
show up as:

Overreaction after mistakes in training or competition
Defensiveness when feedback is offered, even constructively
Loss of composure under provocation or repeated pressure
Excuse-making and external attribution of failure
Emotional withdrawal when things stop going well
Over-dependence on praise to sustain effort and confidence
Collapse in focus or intensity when selected for criticism or substitution



DOMAIN WHAT IT MEANS

Judgement
How you interpret what is happening. Do you read
pressure as danger, embarrassment, challenge, or
an opportunity to respond?

Regulation

How well you manage the emotional and
physiological response triggered by events. Can
you settle yourself enough to think and act
clearly?

Self-Talk
What internal language you use under stress. Is it
useful, distorted, punitive, avoidant, or corrective?

Coachability
Do you remain open to learning when your ego is
threatened. Do you defend, deny, shrink, or
consider and adapt?

Identity
Stability

Do outcomes distort your sense of self-worth. Can
you fail at a task without feeling you have become
a failure as a person?
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ATTITUDE

THE FIVE FUNCTIONAL DOMAINS OF ATTITUDE



1.Reframe negative narratives into learning-oriented questions (What is this
asking me to develop?).

2.Practice gratitude journaling as a discipline of noticing what works, not as a
feel-good exercise.

3.Use mental contrasting: visualise both the goal and the obstacle
simultaneously. Neither alone is sufficient.

4.Build coachability as a habit: after every session, ask one coach or peer what
you could improve.

5.Audit your self-talk for fixed signals: phrases like I am not a leader or I have
always been like this are warning signs.

Rugby exposes attitude with unusual honesty. A player's internal response
system becomes visible when:

They knock the ball on early in a match
They miss a tackle that leads directly to points
They are physically targeted by the opposition
They are substituted when they expected to stay on
The referee turns against them repeatedly
Fatigue magnifies irritation and emotional leakage
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ATTITUDE

RUGBY AS AN ATTITUDE REVEALER

In these moments, attitude is not theoretical. It either stabilises
performance or contaminates it. The player who resets after a mistake and
the player who carries the mistake into the next phase are not separated by
talent. They are separated by attitude architecture.

HOW TO DEVELOP ATTITUDE



ATTITUDE

Part A: Belief Audit

ATTITUDE WORKSHEET

Part C: 30-Day Commitment

17

List THREE beliefs that consistently help you perform at your best:

List THREE beliefs that hold you back or show up when under pressure:

Part B: The Reframe

Take your most limiting belief. Rewrite it as a growth-oriented question or
statement.

One attitude habit. Specific. Observable. Starts this week.

Limiting Belief:

Growth Reframe:

My Commitment:

I will know it is
working when:



COMPETENCE:
THE DECISION AND
EXECUTION SYSTEM

PILLAR    02

Competence is more than just
what you know. 
It is what emerges when the
game gets fast, messy, tiring,
and consequential.
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Competence as the Decision and Execution System

Competence is the quality of a person's usable capability: their ability to read
situations, make sound decisions, and execute effectively under real conditions. It is
not just skill possession. It is not what a person can do in controlled conditions alone.

COMPETENCE

Competence answers questions like:

Do I know what matters most in this moment?
Can I distinguish the option that is  right from the option that is obvious?
Can I execute in the same way under pressure rather than only in practice?
Am I learning in a way that actually improves my performance?
Does my understanding transfer into real action when it counts?
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Competence is what they can perceive, choose, and carry out when time is short,
information is incomplete, pressure is rising, and fatigue is interfering. That is a much
deeper standard than skill alone.

What Weak Competence Actually Looks Like

Weak competence is often misdiagnosed as poor confidence or low effort. In reality it
may appear as:

Repeated poor decisions in familiar situations, not errors of effort
Technical breakdown specifically under fatigue or pressure
Poor tactical awareness: seeing what is happening but not what it means
Shallow understanding of role demands: knowing the position but not the moment
Lots of training without meaningful improvement (practice without deliberate
structure)
Emotional confidence unsupported by actual skill depth
Performing well in isolation but not inside a system under pressure



DOMAIN WHAT IT MEANS

Technical
Execution

The mechanics and skill craft required in your role.
What you can actually do with your hands, feet,
and body in the moment.

Tactical
Reading

The ability to see the relevant cues in context and
understand what they mean before the situation
resolves.

