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How To Use This Guide:
This is meant to be a practical, but not exhaustive, overview of the Immunity to Change 
process designed by Harvard educators Robert Kegan and Lisa Lahey. The process will take 
you on an insightful journey through your own beliefs and behaviors, and should create 
a few “light-bulb moments” along the way.  It’s meant to be a workbook, so you’ll want to 
print it out and use the workspaces provided as you go.

That said, there are a few things you may want to consider before you begin. 

First, there are no quick fixes when it comes to shifting our habits and ingrained behavior 
patterns. Change takes time. 

Second, if you really put in the effort to get the most out of this process, there will be 
moments of discomfort along the way. That’s ok. In fact, it’s an important part of the 
process. It isn’t always easy to look at the beliefs and behaviors that we use to get in our 
own way, but we can’t make any real progress unless we’re willing to look at the plain 
truth and get a little uncomfortable. 

lastly, change is often most successful when there’s outside accountability, or at least 
visibility. Some of this process requires you to look at your actions and examine your 
beliefs, which you can do without outside help. But the real work comes in at the end when 
you go out into the world to test your discoveries and start experimenting with change. At 
that point It can be helpful to have a trusted friend or advisor who’s aware of what you’re 
working on, or even a dedicated coach, to help guide and encourage you to stick to it when 
the going gets tough and to remind you of the path you’re on if you get sidetracked or lose 
perspective. 

Whatever you decide, remember to be kind and patient with yourself. We don’t transform 
overnight, and progress isn’t always a straight line. Use this guide to learn more about 
yourself and your own change process. If you really love the concepts, pick up a copy of 
Kegan and Lahey’s book. If you want to take it even further, give me a shout and I’ll be happy 
to help you brainstorm a strategy to support you in uncovering and overturning your own 
immunity to change so you can live a happier ,more effective, thriving life.

Take risks. Learn things. Grow.
-Chaim Rochester

 



So here you are, at the beginning of another year. Hopefully by now you’ve started to emerge from the post-holiday 
food coma and get back into your routine. And if you’re like many of us, you’ve got some sweet “new year, new me” 
goals that you’re trying to incorporate into your life as well. 

It’s no secret that change is hard. And let’s be perfectly honest - there’s no silver bullet for any of it. There isn’t one 
quote or skill or technique that I can impart to you that will magically solve all of your problems once and for all. 
There are, however, tools and strategies that can help you get to the core of your challenges and shed light on the 
reasons that you get stuck when trying to shift your patterns of belief and behavior. The goal of this guide is to give 
you a quick primer on a tool that I’ve found incredibly helpful in my own experience with resistance to change, and to 
support you in accomplishing the goals you have set out for yourself in the new year. 

Change is a tricky topic. We all struggle with it in one way 
or another on both a personal and professional level. There 
are many ways to approach change, and many theories 
about how best to manage it. 

One in particular that I have found to be quite powerful 
is the Immunity To Change model developed by Harvard 
educators Robert Kegan and Lisa Lahey. The underlying 
concept behind the Immunity To Change model is that 
each of us has within us an “emotional immune system” 
that exists to protect us, but left unexamined can often 
cause us to get stuck when it comes to change. 

This system is designed to keep us safe from fear, anxiety, 
and emotional discomfort. That’s all well and good, 
except for the times when these discomforts are crucial to 
facilitating intentional change. 

INTRODUCTION

Any time we try to change habits, there’s 
going to be a necessary amount of uncertainty. 
When we’re trying to change patterns 
that we’ve become used to, or build new 
ones that we aren’t, our emotions can be 
triggered to protect against the unknown. Our 
commitment to the safe and familiar can rear 
up and get in the way of our change goals.

At the heart of the emotional immune system 
are our competing commitments - those 
safety-net beliefs and coping mechanisms that 
guide our thoughts and actions. Most often, we 
don’t actually know what these commitments 
are or how they limit us. They live in our 
subconscious, working in the background to 
keep us balanced and on track.

“Ideas that we have, that we don’t know we have, have us.”
- James Hillman

The Immunity To Change process helps to uncover the obstructions in your emotional operating system, 
and allows you to consciously engage with them as you work toward successful change
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Step 1: clarify Your goal
The most important part of any change effort is planning. 
It’s all too common in both personal and professional 
change efforts to say “I have problem X. Ready... Set... 
CHANGE!” The problem with this kind of thinking is that it 
doesn’t give us an opportunity to clarify our goals, assess 
our current state, or build momentum for success. 

