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Actualized Leader Worksheet
Part 1: Leadership, Resilience, and Well-Being

Summary Table
Leadership Style Strengths Shadow Behaviors Self-Actualized

Achiever 

DŽƟǀĞ͗��ĐŚŝĞǀĞŵĞŶƚ�
&ĞĂƌ͗�&ĂŝůƵƌĞ�
�ŶƟĚŽƚĞ͗��ďƵŶĚĂŶĐĞ

KƌŐĂŶŝǌĞĚ�
�ĞƚĂŝůͲŽƌŝĞŶƚĞĚ�
^ƚƌƵĐƚƵƌĞĚ�
dŚŽƌŽƵŐŚ�
�ŶĂůǇƟĐĂů

DŝĐƌŽŵĂŶĂŐĞƌ�
dĞĚŝŽƵƐ�ĂŶĚ�ĐĂƵƟŽƵƐ�
WĞƌĨĞĐƟŽŶŝƐƚ
�ƌŝƟĐĂů
EĂƌƌŽǁͲŵŝŶĚĞĚ

�ĞƚĂŝůĞĚ�ĂŶĚ�
ĐŽŶĐĞƉƚƵĂů
�
KƌŐĂŶŝǌĞĚ�ĂŶĚ�
ŇĞǆŝďůĞ

�ĸƌŵĞƌ

DŽƟǀĞ͗��ĸůŝĂƟŽŶ�
&ĞĂƌ͗�ZĞũĞĐƟŽŶ�
�ŶƟĚŽƚĞ͗��ŽŶŶĞĐƟŽŶ

&ƌŝĞŶĚůǇ
,ĞůƉĨƵů�
dƌƵƐƟŶŐ�ŽĨ�ŽƚŚĞƌƐ�
ĂŶĚ�ƚƌƵƐƚǁŽƌƚŚǇ�
,ƵŵďůĞ
�ůƚƌƵŝƐƟĐ

�ǀŽŝĚƐ�ĐŽŶŇŝĐƚ�ĂŶĚ�
ĐŽŶĨƌŽŶƚĂƟŽŶ�
/ŶĚĞĐŝƐŝǀĞ
�ĞǀĂůƵĞƐ�ŽǁŶ�ŶĞĞĚƐ�ĂŶĚ�
ǁĂŶƚƐ
^ĞŶƐŝƟǀĞ�ĂŶĚ�ĞŵŽƟŽŶĂů

&ƌŝĞŶĚůǇ�ĂŶĚ�
ĐŽƵƌĂŐĞŽƵƐ

�ŵƉĂƚŚĞƟĐ�ĂŶĚ�
ĐĂŶĚŝĚ

Asserter

DŽƟǀĞ͗�WŽǁĞƌ�
&ĞĂƌ͗��ĞƚƌĂǇĂů�
�ŶƟĚŽƚĞ͗��ƐƐƵƌĂŶĐĞ

�ŽŶĮĚĞŶƚ�
�ĞĐŝƐŝǀĞ�
�ŽŵƉĞƟƟǀĞ�
�ŽƵƌĂŐĞŽƵƐ
^ƚƌĂƚĞŐŝĐ

�ŽŶƚƌŽůůŝŶŐ
�ƌƌŽŐĂŶƚ
/ŵƉĂƟĞŶƚ�
�ŽŶĚĞƐĐĞŶĚŝŶŐ
DĂŶŝƉƵůĂƟǀĞ

�ŽŶĮĚĞŶƚ�ĂŶĚ�
ŚƵŵďůĞ

�ŽŵƉĞƟƟǀĞ�ĂŶĚ�
ĐĂƌŝŶŐ

Step 1: Your Leadership Style
1. *R�WR�www.alpfree.com/arudia/ to determine your primary leadership style or refer to 

SDJH���RI�\RXU�IXOO�UHSRUW��&LUFOH�\RXU�SULPDU\�VW\OH��$FKLHYHU��$IÀUPHU��$VVHUWHU��

2. :KLFK�VWUHQJWKV�GR�\RX�XVH�RQ�D�UHJXODU�EDVLV"

3. &RQVLGHU�VWUHQJWKV�IURP�HDFK�OHDGHUVKLS�VW\OH��VHH�WDEOH�DERYH����$GG�DQ\�RWKHU 
strengths you can identify; consider what colleagues appreciate most about you.
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Step 2: Identifying Your Stresses

What Stresses You Out? Fear
Step 3; Q8

Plan
Step5; Question 22

1.

