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Throughout our life, our experiences can cause us to connect acceptance to being the best 

or being right or doing the right thing. When we’re young, we tell ourselves, If I’m perfect, 

others will accept me. But as we age, it evolves to, If I’m perfect, I will accept me. In our 

pursuit of perfection, we set unreasonable expectations for ourselves and others, live not to 

fail or disappoint, and often pass on this dynamic to others. This is a difficult connection to 

disconnect because we perceive the penalty for failure to be so great. But once we do, we 

liberate ourselves from the impossible quest to be perfect and become more accepting of 

ourselves and others. 

Do you connect acceptance 
to perfection?
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In its most rudimentary form, leverage is the use of power to move another party closer to 

your preferred position. If you typically apply leverage in this manner, you risk alienating 

others, creating low-level, transactional relationships, and your approach and reputation can 

trigger other parties to take a more aggressive negotiating stance. When applying leverage 

in a more enlightened manner, you approach others as true partners. You seek to understand 

and address their needs, wants, and fears and find alignment and synergies with your own. 

You build partnerships that result in value creation for both sides rather than maximizing 

your value each and every time. This form of leverage makes you more attractive to oth-

ers—enhancing your reputation as someone who builds healthy relationships that create 

both short-term and long-term value for those involved.

How do you use leverage?



Top

Bottom

                     2

lightening the LOAD



2

lightening the LOAD
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Some things are hard, unpleasant, and totally worth doing. Other things are 

hard, unpleasant, and completely unnecessary. Part of lightening our load is 

struggling with more of the things that matter and fewer of the things that 

don’t. We can also lighten our load by releasing the expectations of others. The 

expectations of self. Mistakes we’ve made in the past. The fear of mistakes we 

might make in the future. Relationships that no longer serve us. Reluctance in 

asking for help. Or reluctance to simply tell people we can’t do it any longer. 

Lightening our load not only helps us experience our life in a better way—it 

helps others experience us in a better way.

How can you lighten your load?
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navigating EXTREMES
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In extremes, everything disappears except the imperative before us. There is only 

now and the next right action. Time dissolves. Spaces and separations blur into 

one interconnected, fluid motion. Even our senses sharpen as we perceive the 

fine detail of everything. We may feel fear, fatigue, even misery. Yet, running 

through it, a current of elation. The potential to descend into dysfunction and 

victimization increases. But peak moments also become more likely as we lift into 

clarity, belonging, and aliveness.

What things—good or bad—show up 
in me during extreme conditions?
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Many of us have a behavior that we wish we could eliminate. We know it exists, and 

because we don’t get the result we want, we try very hard to eliminate it.  But like 

a trick candle, just when we think we’ve “blown out” the undesirable behavior, it 

reappears.  If this happens to you, it’s a sign that you’re focusing more on eliminating 

the behavior than understanding the underlying need that drives the behavior. Once 

you identify and understand the need you’re trying to satisfy, you have a much better 

chance of replacing the less desirable behavior with one that is more enabling.

Do you have a trick candle?
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getting ALONG
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Sometimes you can achieve reconciliation just by focusing on how to get along with 

another person. This can be an effective approach when you’re dealing with a relatively 

simple or inconsequential issue or relationship. However, if your need to get along with 

others frequently trumps achieving reconciliation, you inadvertently disable yourself 

and your relationships with others—resulting in you feeling inadequate or powerless 

and your relationships left unsettled or paralyzed. Even when it’s uncomfortable, if you 

are courageous and authentic when pursuing reconciliation, you enable yourself and 

elevate the depth, flexibility, and potential of the relevant relationships in your life.

Is your need to get along more important 
than achieving reconciliation?
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Belief is how we guide the relationship toward what we assume should be. Faith is how 

we hold space in the relationship for what could be. Belief sets the conditions for asserting 

control. Faith requires a relinquishing of control. Belief is disabling when our insistence 

about what’s best in the relationship gets in the way of something spectacular we never 

knew was possible. Faith is disabling when our assumption that everything will work out 

takes us out of the center of action. Dynamic and enduring relationships are rooted in 

belief—and faith.