As we undertake the Immunity process, it is important at 
this point to understand the difference between a technical 
goal and an adaptive one. 

A technical goal requires you to change your skillset. For 
example, if you wanted to learn to do a handstand you 
could study and practice the technique until you were able 
to pull it off. 

An adaptive goal requires a change in your mindset. 
Adaptive challenges require deeper shifts in thinking and 
behavior patterns. A common example would be losing 
weight. 

Yes, there is a technical aspect to losing weight, but most 

often there are underlying factors that make this more 
complex than simply eating differently. If it were as easy as 
making a technical change, we probably wouldn’t have to 
make a resolution about it! 

With that in mind, take some time and brainstorm your 
goal below.  Then write a sentence that clarifies why 
this is an important goal for you to achieve. What’s most 
important to you about reaching this goal? In what ways 
would reaching that goal make a difference for you? To 
your company?  Is it the clearest version of your goal? Does 
it resonate with you on an emotional level? If so, great! 

It can be helpful at this point to ask a trusted friend or 
advisor for input. Ask “knowing me, does this goal sound 
like the truest version of what would make me happier/
more fulfilled/more effective as a person?” 

When you feel like you’ve got it down to the version 
that feels the most powerful to you (a 4 or 5 out of 5, 
emotionally), write it down at the top of column 1 on the 
immunity map (p. 6) 

My adaptive goal:

Once you’ve got your clarified goal on the map, think of the actions you will need to take to accomplish it. 
List these under the goal in column 1. You could probably fill up a whole page with action steps, but for 
our purposes try to keep it to 5 or 6 concrete behaviors that would support your ultimate goal.  
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Step 2: what are you doing?
Now that you’re crystal clear about your change goal and 
what you need to do to get there, you’re probably starting 
to get all kinds of ideas about hitting the ground running 
and starting to check those actions off your to-do list. 

STOP RIGHT THERE! That’s exactly the sort of approach that 
causes so many people to fail at reaching their goals in the 
first place. 

Before you launch into frantic action, you need to step back 
and do a bit of research. It is crucial to get an accurate 
picture of what’s happening now before trying to initiate 
major changes, otherwise it’s impossible to know what 
you’re really up against. Our goal at this stage is to take a 
thorough, honest inventory of our current state. 

For each of the actions you identified in column 1, ask 
yourself, “What am I currently doing, or not doing, instead 
of taking this action?” 

So if your goal was to become more financially responsible 
and the supporting action was to start putting money in a 
savings account every week, what are you doing instead? 
Spending $10 a day on expensive coffee drinks? Eating out 
when you could cook at home for less? 

How about what you’re not doing - not going to the bank 
to find out what kind of account options they have? Not 
taking time to record your expenses each day or week?  
Hopefully that helps give you an idea of how to go about 
filling out column 2 of your map. 

You might find yourself a little uncomfortable when you 
get going with this list. It can be quite eye-opening when 
you start putting things down on paper and getting a good 
look at your actions. At this point it’s important not to give 
up. Don’t beat yourself up about things as you go along and 
try not to judge your own behaviors as you recognize them. 
We’ll dig deeper in the next steps to understand the reason 
behind these actions and why they actually make sense in 
terms of our emotional safety.    
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Brainstorm: 
Actions that would support my goal What I do/don’t do instead

Take the list of “doing/not doing” items from the right side of this section and write them in column 2 of 
the map on page 6.



Step 3: fears and competing commitments
Column 3 is where things really get interesting. 

At the top of the column you’ll see the “worry box,” In this 
box, write down what you are afraid would happen if you 
changed each of your column 2 behaviors. For example, 
if you listed “spending too much money on coffee drinks” 
in column 2, what would you be afraid of if you stopped? 
Perhaps it would be a fear of not having anything to look 
forward to on your break at work. Or being left out if you 
always go for lattes with your friends on Saturday morning. 
Spend a little time and try to get to the root fear associated 
with changing each column 2 behavior. 

Once you’ve listed your fears, it’s time to reveal the 
competing commitments that create them. We do this  by 
looking at the fears from a different angle. 