2.

3.

4.

5.

Step 3: The Penumbra: Identifying When You Are About To Step In It
The goal of this exercise is to help you identify when you are at the penumbra, which is the

very edge of the shadow. Without awareness, we can’t stay out or step out of the shadow.

���0\�3ULPDU\�6KDGRZ�DQG�8QGHUO\LQJ�)HDU�LV��)DLOXUH��5HMHFWLRQ��RU�%HWUD\DO��FLUFOH�RQH��

5. The fear I experience most in my work is:

���:KDW�DUH�WKH�ÀUVW�VLJQV�\RX�DUH�JHWWLQJ�VWUHVVHG"�7KLQN�EURDGO\��LW�PD\�QRW�EH�REYLRXV�DW�  

����ÀUVW��&RQVLGHU�WKH�EHKDYLRUV�LQGLFDWHG�LQ�WKH�Shadow: At Your Worst, Disempowered, Irrational   
    columns on the next page.
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7.  Consider the shadows below. Remember, At Your Best, Empowered�UHÁHFWV�D�SHUVRQ�RQ
�����D�JRRG�GD\��,W�DOVR�GHVFULEHV�D�KLJKO\�VHOI�DFWXDOL]HG�SHUVRQ��HYHQ�ZKHQ�SRWHQWLDOO\�VWUHVVIXO
     triggers are present. Circle the words in the Shadow: At Your Worst, Disempowered, Irrational    
     columns that describe you when you are stressed, or stepping into the shadow. 

Affirmer Shadow: Fear of Rejection (Needy or Conflict Avoidant)
Triggers: Prospect of Conflict, Hurting Other’s Feelings, Making Others Angry (Antidote: Connection)

At Your Best, Empowered Shadow: At Your Worst, Disempowered, Irrational
Friendly Sensitive Dependent

*HQHURXV Insecure Possessive

Loyal Indecisive Anxious

(PSDWKHWLF Complacent Jealous

Helpful Accommodating Naive

Asserter Shadow: Fear of Betrayal (Bullying or Controlling)
Triggers: Vulnerability, Asking Forgiveness, “I Don’t Know” (Antidote: Assurance)

At Your Best, Empowered Shadow: At Your Worst, Disempowered, Irrational
&RQÀGHQW Arrogant Autocratic

Decisive Impatient Manipulative

Competitive Condescending Rude

Candid Blunt Intolerant

Courageous Domineering Belligerent

Achiever Shadow: Fear of Failure (Micromanager or Catastrophize)
Triggers: Scarcity, Prospect of Losing, Imperfection, Ambiguity (Antidote: Abundance)

At Your Best, Empowered Shadow: At Your Worst, Disempowered, Irrational
Detailed Rigid Narrow-Minded

2UJDQL]HG Cautious ,QÁH[LEOH

Structured Tedious 2EVHVVLYH

Thorough Stubborn Argumentative

Serious Critical Pessimistic

����*R�WR�WKH�WDEOH�LQ�6WHS���DQG�LGHQWLI\�ZKLFK�RI�\RXU�IHDUV�WULJJHU�WKH�VWUHVV�LGHQWLÀHG�LQ�WKH
�����ÀUVW�FROXPQ��0RUH�WKDQ�RQH�IHDU�FDQ�EH�WULJJHUHG�DW�D�WLPH�
Remember, if you judge yourself to be rejected, betrayed, or that you are failing, you are 
in your shadow.
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Step 4: Don’t Believe Everything You Think
���&RQVLGHU�\RXU�3ULPDU\�0RWLYH�'ULYHU��$IÀOLDWLRQ��3RZHU��RU�$FKLHYHPHQW��DQG�\RXU��
����VKDGRZ�DQG�XQGHUO\LQJ�)HDU�BBBBBBBBBBBBBB��RI�Failure, Rejection, or Betrayal) from Step 2.  