Are the agreements in your core relationships 
rooted more in belief—or faith?
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The most insidious failure is not the kind that happens at the moment when you miss 

the mark, lose the position, or go out on a limb and fall. The most insidious failure 

occurs slowly. And may initially be invisible or look like success. You arrive, but to 

the wrong place. You get to where you wanted, but gave up a part of yourself along 

the way. Getting failure right means becoming clear about what losses matter and 

which, ultimately, do not.

Where are you protecting against one failure 
and, in so doing, creating a bigger one?
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Too often, those with the greatest gifts work least to evoke them—and those with 

the greatest liabilities seek least to understand them. Over the course of our lives, it’s 

easy to get distracted by the urgency of tasks and fail to invest in the things that matter 

most. Embracing development opportunities as one of the highest priorities increases 

the odds of materializing the most rewarding, exciting, and meaningful futures.  

How much of your attention is focused 
on the development of your gifts and the 

mitigation of your liabilities?
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When confronted with an issue, it’s tempting to take short-cuts that can cause us to withdraw 

and work around others. Often, we do this to satisfy basic needs— to move quickly, to avoid 

confrontation, to manage risk, or to pursue perfection. When this happens, we take too little 

into account and miss opportunities for synergies and co-creation. When we work through 

others, we take more into account, leverage individual and collective capabilities, and foster 

relationship building. Most importantly, we increase the likelihood that the issue is effectively 

resolved and that others support and feel valued by our approach.

When facing an issue, are you more 
likely to work around or through others?
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Sometimes we enthusiastically take something on and then realize we may not be up to the 

task. Because we don't want to disappoint the people counting on us, it's easy to go into 

denial and hope that somehow everything will work out—even if there's little chance of 

that happening. When we get in over our head, it's essential to address it early instead of 

going radio silent and getting in deeper. We may simply need to ask for help. Or we may 

realize what we've offered to do—or been asked to do—is not within reach. 

How do you respond after getting in 
over your head?
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Most of us hate to lose. When faced with a potential loss, we often respond by exaggerating 

the implications of both winning and losing. This can cause us to overlook or deemphasize 

any loss that may come along with the win. Sometimes it’s better to take a loss—especially 

when a win leads to inequities or misaligned relationships.

When is it better to take a loss?
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We often approach difficult conversations by focusing on making our case rather than 

creating a context for mutual understanding. When your attention is on justifying 

your position or persuading the other person, you remain internally focused rather 

than building a connection that results in shared insights. Consequently, you limit 

what you and the other person can take into account, which makes resolution unlikely 

and achieving reconciliation almost impossible.

When faced with a challenging discussion, 
is your primary focus all about making 

your case?



Top

Bottom

drawing things IN
                     13



13

EXECUDECK v2.0   KAISER INSTITUTE LLC

We have access to some opportunities through hard work and effort—what we set our 

mind to and go out and get. We have access to different opportunities through resonance—

the in-kind response connecting us to anything highly similar. This means that who we 

are limits us—and enables us—as much as what we do. Things outside of us can show up 

simply because they naturally connect to things inside of us. 

Do you spend more time seeking things 
out, or setting conditions to attract 

things in?
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Achieving clarity is critical to sound judgment. However, our needs, history, and learned 

behaviors can cloud our senses—leading us to misread people and situations, misunderstand 

the risks/rewards of our options, and mistime our actions. When you understand what clouds 

your lens, you can adopt coping strategies and behaviors that help you more consistently 

achieve clarity.

What clouds your lens?
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Your superpower is an inherent talent that is almost effortless for you to use. But like a 

superhero, you must learn how, where, and when to utilize it. Used appropriately, your 

superpower inspires, enables, and transforms. When not, it overwhelms, discourages, 

and stalls.