Going with the same example, if “I’m afraid of being left 
out when my friends go for coffee,” you can turn this 
around to say, “I am committed to NOT being left out.” 
The commitments are typically in the form of a negative, 
something we are committed to NOT experiencing.  This 
means that in order to prevent it from happening, we 
are protecting ourselves with our obstructive column 2 
behaviors. 
 
You may start to see it by now. Once you’ve completed 
column 3 for each of your conflicting behaviors, the 
map makes complete sense in reverse. Based on your 
commitments in column 3, of course you would exhibit the 
behaviors in column 2. If you’re committed to not being left 
out, of course you’re going to spend money on fancy coffee 
every time you go out with your friends!
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What am I afraid of?: 
What would happen if I changed my col. 2 actions? What does that make me committed to?

As you complete your map you should experience a personal “light-bulb” moment. This is your first glimpse 
into the heart of the emotional immune system, the mechanism that makes your resistance to change much 

more understandable. 
*See the appendix at the end of this guide for more examples.

Your fears go in the worry box on the map. The commitments get listed in the column below the worry box.



More on Competing 
Commitments
Column three of the Immunity Map talks about your worry box and your competing commitments. This is one of the challenging 
areas of the process and it can be a little confusing at first, so let’s break it down a bit further in order to get the most value from the 
exercise. 

When we talk about the fears that drive our behavior, they typically boil down to two types. There are fears of the things we’re trying 
to avoid, and fears of not getting what we hope to gain. Robert Kegan and Lisa Lahey use a great example in their workshops to help 
illustrate this.

There was a gentleman who was told by his doctor that he needed to take heart medication daily. Despite the possible dire 
consequences, he continued to ignore the doctor’s advice. When asked “what would be your biggest worry if you took your medication 
every day,” he became quite passionate and defensive. “If I have to take those damn pills every day, I’m going to feel like an old sick 
man like my father who’s in the nursing home!” Upon hearing himself say it out loud, the man realized what Kegan was getting at. By 
acknowledging the fear, he could see that he had a hidden commitment to not feel like a sick, old, over the hill man. This was the 
hell that he was trying to keep away by holding on to the conflicting behaviors from the second column of his map - not taking the 
medication that could save his life.

This idea can be a little confusing and complex when we first start exploring it, but after a bit of thought and brainstorming you 
should start to get the hang of it. If you want a little more clarification, I recommend Kegan & Lahey’s book “Immunity to Change: How 
to Overcome It and Unlock the Potential in Yourself and Your Organization”
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Improvement Goal What am I doing/
not doing instead

Hidden Competing 
Commitments Big Assumptions

What I’d need to do 
differently to achieve my goal:

Competing Commitments:

Write your clarified goal from the previous 
page at the top of this column. 

Next, specify the concrete behaviors that are 
necessary to achieve this goal. Make sure 
to frame them as positive statements (for 
example, “stick to a regular meal schedule” vs. 
“stop eating at random times during the day”).

Think about actions you can move TOWARD 
that will bring you closer to your goal, rather 
than those you need to move away from. 

This is the part where we get deeply, maybe even 
painfully clear about where we stand. We must 
be fearlessly honest - we can’t make progress if 
we can’t take stock of where we’re starting from. 

What are the things you do, or don’t do, that 
most conflict with the behaviors you listed in 
column 1? Ex. “I wait until I get too hungry to 
eat,” or “I don’t make time to plan for my day.” 

Don’t worry about explaining your behaviors 
at this point. Just notice them and write them 
down. 

Your fears go in the “worry box.”  What are you 
afraid would happen if you did the opposite of 
your Column 2 behaviors?  Ex. “If I plan my 
day ahead of time my life will become too rigid”

The fears illuminate your hidden commitments.
If I’m afraid of becoming too rigid, I could turn 
this around to say “I am committed to not 
being bound to a rigid lifestyle.”

These competing commitments hold the key to 
your breakthrough. See page 3 for more detail 
on this.

Big assumptions are the “beliefs and 
internalized truths we hold about how the 
world works, how we work, and how people 
respond to us. They are assumptions that make 
each hidden commitment feel necessary.”*

Look for assumptions that anchor and inform 
your specific hidden commitments. Notice how 
your assumptions lead to the very behaviors 
that undermine, rather than support, your goal.

Ex. “I assume that if I am seen as rigid, people 
won’t like me and I’ll be rejected.”