10. What are some examples of how your leadership shadow shows up in your work or            

������SHUVRQDO�OLIH"�&RQVLGHU�EHKDYLRUV�WKDW�PD\�EH�VHOI�GHIHDWLQJ��LQWHUIHULQJ�ZLWK�WKH�GHOLYHU\���
������RI�TXDOLW\�VHUYLFH��DQG�IUXVWUDWLQJ�\RXU�ZHOO�EHLQJ�DQG�HIÀFDF\�

����:KDW�DUH�\RXU�IHDUHG�ZRUVW�FDVH�VFHQDULRV�UHODWHG�WR�WKHVH�H[DPSOHV"�([DPSOHV�LQFOXGH��� �
������OHWWLQJ�VRPHRQH�GRZQ��QRW�ÀJXULQJ�VRPHWKLQJ�RXW��DQG�RXWULJKW�IDLOLQJ�

12. What are the irrational thoughts, self-limiting beliefs, or unfounded fears that feed into   

������WKHVH�IHDUV"

����/LVW�ZKDW·V�DW�ULVN�IRU�\RX��H�J���UHODWLRQVKLSV��HIIHFWLYH�WHDPZRUN��FDUHHU���&RQVLGHU�KRZ�� �
      your shadow behaviors interfere with your happiness and goals.

����:KDW�LV�WKH�LPSDFW�RQ�\RX�RI�RSHUDWLQJ�LQ�\RXU�VKDGRZ"

����:KDW�LV�WKH�LPSDFW�RQ�\RXU�FROOHDJXHV�RI�\RX�RSHUDWLQJ�LQ�\RXU�VKDGRZ"

����+RZ�ZRXOG�\RX�EH�D�EHWWHU�FROOHDJXH�E\�UHFRJQL]LQJ�DQG�UHGXFLQJ�WKH�IUHTXHQF\��� � �������
������GXUDWLRQ��DQG�SRWHQF\�RI�VKDGRZ�H[SHULHQFHV"

����:KDW�ZRXOG�OLIH�EH�OLNH�LI�\RX�ZHUH�DEOH�WR��L��GLVWLQJXLVK�\RXU�VKDGRZ�IURP�ZKDW·V��� �
������DFWXDOO\�KDSSHQLQJ�DQG��LL��DFW�DFFRUGLQJO\"�+RZ�GR�\RX�ZDQW�WR�RSHUDWH�ZKHQ�WKH�JRLQJ���
������JHWV�URXJK"

����:KDW�ZRXOG�OLIH�EH�OLNH�LI�\RX�ZHUH�DEOH�WR�UHFRJQL]H�ZKHQ�RWKHUV�DUH�LQ�WKHLU�VKDGRZ�DQG���
������KDQG�WKHP�D�ÁDVKOLJKW"
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Step 5: Stepping Into the Light
The goal of this exercise is to help you identify strategies for stepping out of the shadow.  

Consider using your stronger attributes and improving the attributes in need of development 

WR��L��LPSURYH�\RXU�UHVLOLHQFH�DQG��LL��UHGXFH�\RXU�UHDFWLYLW\�VR�WKDW�\RX�H[SHULHQFH�OHVV�VWUHVV��
<RX�ZLOO�KDYH�IHZHU�H[SUHVVLRQV�RI�IHDUV�VXFK�DV���L��PLFURPDQDJHPHQW��)HDU�RI�)DLOXUH����LL��E\�
being so sensitive that your colleagues can’t be straight with you and you aren’t straight with 

WKHP��)HDU�RI�5HMHFWLRQ���DQG��LLL��E\�EHLQJ�PDQLSXODWLYH�RU�LQWLPLGDWLQJ�VR�WKDW�FROOHDJXHV�IHDU�
making the ZURQJ�GHFLVLRQ��)HDU�RI�%HWUD\DO��

Level
Sequence Cognition Emotion Behavior
&RQ¿GHQFH Objective 

Judgment is based on the 

facts of a situation and is 

QRW�LQÁXHQFHG�E\�SHUVRQDO�
feelings or preferences. 

Tip: Practice describing situ-

ations factually and without 

judgment. Avoid adjectives. 

Notice your assumptions; 

distinguish both implicit 

and explicit assumptions 

from what happened.

Courage 
Willing to do something 

frightening and act in 

accordance with beliefs, 

judgments, and convic-

tions.  Tip: Consider the 

worst that might happen. 

What will happen if you 

GRQ·W�WDNH�DFWLRQ"�&RQVLGHU�
how you’d like to be as a 

leader and which action 

furthers that vision.

Candor
2SHQ��KRQHVW��IUDQN��DQG�
sincere in your communi-

cations, especially when 

providing feedback. 

Tip: Use neutral, factual 

language when giving 

what might be perceived 

as negative feedback; 

frame feedback in your 

commitment to the 

person’s development 

or service to clients.