Do you have a superpower?
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Loyalty is enabling when it fosters trust, commitment, and alignment. But it is disabling 

when it fosters conformity, cronyism, or turning a blind eye. Ideally, loyalty is not some 

end state we seek to achieve—like being a loyal person. It's one wise act at a time. 

What is the shadow of loyalty?
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looking for SHORTCUTS
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Taking shortcuts can help you accomplish things quickly and effectively. However, it's 

important to understand the dynamic between what's created immediately and any lon-

ger-term consequences. When taking a shortcut, you are responsible for ensuring that 

your gain doesn't require someone else to lose.

Do your shortcuts cause you to 
come up short?
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Whether you find a conversation, conference, book, or city relevant says as much 

about you as the thing you are experiencing. People who are highly relevant in nearly 

any setting experience nearly any setting as highly relevant to them. There's always 

something to be learned. Something new to be discovered. And a unique opportunity 

for growth. Said in a different way, settings you find irrelevant may find you irrelevant 

too—you may have become inert. 

Are you more often experiencing a 
world that's relevant or irrelevant?
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People may put us on a pedestal because of our position, power, and influence—or 

even because they are simply drawn to us. But the inflated image they hold early in 

the relationship may be shattered down the road when conditions change or things get 

rough. Because we’ve not lived up to the expectations of their hero, we may become 

their villain. 

Have you ever been the hero 
only to become the villain?
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20 Bad events have as much potential to precipitate leaps as good ones, but limiting 

interpretations materialize the narrowest possibilities. Often a story is wrong not 

because it contains falsities but because it makes things worse. A better story takes 

more into account, considers why someone’s behavior makes sense within their 

context, presumes you have what you need, and expands the range of what can 

happen next.

What better story can you tell 
with the same facts?
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21 An instinct for justice is good. But it can also be limiting, even imprisoning, if we 

insist every way we were wronged be set right—here and now. Often the most 

powerful thing we can do is release our grievance and go beyond what seems 

reasonable or fair. This frees us from the limited actions of others and generates 

a positive imbalance—which has an uncanny way of righting itself later in other 

times and places.

Why is it essential to not get 
stuck on fairness?
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22 When we feel most vulnerable, we are most likely to over-personalize and unnecessarily 

internalize the emotional intensity of the other person. Just because it’s pointed at you 

doesn’t mean it has much to do with you. And even though the other person insists you are 

the lead character in their drama doesn’t mean the roots of what’s going on connect deeply 

to you. When you don’t over-personalize, you stay neutral and have more opportunities to 

improve the situation.

Where are you making things 
too personal?
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23 Just like approaching the event horizon of a black hole, we may get sucked 

into something and have a hard time getting out—like causes, conversations, or 

conspiracies. Getting sucked in means getting unwisely involved in something. 

We may even say or do things that seem wildly out of character. It's important 

to recognize the signs of getting sucked in and adjust course before it's too late. 

Have you ever gotten sucked 
into something?
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When faced with difficult conversations, we may seek to soften our message.  If our 

motivation is to manage the feelings of others or protect ourselves, softening the 

blow makes it difficult for us to maintain integrity, achieve reconciliation, and foster 

collaboration. 

Why does softening the blow 
often make things harder?
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When you focus on proving yourself, you make it about your extrinsic value. When 

you tie your self-worth to achievement, you become hyper-focused on your needs, 

your personal brand, and covering for your weaknesses. When you understand and 

embrace your intrinsic value, you realize you're enough, and you create the conditions 

for others to be enough, too. 

Why does proving yourself 
rarely result in feeling that 

you’re enough?
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Effective leaders move fast with intention. They understand that speed 

misapplied ultimately slows them and others down. When our default 

approach is to move with speed, we often miss context, skip details, 

disempower others, and finish what's not ready.

Does your need for speed 
slow you down?
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Sometimes there's a third way related to, but different from, the two ways 

we are deciding between. In ancient philosophy, it was called the tertium 

quid. But this third way may not be obvious—it may be mysterious or 

indeterminate. To see the third way, we must suspend all assumptions 

and seek a greatly expanded view. 