*Worksheet & quote courtesy of Robert Kegan and Lisa Lahey.
©Minds at Work; www.mindsatwork.com

Worry Box
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Getting down to the Big 
Assumptions in the last column 
is where the map comes to life. 
This is where you really see how 
your emotional operating system 
is programmed, how you’re 
wired to carry yourself through 
life. 

Your Big Assumptions relate 
directly to your competing 
commitments. They answer the 
question: “What do you assume 
would happen if the thing you’re 
trying to prevent in column 
3 came true.” They’re usually 
in the form of “If      , then      “ 
statements

Using our previous example; if 
your commitment was to not 
be left out of social events (by 
not buying lattes with the rest 
of your friends), the assumption 
might be that “If I don’t follow 
along, then I will be rejected.” 
When we see that connection, it 
points out a strong tie-in to the 
emotional belief that’s holding 
you back. 

Some people find this part a bit 
confusing. Reference the sample 
maps for more examples if you 
need them, but also remember 
there is no “right answer” here. 
This is about exploring and 
discovering what is true for you 
so you can begin to break down 
your barriers to change.

Big Assumptions reveal the 
lens through which we view 
the world. These are the ideas 
that have us, that dictate our 
approach to life and guide our 
choices, whether consciously 
or unconsciously. By creating 
visibility into them, we shine a 
light on the things that hold us 
back from change.

The competing commitments 
and big assumptions sections 
of the map are also where it’s 
common to feel discouraged. 
It isn’t always comfortable to 
discover the ways we undermine 
our own progress, but it is 
necessary if we want to truly 
break free of our limiting beliefs 
and achieve the goals that have 
been eluding us for so long.

Column 4: Your Big 
Assumptions



So now what?
At this point you should be looking at a completed map that sheds some light on the systems and structures that are obstructing 
progress toward your goals. It’s a simple but challenging process, so you should definitely feel good about the work that you’ve done 
so far. At this point, most people go in a pretty predictable direction. “Ah ha! Now I see what I’ve been doing to block myself, I’m going 
to stop doing it!” If only it were that easy...

The real next step challenges you to hold off that part of the brain that is screaming for ACTION. If you launch directly into action, 
you’re missing the point and going back down the same road we’ve been on that has failed to yield the results you want. 

Looking at your Big Assumptions, the task is to design one or two SMART experiments: Safe & Modest - don’t turn your whole life 
upside down, just look for a small change you can make that would challenge the Big Assumption; Actionable - your test should be 
about trying a different behavior.  Something you can actually do, not just a thought or idea; Research-based - remember, this is just 
a Test. The task at this point is not to change your entire behavior. You simply want to act against your Big Assumption in a small way 
and observe what happens as a result. The goal is to collect data — not to “improve” yourself.

Back to our example: The person who fears being left out in the group of their friends might decide “When I go for coffee with my 
friends from the office I’ll just bring my own water bottle and not order anything.” This plan involves a modest change in behavior. It’s 
also something that can be done immediately. In addition, it’s relatively safe: The statement involves only one behavior in a specific 
setting.

U N C OV E R I N G  YO U R  I M M U N I T Y TO  C H A N G E

The SMART test is about “gradually building up a psychological space 
between ourselves and our Big Assumptions in order to move them 
from subject to object, where we can look at them, turn them around 
in our hands, and consider altering them.”

- Robert Kegan & Lisa Lahey; “Immunity to Change: How to Overcome It and Unlock the Potential in Yourself and Your Organization”



Executive Inspiration Consulting provides executive coaching, 
leadership development and cultural strategy consulting services for 
innovative organizations. 

If your organization is ready to take your leadership to the next level, 
invest in the development of your talented people and create a 
thriving culture, please do give us a call.

We love this stuff, and we’re here to help.

http://www.executiveinspiration.com
info@executiveinspiration.com
(802) 399-6681

linkedin.com/executiveinspiration

@execinspiration

@executiveinspiration

www.executiveinspiration.com

info@executiveinspiration.com

(802) 399-6681
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I hope you found this guide interesting and useful. Obviously there’s no single solution or silver 
bullet for changing the patterns that hold us back. This is just one tool that I’ve found personally 
helpful and I wanted to share it with you in the hope that it can assist you as you reach for your 
own personal or professional goals.

If you’re interested in going more in-depth with this process or seeking out coaching in support 
of your goals, please feel free to contact me. I’m here to support your success, and I can’t wait 
to see where you’ll end up.