Performance Hyperfocus
(QJDJH�LQ�DQ�LQWHQVH�
mental concentration or 

YLVXDOL]DWLRQ�IRFXVHG�RQ�D�
subject or activity, allowing 

you to be more immersed 

in the task-at-hand.  Tip: 
Stop kidding yourself. 

You aren’t multi-tasking; 

you’re multi-switching. 

Work for 15 minutes on a 

project without distraction, 

decide if you’ll continue.

Trust
Trust and thus be willing 

to develop and maintain 

D�FRQÀGHQW�H[SHFWD-

tion in the reliability, 

integrity, and capability 

of others. Tip:�(QVXUH�WKDW�
expectations are clear, 

set milestones, and use 

Coaching Skills to ensure 

that your colleague has 

LGHQWLÀHG�DQG�DGGUHVVHG�
obstacles to success.

Flow 
Consistent engagement 

in peak performance 

working on challenging 

tasks where you become 

so engaged that you lose 

track of time.  You are “in 

WKH�]RQH�µ�Tip: Turn off 

email, phone, computer’s 

volume and work on a 

project until you’re out 

of ideas; switch to the 

next project and repeat.

Renewal Optimal Time Orientation 

You live primarily in 

the present. Tip: Listen, 

focus on the core 

message and the person’s 

feelings and needs. 

When you are distract-

ed by the thought of a 

task, record it and then 

continue working.

Acceptance
You completely accept 

\RXUVHOI�²�ÁDZV��OLPLWD-

tions, the aging process 

- and embrace your reality, 

QRW�ÀJKWLQJ��LJQRULQJ��RU�
denying it.  Tip: Choose 

WR�HQMR\�OLIH��ÁDZV�DQG�
all. Think about all you 

have to be grateful for.  

Solitude 

Comfortable being alone, 

and cherish rather than 

avoid this time.  You 

don’t passively pass 

the time; you actively 

SODQ��UHÁHFW��DQG�UHQHZ��
Tip: Use alone time to 

DFWLYHO\�SODQ��UHÁHFW��
UHQHZ��(QMR\�DFWLYLWLHV��
exercise, read, or cook.   
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19. List your three strongest attributes and how you use them in your work:

 a.

 b.

 c.

20. List the three attributes requiring the most development, and how developing these 

     attributes will improve your wellbeing, resilience, and work:

 a.

 b.

 c.

21. I commit to improving at least one attribute; the one that will help me stay out of my    

      shadow is____________________. These are the steps I will take to develop this attribute.

22. Create a plan for stepping out of the shadow and back into the light. This plan will work   

      best if you leverage your stronger attributes as you work on those requiring development. 

      Complete the last column of the table in Step 2.

'RQ·W�IRUJHW�WR�UHIHU�WR�\RXU�$/3�5HSRUW��1LQH�$WWULEXWHV�5HVRXUFH�*XLGH�����6XJJHVWLRQV�IRU�
,PSURYLQJ�6HOI�$FWXDOL]DWLRQ��DQG�$QQH·V�DUWLFOHV�HQWLWOHG��Embrace and Improve Your Leadership 
Style, Supercharging Your Firm’s Culture: From Stressed to Resilient, and How to Prevent the Fear of 
Failure from Derailing Success.



 

 
Part 2: Translating Individual Behavior into Culture 

Summary Table 
A team’s culture is the collective personality and emotionality of its members. The 
degree of self-actualization and operation in shadow create culture. The leader’s (and 
then team members’) capacity to manage their own shadows is most determinative. 
 

Actualized Culture Shadow Culture Transforming to Dynamic 

Independent Detached: Anger & Apathy  
Fear of Failure 

1. Realize that surface problems are often 
symptomatic of the real underlying 
issue(s). 

2. Allow to acknowledge anger. 
3. Resolve issues of power, authority, and 

responsibility. 
4. Develop and implement team decision-

making processes that seek input and 
consensus. 

5. Encourage participation from all 
members to develop or revise the 
team’s charter or mission. 

Ownership 
Dig in 
Initiative 
Serious 
Deliver 
Accountability 

• Delays making commitments or 
difficult decisions.  

• Some team members don’t 
participate. 

• Physical and psychological 
withdrawal. 

• Lacks an overall sense of “us” or “we” 
or “team”. 

• Greater focus on individual agendas. 