Situational
Judgment

The ability to choose well under uncertainty,
pressure, and time restriction. The right call at the
right moment.

Learning
Conversion

The ability to transform repetition, feedback, and
experience into actual improvement, not just
familiarity.

Pressure
Transfer

The ability to retain capability when fatigue,
contact, speed, or scrutiny reduce comfort.
Competence under demand, not only in training.
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COMPETENCE

THE FIVE FUNCTIONAL DOMAINS OF COMPETENCE



1.Run a gap analysis: map current capability against what
your role actually demands under pressure.

2.Identify the two or three skills that, if improved, would
have the highest impact on your performance.

3.Engage in deliberate practice: structured, focused,
repetitive development of specific skills with feedback.

4.Use coaching and peer review: have someone watch and
tell you what can be changed, not just what happened.

5.Build learning sprints: short, focused cycles where you
target one skill, apply it, and review the outcome.

Rugby is one of the best possible environments for observing competence
because it demands far more than isolated skill.

A competent rugby player must scan before contact,
read defensive shape, understand role and timing,
choose correctly under pressure, communicate in
fast-moving disorder, and execute after fatigue has
already reduced clarity.
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COMPETENCE

RUGBY AS A COMPETENCE REVEALER

In rugby, poor competence is often exposed when a player forces the wrong
option, loses decision quality late in the game, confuses intensity with
accuracy, or performs the drill without reading the moment.

HOW TO DEVELOP COMPETENCE



SKILL /
CAPABILITY

CURRENT (1-5) REQUIRED (1-5)
DEVELOPMENT

ACTION

Technical skill
execution under
fatigue/ pressure

Tactical reading
and game
awareness

Decision-making
under time
fatigue/ pressure

Communication
in fast-changing
situations

Role
understanding
and positioning

Deliberate
practice and
learning habits

Focus and
retention under
stress
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COMPETENCE

SKILLS GAP ANALYSIS



COMPETENCE

Part A: Core Strengths

COMPETENCE  WORKSHEET

Part D: Accountability
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List THREE competences you bring at a genuinely high level under pressure:

List THREE beliefs that hold you back or show up when under pressure:

Part C: Learning Resources

Name one resource (person, video, book, programme) for each development
area:

Name one person who will give you honest, ongoing feedback on your
development:

Resource 1: 

Resource 2: 

Name:

Part B: Priority Development Areas

Role:



ENERGY: 
THE CAPACITY SYSTEM

PILLAR    3

Energy has little to do with
how excited you feel.

It is your capacity to survive
cumulative demand without
degrading the quality of your
performance.
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Competence as the Decision and Execution System

Energy is the quality of a person's capacity to generate, direct, and renew
physical, mental, emotional, and behavioural resources over time. It
determines whether a person can sustain attention, effort quality,
emotional steadiness, and behavioural follow-through across training,
study, competition, and leadership.

ENERGY

Energy answers questions like:

Do I have enough capacity to perform well repeatedly, not just
occasionally?
Where am I leaking energy without realising it?
Am I directing my energy resources to where it matters most?
Do I recover intelligently or do I just keep pushing until something
breaks?
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Energy is the pillar most likely to be misunderstood by ambitious young
people. Many think energy means motivation, hype, or visible intensity. It
does not. In this framework, Energy refers to usable capacity. The
difference matters enormously.

What Energy Depletion Looks Like

1.Chronic fatigue that persists regardless of sleep: a signal of systemic
depletion, not just tiredness.

2.Declining decision quality specifically late in games, exams, or long
training sessions.

3.Emotional volatility when tired: short-fuse responses that are out of
proportion to the trigger.

4.Loss of enthusiasm for work that was previously energising.
5.Increased reliance on stimulants as a substitute for genuine capacity.
6.Presenteeism: physically present but mentally and emotionally absent.
7.False energy: relying on adrenaline, noise, or intensity that masks true

depletion until fatigue accumulates.



FUNCTION WHAT IT COVERS

GENERATION

How capacity is built: sleep, nutrition, hydration,
movement, physical preparation, and mental
clarity habits. These are not lifestyle choices. They
are performance inputs.

DIRECTION

How capacity is applied: focus, task engagement,
disciplined use of time, and resistance to energy
waste through distraction, chaos, panic, or digital
overstimulation.