Wishing you all the best in the year to come!

*Immunity To Change is a registered trademark of Minds At Work, LLC
Uncovering Your Immunity to Change guide, ©2017 - Executive Inspiration Consulting

http://www.executiveinspiration.com
mailto:info@executiveinspiration.com
linkedin.com/executiveinspiration
twitter.com/execinspiration
www.executiveinspiration.com
mailto:info@executiveinspiration.com


1. 2.
Doing/Not Doing

3.
Hidden Competing

Commitment

4.
Big Assumption

To be better at 
delegating

5+
This new leadership 
role is a wonderful 
opportunity for me 
to make a difference. 
But if I keep 
working the way I 
always have, I can’t 
get to the more 
strategic issues. 
There’s not enough 
time to do 
everything. I’m 
already too stretched, 
dropping balls, & 
stressed out.

I don’t prioritize; I 
don’t separate the 
important from the 
urgent

I don’t plan my 
time well; am in 
constant catch-up 
mode

I don’t ask people 
to help me enough

I don’t say “no”
enough

I’m committed to: 
Not giving up fast hits 
of success/ small 
victories; experiencing 
myself as a winner

Not finding out I’m 
wrong

Not failing

Not being dependent, 
weak. To not put my 
fate in other’s hands

If I don’t have fast hits of 
success, I’ll be adrift & 
anxious. I need victories to 
know I’m on track

If I find out I’m wrong, I 
don’t deserve this leadership 
position

If I fail, I’ll let down 
everyone I care about

Effective leaders get it right 
the 1st time. We can’t afford 
to make any mistakes in our 
business

If I’m dependent on others, 
then I’m screwed when they 
don’t deliver

I can do it better than others 
can© Minds at Work

Improvement Goal

I’ll have fewer victories; 
I could be wrong; I could 
fail; I’d be dependent on 
others; I’ll lose control
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1. 2.
Doing/Not Doing

3.
Hidden Competing

Commitment

4.
Big Assumption

To be better at 
prioritizing; better 
at cutting away the 
clutter

4: I never feel 
relaxed, even when 
I’m doing things that 
ought to be relaxing. 
I’m too often 
thinking about 
what’s hanging over 
my head. I’d like to 
stop that pattern so 
that I can both get 
stuff done and relax 
otherwise.

I don’t focus(start,
then stop)

I let myself get
distracted, e.g., I
drift off with the
internet!

I work at what
pops up (reactive
over create)

I don’t have a plan

I’ll feel constrained,
boxed in, I’ll be
bored & boring  to
myself and others

To not feel contained
or constrained

To avoiding any
discipline

To not being bored 

To not miss anything

If I feel contained, I will be 
unhappy

Feeling free makes me 
happiest

Any kind of a schedule will 
feel like a constraint &  will 
reduce my joy

If I’m bored, I’ll lose my 
edge

I must know everything, or 
I won’t be successful

All commitments are 
constraining 

If I’m smart enough, I 
ought to be able to do 
everything I want 

© Minds at Work
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1. 2.
Doing/Not Doing

3.
Hidden Competing

Commitment

4.
Big Assumption

To taking better
care of myself (not 
be so stressed, 
exercise more, 
have more time to 
relax)

5: I’m exhausted. I 
don’t feel like I can 
keep going like 
this.

I don’t  say ‘No’ 
enough

I say “yes” without 
thinking it through

I don’t ask for help

I schedule time for 
the gym but am too 
busy to go when 
the time comes

To not have people 
stop needing me--
to feeling 
indispensable / to 
being seen as 
indispensable

To not lose getting 
the credit

To not lose being 
counted on

If I’m not indispensable 
I’m 2nd rate.

If I’m not always 
available, then I won’t be 
the “go to” person.

My value depends on 
“doing”

If I don’t get the credit, I’ll 
lose out on future 
opportunities

Feeling indispensable & 
getting the credit are 
more important to me 
than taking care of 
myself

© Minds at Work
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Fears: people 
would stop 
needing me; 
others, not me, 
would get the 
credit
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2. Doing/ Not Doing 3. Hidden 
Competing-
Commitment

4. Big Assumption

To not avoid conflict 

To having difficult / 
courageous 
conversations

5+!
I expend huge amts 
of energy thinking 
and rethinking what 
to do and worrying 
about whether to say 
something, and if so, 
what to say. It’s 
exhausting and a 
waste of time.