Collegial Dramatic: Frustration & Despair 
Fear of Rejection 

1. Provide honest, critical feedback. 
2. Address poor performance, unrealistic 

expectations, or obvious problems. 
3. Set challenging performance goals and 

standards. 
4. Appoint individual members to serve as 

"Devil's Advocate" to critique the 
team's performance, plans and 
decisions. 

5. Encourage expression of concerns, 
doubts, or criticism. 

Friendly 
Inclusive 
Supportive 
Community 
Dedicated 
Courageous 

• Norm of politeness. 
• Warm, friendly atmosphere.  
• Looks to the future for salvation. 
• Differences “smoothed over” 

rather than resolved. 
• Lacks candor/direct communication. 
• Gossip, triangulation, and unresolved 

complaints. 

Aligned Dependent: Fear & Anxiety 
Fear of Betrayal  

1. Provide clear direction and purpose. 
2. Involve members in developing specific 

performance goals. 
3. Provide members with enough 

information to move from dependence 
to interdependence. 

4. Allow members to clarify and 
communicate their roles and 
expectations to the entire team. 

5. Develop a "Responsibility Grid" that 
clearly indicates member responsibility. 

Interdependent 
Risk/reward 
Take charge 
Progress 
Strategic 
Fearless 

• Members look to leader for direction 
and protection and expect others to 
run meetings and complete tasks. 

• An over-reliance on the opinions of a 
few select team members. 

• Leaders act without consulting team 
members.  

• Members fail to ask clarifying 
questions or challenge assumptions or 
solutions. 

 
 

152 
 
 
 
 

 
WORKSHEETS 



 

WORKSHEETS 
 

 
 

Dynamic: Passion & Authenticity Maintaining Dynamic 
• Open, honest, and direct communication (no 

siloes). 
• Objective and responsible. 
• Members seek relevant information and 

encourage diverse opinions. 
• High degree of trust and mutual respect. 
• Resilient and optimistic.  
• Agile decision-making.  

1. Protect the team from too many external 
distractions or influences. 

2. Celebrate team successes and 
achievements. 

3. Provide ongoing performance feedback. 
4. Provide necessary resources for the group 

to perform at optimal levels. 
5. Stay out of the way! Do not attempt to 

micromanage. 
 

Five Dimensions of Team Performance 
1. Communication: The degree to which your team communicates openly, candidly, and 

without hidden agendas during meetings.  
2. Participation: The degree to which each team member is engaged and actively 

participates in meetings and takes responsibility for achieving your team’s goals. 
3. Trust: The degree to which team members trust each other and your leader, act in the 

best interest of the group, maintain confidentiality, and speak and act with 
transparency. 

4. Conflict Management: The degree to which conflict in your team is recognized and 
effectively managed in a productive manner. 

5. Purpose: The degree to which your team has a sense of purpose and an understanding 
of how your decisions and actions impact the larger goals and objectives of the 
organization. 

 
Step 6: Assess Your Team Culture 

1. What about your Group Culture Profile seems accurate and why? 
a. Detached: 

 
b. Dramatic: 

 
c. Dependent: 

 
d. Dynamic: 

 
 

2. What is the most productive attribute of the group? 
 
 

3. What is the least productive attribute of the group? 
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Step 7: Grasp the Impact
���&RQVLGHU�WKH�LPSDFW�RI�\RXU�6KDGRZ�%HKDYLRUV�RQ�*URXS�&XOWXUH��+RZ�GR�\RXU�H[SUHVVLRQV�
����RI�6KDGRZ�DQG�*URXS�&XOWXUH�DIIHFW�VWDNHKROGHUV·�H[SHULHQFH��FDSDFLW\�WR�GR�WKH�MRE��DQG
����UHVXOWV"

Scale/Who You Team Members Stakeholders
Detached

Dramatic

Dependent

Dynamic

 

5. What would you like impact of your Team’s culture to be on each stakeholder’s experience, 

����FDSDFLW\�WR�GR�WKH�MRE��DQG�UHVXOWV"

Scale/Who You Team Members Stakeholders
Detached

Dramatic

Dependent

Dynamic
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Step 8: Next Steps
���:KDW�VWHSV�GR�\RX�UHFRPPHQG�WKDW�WKH�7HDP�WDNH�WR�LPSURYH�LWV�FXOWXUH"�&RQVLGHU�WKH�
    Summary Table. 

7. What other recommendations do you have regarding collaboration and supporting each    

����RWKHU"

���:KDW�DUH�\RX�FRPPLWWHG�WR�GRLQJ�GLIIHUHQWO\"