RENEWAL
How capacity is restored: recovery, rest,
decompression, boundaries, nervous-system
downshifting, reflection, and sustainable rhythm.
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ENERGY

THE THREE FUNCTIONS OF ENERGY

Energy becomes most visible through the degradation of performance.
Performance degradation occurs when a person's ability drops because of
cumulative load that erodes clarity, precision, emotional control, or follow-
through. It is not because just they lack ambition or talent.

PERFORMANCE DEGRADATION: CRITICAL ENERGY MECHANISM

A student may think they just lose focus, when the deeper truth is that poor
sleep, digital clutter, emotional strain, and weak recovery have already
thinned their mental energy. A rugby player may think they choke late in
games, when what is actually happening is that decision quality collapses
as physical fatigue, emotional irritation, and depleted attention converge.



YOU DO NOT GET BETTER DURING TRAINING. 

YOU GET BETTER DURING RECOVERY AFTER TRAINING. 

THIS IS NOT OPTIONAL. IT IS BIOLOGY.
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ENERGY

What Energy 
Depletion Looks Like

1.Chronic fatigue that persists regardless of
sleep: a signal of systemic depletion, not just
tiredness.

2.Declining decision quality specifically late in
games, exams, or long training sessions.

3.Emotional volatility when tired: short-fuse
responses that are out of proportion to the
trigger.

4.Loss of enthusiasm for work that was
previously energising.

5.Increased reliance on stimulants as a
substitute for genuine capacity.

6.Presenteeism: physically present but
mentally and emotionally absent.

7.False energy: relying on excitement-driven
adrenaline, noise, or intensity that masks true
depletion until fatigue accumulates.



1.Conduct an honest energy audit. Track physical,
mental, and emotional levels across a full week.
Patterns are more revealing than introspection.

2.Protect sleep as a non-negotiable. Do not
compromise. Eight to nine hours is the
performance target.

3.Map your energy drains and energisers. Reduce
controllable drains. Increase energisers
intentionally.

4.Introduce micro-recovery routines: transition
rituals between sessions, end-of-day resets, one
screen-free activity daily.

5.Build at least one full rest day into every week.
Not a lighter day. A rest day.

Rugby punishes weak capacity. Energy shows up in repeat effort, clarity late
in the match, recovery between collisions, emotional control after repeated
stress, and the ability to still think and communicate when tired.
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ENERGY

RUGBY AS AN ENERGY REVEALER

Rugby also exposes false energy. Some
players rely on adrenaline and mistake that
for true capacity. But once fatigue
accumulates, their decision-making
degrades, body language drops, and
recovery proves inadequate. The
performance system was loud, not strong.

HOW TO MANAGE ENERGY



TIME OF
DAY

MON TUE WED THU FRI SAT SUN

Morning
(6-9am)

Midday
(11am-2pm)

Afternoon
(3-6pm)

Evening
(7-10pm)
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ENERGY

WEEKLY ENERGY TRACKER

Mark H (High), M (Medium), or L (Low) for each cell.

Review patterns at the end of the week.
Once you have the pattern, consider the following:

What causes any dips?

What causes any peaks?



ENERGY

Part A: Energisers and Drainers

ENERGY  WORKSHEET

Part C: One Recovery Habit
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List THREE things that reliably give you energy:

List THREE things that consistently drain your energy:

Part B: Your Recovery Gaps

Where is recovery most absent in your current week? Be specific.

One recovery habit you will introduce or protect this week:

Morning:
During training 
or performance: 

My
habit: 

I will... 

Evening and at
the end of day: 

every...



INTERACTION 
OF THE 3 PILLARS

THE 3 PILLARS

Performance cannot depend
solely on great strength.

It collapses at the point of
weakest alignment.
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The A.C.E. Performance Pyramid becomes most useful when it moves
beyond isolated pillars and examines their interaction. This is where
diagnosis becomes genuinely powerful.

ALIGNMENT, FALSE STRENGTH, AND THE WEAK LINK

Alignment is the degree to which Attitude, Competence, and Energy
support one another under real conditions. A performer is aligned when
their attitude helps them stay functional, their competence helps them
choose and execute well, and their energy helps them sustain those
abilities over time.