Have you ever assumed only 
two possibilities when there was 

actually a third?
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When you're present, your physical and emotional selves move in unison. Being 

present enables you to consistently express your extrinsic value and your intrinsic 

value becomes evident to you and others. 

Are you present?
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When considering whether someone on your team should stay or go, it's 

easy to idealize something they are missing and overemphasize finding that 

quality in someone else. But once we've brought someone new on board 

who provides what was missing, we may discover we've lost something of 

value that was taken for granted before. 

Do you overvalue a quality someone on 
your team is missing and undervalue a 

quality they effortlessly bring?
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High-intellect people are good at things like amassing knowledge, making 

rational decisions, and understanding complex systems. High-function 

people are good at things like staging, reading people, and generating 

evocative energies. You are more likely to be limited by function than 

intellect.  

What’s the difference between high 
intellect and high function?
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Sometimes, we grow so much that our current context no longer fits who 

we've become—it can't provide what we need to thrive. Other times, the 

context we previously succeeded in has grown so much we no longer fit 

what it's become—we can't provide what it needs to thrive. It's easier to 

know when we've outgrown a context than when a context has outgrown us. 

What's the difference between 
outgrowing your current context, and 
your current context outgrowing you?
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Bad actors need a stage—and some stages support bad action more than others. 

What shows up is not only about the person capable of behaving badly—it’s also 

about designing conditions so a behavior doesn’t make as much sense. For example, 

gossip may flow easily around some people but be acutely awkward around others. 

It’s important to design a theater of expression where the best behaviors make the 

most sense. 

How can you create the conditions 
where bad behavior doesn't make 

as much sense?
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When something small is awry, in setting it right we may change the conditions for 

something we care about even more. Pointing out spots on our water glass gets us a 

new glass, but may come at the cost of changing the conditions of relationship with the 

server. Setting the record straight may prove our point, but jeopardize our relationship 

with the people we just called out. It’s important to keep the big things we care about in 

mind before fiddling with the small stuff. 

Have you ever sacrificed something 
larger you care about by fussing 

about something smaller?
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When sensitive to proximity, you're vulnerable to misjudging the importance and 

urgency you assign to relationships and issues. You are more likely to exaggerate or 

diminish your response and less likely to achieve an optimal result.

Are you sensitive to proximity?
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35 Viewing serendipity as merely luck or good fortune, you feel there's nothing 

you can do to prompt it and undeserving when it happens. Viewing serendipity 

as something that's fostered, you value its potential and create the conditions 

that increase the likelihood that good will occur.

How do you view serendipity?
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36 Due to workload or low interest, leaders relegate responsibilities to others. Frequently, 

their lack of engagement leads to unwelcome surprises and stress for all involved—

especially when outcomes fail to meet expectations. In contrast, effective leaders del-

egate responsibility to leverage the talents of others. They increase the odds of success 

by ensuring there is shared clarity regarding what needs to be done, inspecting what 

they expect, and making appropriate adjustments and decisions along the way.

Are you more likely to relegate 
or delegate?
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37 When someone makes an ask that puts you on the fence between yes and no, once 

you've decided to accept, it may be time for an easy yes. They may not need to know 

it was a barely yes. An easy yes feels good, generates co-enthusiasm, and creates 

forward motion. A barely yes may dampen the energy, muddy the waters, and make 

others feel like they are an imposition. The exception to this is when their request 

creates conditions they need to know about—or when there's something significant 

they've not taken into account.

When is it wise to give 
an easy yes?
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38 Some of the most spectacular possibilities for our lives remain unactualized, 

not because they are out of reach, but because we don't ask for what we could 

easily have. We may not ask because we don't feel worthy of something big and 

wonderful—or it doesn't seem like our place. We may not ask because we can't 

imagine it's possible. Or we may not even know it exists. A big ask may lead to 

an immediate big yes in response because that possibility has been waiting for 

you to be ready for it all along.