As one proceeds from the base of performance they go up the pyramid
towards its apex. The apex (the tip of the pyramid) represents the fullness of
the person’s performance potential. As one comes closer to the apex
alignment between the three pillars becomes more critical. 

Alignment

In most high-pressure situations, the system does not fail at its strongest point. It
fails at its weakest or least integrated point.

THE 3 PILLARS
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Alignment is what makes performance stable rather than accidental. An
aligned performer is not necessarily more talented than a fragmented one.
They are more structurally reliable.

The Weak Link Principle

This gives rise to a foundational rule: identify the weak link first. Do not target the
strongest pillar for development. Target the one that breaks down under pressure.
That is where the leverage is.



One of the most important ideas in the framework is false strength. False strength
occurs when a visible strength in one pillar hides a weakness in another. 

FALSE STRENGTH

In most high-pressure situations, the system does not fail at its strongest point. It
fails at its weakest or least integrated point.

VISIBLE
STRENGTH

HIDDEN
WEAKNESS

HOW IT FAILS

High Energy
Low
Competence

Player looks committed. Judgment
remains poor. Intensity masks poor
decisions.

High
Competence

Weak
Attitude

Performer looks impressive until
pressure attacks identity or
composure. Then falls apart.

High
Attitude

Poor Energy
Person sounds mature and
motivated. But rhythms quietly
undermine consistency over time.

High Energy
+ Attitude

Shallow
Competence

Works hard, stays positive, but makes
the same poor decisions repeatedly
under pressure.

THE 3 PILLARS
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This delays correct diagnosis and allows the real problem to compound.



A pressure point is the recurring condition under which performance becomes
unstable. Examples include: after a visible error, under criticism, when
fatigued, when competing for selection, when overloaded academically, or
when uncertainty increases.

PATTERN HOW THE COLLAPSE UNFOLDS

Attitude
first

Poor appraisal triggers emotion, which narrows
decision-making, which degrades execution. Visible
failure follows invisible attitude failure.

Energy first
Fatigue triggers irritation, which narrows focus,
which leads to poor choices. Player blames
themselves when the real culprit was depletion.

Competence
first

Pressure exposes shallow skills. Repeated errors
feed attitude collapse. Player loses confidence in
what was always a competence problem.

Ecosystem
first

External stressors (sinkers) drain energy before
training even begins. Performance degrades across
all three pillars without an obvious internal cause.

PRESSURE POINTS AND THE COLLAPSE SEQUENCES

THE 3 PILLARS
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But the framework goes further and asks: what is the collapse sequence? The
collapse sequence is the order in which a person's system tends to break down
under pressure.

This matters because the first visible mistake is not always the first real
failure. A missed tackle may be the visible failure, but the deeper
sequence may have started with fatigue, poor focus, or irritation that no
one diagnosed..



RISERS AND SINKERS

The Ecosystem
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RISERS
(Strengthen Performance)

SINKERS
(Erode Performance)

Good coaching with clear
expectations
Constructive, specific feedback 
Disciplined sleep and recovery
habits 
Healthy peer influence and team
culture 
Emotional honesty and
psychological safety 
Strong mentorship and role
clarity 
Meaningful routines and
consistent structure

Sleep debt and poor recovery
discipline 
Fear-based or toxic coaching
environments 
Role confusion and unclear
expectations 
Social comparison and status
pressure 
Digital overstimulation and
screen dependency 
Unresolved conflict in team or
family 
Living for external validation
rather than internal standards

THE ECOSYSTEM

Performance is never built only
inside the individual. It is

shaped by the environment
around them.

Many young leaders blame
themselves for performance
problems that are partly
ecosystem problems. .

 The A.C.E. Performance Pyramid therefore includes an ecosystem layer and
therefore forces a more disciplined distinction.

It asks: 
What is a pillar problem? 
What is an ecosystem problem? 
What is an interaction between the two? 
That distinction prevents shallow diagnosis.



A young person can have strong attitude, developing competence, and
reasonable energy management but still underperform if their ecosystem is
full of sinkers. The framework requires facilitators and participants to audit
both the internal pillars and the external environment. One without the other
is an incomplete diagnosis.

FRAGMENTATION AND INTEGRATION

The framework understands development as movement from
fragmentation to integration. This is more precise than the usual language
of improvement.