Do you know when to make 
a really big ask?
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Having someone's back can be enabling—or disabling. It's enabling when 

unconditional support encourages, propels growth, anticipates danger, mitigates 

loss, or thwarts unnecessary catastrophe. It's disabling when it overly insulates, 

subverts accountability, unhelpfully props up, distorts truth, or favors one at the 

cost of the whole. 

What does it mean to have 
someone's back?
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40 Do you have a scarcity or 
abundance mindset?

A scarcity mindset is the feeling of not having enough—like resources, connectivity or 

time. This feeling can make it difficult to move forward, causing you to remain stuck 

in scarcity. An abundance mindset is the opposite—you feel you have enough. This 

feeling makes you more likely to extend grace and appreciation, seek new experiences and 

relationships, and create value for yourself and others. 
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41 How can you effectively 
navigate surprises?

Whether surprises are good or bad, they often distract and disorient. When this happens, 

shift your  focus from the feelings caused by the surprise to navigating the unexpected. 

Lean in with the best of intentions and assume others will do the same. Take a balanced 

approach that is proactive but disciplined, collaborative but independent, innovative but 

measured, and you'll effectively manage most surprises you encounter. 
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42 What's the difference between being 
powerful and being intimidating?

The best expression of power flows from a place of wisdom, considers what's good for 

others, and gets things done through influence. The worst expression of intimidation flows 

from a place of ego, is blind to the needs of others, and uses position, fear, and force to 

get things done. Although others may experience even the best expressions of power as 

intimidating, we maximize the chances of them receiving us well by taking their needs and 

nature into account. This means we may show up differently with some people than others. 

EXECUDECK v2.0   KAISER INSTITUTE LLC



Top

Bottom

YES
NO

authentic ANSWERS

                     43



43 How do you create the best conditions 
for an authentic yes or no?

YES
NO

An authentic yes or no from another person requires specialized conditions—an adequate 

understanding of the issue, freedom to answer without consequences, and the absence 

of forces that skew. But sometimes, we ask a question in conditions where a yes or no 

isn't authentic. The other person may resent being put in an uncomfortable position or 

even reverse course down the line. Questions likely to elicit unauthentic responses may 

compromise our integrity, the other person's integrity—or both.   
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44

the IMPOSTER

Do you fear being found out 
as a fraud?

Imposter syndrome makes us discount and doubt our brilliance—we fear our past success 

was a matter of lucking out, sliding through, or some cosmic fluke. This fear often exists 

alive and well along side ongoing, compelling evidence of the contrary. Being found out 

as a fraud is like a haunting background in our lives that clouds our perception and creates 

persistent anxiety. Ironically, imposter syndrome is sometimes most intense in those who 

are the most accomplished.    
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45 Where could you create space in your life 
by pushing out something superficial?

Superficial things bring enjoyment—washing and polishing you car every week just 

because it feels good. And superficial things also distract us from the things that matter 

most—washing and polishing your car each week instead of simply heading out on an 

adventure. One litmus test for whether something superficial adds value is whether we 

would still do it if nobody cared—or even noticed. When we release that which doesn't 

matter much one way or the other, we free up resources for the things that matter most.  
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46 What makes you want to 
flee the scene?

There are many reasons we may experience a sudden impulsion to flee the scene. 

Exhaustion. Frustration. Boredom. Overwhelming complexity. Inertia. Fear of failure. 

Toxic environments. Stuckness. Sometimes, fleeing the scene allows us to escape stifling or 

damaging situations and start a new chapter. Other times, fleeing the scene results in us being 

missing in action from situations where we are most needed—or from opportunities we are 

no longer around to seize. When you experience a strong urge to flee the scene, it's important 

to slow down, reset, and wisely assess whether it's worth the discomfort to go ahead and stay 

in the mix.

EXECUDECK v2.0   KAISER INSTITUTE LLC



Top

Bottom

being DIRECT

                     47



47 How can being direct diminish—instead 
of enhance—clarity?

Being direct can result in the other person understanding precisely what you mean—there's no 

beating around the bush. But it can also result in the other person entirely missing the essential 

insight. This happens when the needs of the receiver are not taken into account. Some people 

experience directness as harshness or even an attack—they contract and withdraw regardless 

of the speaker's intent. Some people need a fuller sense of context—the message's origins, what 

else it's connected to, and why it matters. Other people need a conversational onramp so they 

are not panicked by suddenly merging into fast-moving traffic. Without an intuitive, agile, and 

context-intelligent delivery, being direct may do more harm than good.  
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48 What do you do best?
Often our development focuses on addressing deficiencies. As a result, we deemphasize 

our positive attributes and capabilities. Although high performers effectively address their 

gaps, they elevate their impact by further developing and leveraging what they do best.
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49 Do you allow others to define you?
When you allow others to define you, you lose your sense of self and relinquish 

ownership of your decisions. If you notice a pattern where you focus on what you 

"should do," you may be allowing external voices to overwhelm your own. Sometimes 

shifting your focus to what you "could do" increases the likelihood that you define 

yourself and own the choices you make.
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50 When uncomfortable, do you 
share space?

When uncomfortable, we often retreat or push others away. Doing so creates an environment 

where unhelpful narratives thrive and the resulting barriers are difficult for everyone involved 

to navigate. When you share space, you remain present and create the conditions for you and 

others to join or re-join.
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51 Are you experiencing sufficiency?
One of the most exquisite states stems from a sense of sufficiency and the recognition 

that we have more than enough. Nothing more is needed. But early in our lives, most of 

us experienced strong messaging that we could never do enough, try hard enough, be 

good enough, or prepare enough for the unknown. So, we were continually distracted 

from the brilliance of what was already around us as we pursued something more.
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52 How are you working against yourself?
It's easy to blame others when things aren't going well, but sometimes our greatest 

nemesis is actually ourselves. Working against ourselves takes many forms. 

Doubting our ability. Doubting the ability of others. Seeking unreasonable 

perfection. Avoiding good risk. Feeling inadequate. Feeling superior. Quitting 

too soon. Not quitting soon enough. Pushing too hard. Not pushing hard enough. 

Exhausting our vitality. Feeling guilty. Resenting feedback. Resisting change. 

We can become our own nemesis in a nearly infinite number of ways. 
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53 Why do you double down 
on a bad course?

We may pursue a bad course—knowing there are better options—for many 

reasons. Being embarrassed about pushback or failure. Feeling vulnerable. 

Expectations of others. Fear of losing power. Throwing good money after 

bad. Friction with another person making us resistent. Going into denial 

about future consequences because something entices us in the moment. It's 

important to recognize these skewing factors early so we have the opportunity 

to make a better choice. 
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54 How can you say no to the request 
but yes to the relationship?

Some people have a hard time saying no to requests that don't make sense 

because they are made by someone they care about. Saying no to the request 

feels like saying no to the relationship. Viewed differently, we can say no to a 

request while saying yes to the larger relationship. This requires a trust that 

the relationship is healthy enough that the other person wouldn't want you to 

say yes to something you shouldn't, so saying no actually enhances the depth 

of relationship, not jeopardizes it. 
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Are you more comfortable with explicit 
or implicit agreements?

Explicit agreements are about what we will accomplish together, how we will 

do it, and agreed-upon terms. Implicit agreements are about a shared intention 

and unwavering commitment to our sense of what we can realize together—

even if we aren’t sure what form it will eventually take. Explicit agreements 

are something we grind out based on definable elements. Implicit agreements 

may form immediately with almost no effort, or over time as they evolve and 

gain potency. Often, agreements break down because one party naturally orients 

toward the explicit, while the other naturally orients toward the implicit. 
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