It also requires honesty in both directions. Some young leaders blame the
environment for issues that are actually internal weaknesses. Others blame
themselves for performance problems that are substantially ecosystem-
driven. Both errors are common. Both prevent development.

Fragmentation

Fragmentation creates friction. The person often feels capable of more but cannot
stabilise performance long enough to realise it. They have what looks like potential
without the structure to convert it.

THE ECOSYSTEM
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Fragmentation occurs when the pillars do not coordinate well enough to
carry real demand. A fragmented performer may have skill without
emotional control, drive without recovery, confidence without judgment,
good intentions without consistent follow-through, or flashes of
excellence without structural dependability.

Integration

Integration occurs when the three pillars increasingly reinforce one another. An
integrated performer responds better after errors, maintains more usable
competence under fatigue, directs and renews energy more intelligently, learns
faster from pressure, and carries less internal friction across contexts.

Integration does not mean perfection. It means that the system is becoming
more coherent, more load-bearing, and more transferable. The climb from
fragmentation to integration is the core developmental journey of the A.C.E.
Performance Pyramid.



A.C.E. Self-
Assessment
You cannot manage
what you cannot measure.
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A.C.E. Self-Assessment

1. ATTITUDE Score____/20

I interpret setbacks as information rather than as judgements on my worth or
ability. ___5

2. COMPETENCE Score____/20

My skills are genuinely improving and remain usable under pressure, not only
in practice.

___5

I know specifically which capability gaps are limiting my performance right now. ___5

I practice deliberately and with feedback, not just by repeating what I already
know.

___5

I can read what the situation requires and choose accordingly, under time
pressure.

___5

3. ENERGY Score____/20

My sleep, nutrition, and movement support rather than undermine my
performance.

___5

I manage stress proactively rather than absorbing it until it becomes a crisis. ___5

I have built deliberate recovery into my week. It is planned, not accidental. ___5

I am aware of what drains my energy and I actively manage those factors. ___5
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I seek out feedback, including uncomfortable feedback, rather than avoiding it. ___5

My response to pressure is measured and intentional, not reactive or avoidant. ___5

I can fail at a task without feeling I have become a failure as a person. ___5



SCORING YOUR PROFILE

PILLAR
YOUR TOTAL

(/20)
STRONGEST
STATEMENT

LOWEST
STATEMENT

ATTITUDE

COMPETENCE

ENERGY

A.C.E. Alignment Gap = Highest pillar score minus Lowest pillar score: ________

A gap of 0-3 indicates strong alignment. 
A gap of 7 or more signals a critical development priority and a likely explanation
for performance that does not match potential.

A.C.E. Self-Assessment
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TOTAL
SCORE

TIER WHAT THIS MEANS AND WHERE TO FOCUS

43-48 4 - Peak

You are performing at a genuinely high level across all
three pillars. 

The work now is maintenance, recovery, and the
ongoing prevention of drift. 

High performers at this level do not coast. They design
for sustainability- do the same.

31-42 3 - Synergy

Your pillars are beginning to reinforce each other. 

This is where performance compounds. Focus on depth
rather than breadth. 

Push the edges of your strongest area while protecting
the others.

21-30 2 - Growth

You have something to build on. 

Identify the weakest pillar and design a targeted
development plan. 

Be specific about the gap and deliberate about the
method.

12-20 1 - Foundation

Your base needs stabilising before anything else. Pick
the lowest-scoring pillar. 

Build one specific habit in that area and hold it for 30
days before expanding. 

Small and consistent beats ambitious and inconsistent.
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PERFORMANCE TIERS

A.C.E. Self-Assessment



Build this at the end of your workshop or self-assessment. Review it weekly.
Adjust it with honesty, not just with optimism.

MY A.C.E. ACTION PLAN

My A.C.E. Action Plan

The pillar I am focusing on: 

The specific gap within it: 

MY PRIORITY FOCUS

Why this gap matters most right now: 

What breaks down in my collapse sequence: 



# SPECIFIC ACTION BY WHEN
I WILL KNOW THAT IT IS

WORKING BY...

1

2

3

MY ACTION STEPS

Who will hold me accountable:

SUPPORT AND ACCOUNTABILITY

MY A.C.E. ACTION PLAN

How often we will review progress:

What I need from them:



THE A.C.E.
PERFORMANCE
PYRAMID™
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