I don’t state my 
opinion firmly (I 
sugar-coat my words, 
dance around the 
message, make indirect 
comments)

I act as if things are 
okay when they’re not 
(I talk about other 
topics; I don’t make 
appointments to talk)

I avoid without letting 
go of what I feel 

Without being clear 
about what I really 
think & feel, I don’t 
ask for what I want

I’ll offend people; 
won’t be liked; could 
anger the person; I’ll 
be seen as vulnerable, 
disagreeable & needy
- To not offending 
people 
- To not being 
disliked, disagreeable 
or seen as anything 
but a good guy
- To minimizing 
negative emotions
- To not getting myself 
upset & angry
- To not being 
vulnerable; to not 
being needy

If I offend people, am 
not liked, am 
vulnerable, am needy, 
I will be left alone

If I make someone 
angry, they’ll strike 
back, get out of 
control, I’ll get upset 
& say the wrong 
thing. I’ll ruin the 
relationship.

If I’m not agreeable, 
people will avoid me. 
People want to stay on 
the surface; they don’t 
really want to know 
me.

© Minds at Work

1. Commitment / 
Improvement Goal
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1. Improvement
Goal

2. Doing/ Not Doing 3. Hidden/ 
Competing 
“Goal”

4. Big Assumptions

To be warmer and 
emotionally 
connected to myself 
and others

5: I feel constantly 
dragged down by all 
that I have to do. No 
joy in my work. I 
want to inspire my 
peers be inspired by 
them.

I limit 
communication to 
substance/ business 
and others (rather 
than me)

I “hide away”. I avoid 
what would get at/to 
me personally

Once I decide, I 
convey finality (too 
little gray; more black 
and white)

I use other 
obligations as an 
excuse to withdraw
I reserve a great deal 
of time for myself

To never lose being 
in control of 
myself

Not being weak &  
vulnerable; Not 
getting close to my 
emotional 
“discomfort zone”

Not being 
dependent

If I give up my current degree of 
independence, then I will be 
vulnerable, others will mistreat my 
vulnerability, they won’t care 
enough and I’ll be disappointed. I 
will be hurt

If I give up my current degree of 
independence, the goodies may not 
be worth it (“I might even feel 
worse”)

I assume that letting more people in 
will mean that I will have to own 
their problems

I assume it’s a zero-sum game—i.e., 
independence must necessarily be 
given in order to be more connected
I assume, with regard to assessing 
whether the change would be “worth 
it” that the calculus I now use for 
assessing “worth it” must be the 
only calculus I would ever want to 
use
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Fears: I’ll lose 
control; 
Feel weak; feel 
uncomfortable; 
be dependent
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Appendix: sample maps

1. 2.
Doing/Not Doing

3.
Hidden Competing

Commitment

4.
Big Assumption

To be a 
collaborative 
leader who taps 
into the collective 
wisdom of my 
leadership team

4+ I worry that all 
I’m doing is 
building a 
compliance culture 
on my team. 
Everyone does 
what I ask but I 
don’t see them 
stepping up to the 
plate. I need, we 
need their best 
ideas to do this 
work.

Coming to the table 
with a predetermined 
definition of the 
problem & solution

Always framing & 
writing the meeting 
agenda

Speaking more than 
any other member of 
the team

Taking charge of & 
running every meeting 
(rather than sharing 
this responsibility with 
others, even though I 
claimed they were 
leaders too)

Not asking for help 
when I need it

Fears: I’ll look & feel 
weak and soft; I’ll 
lose my value 
proposition______

To not appearing or 
feeling weak

To not being anything 
but hugely important, 
indispensable and 
value-adding; 

To never appearing 
to be on off my game

To be the hero/ star 
of the team (scoring 
the goals) 

If I look weak, people
won’t follow me/ my
leadership

I assume people want
a leader who has the
answers = strong

I assume people don’t
want to take
responsibility anyway

If I am not 
indispensable, then I’m
2nd rate

If I am not special, then
I am replaceable 
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Appendix: sample maps

1. 2.
Doing/Not Doing

3.
Hidden Competing

Commitment

4.
Big Assumptions

To be less 
autocratic =>
Listen more, 
empower others

5: I know I offend 
people & they 
aren’t bringing 
their best to the 
team; to engage 
people; to become 
a better leader. To
treat others the 
way I want to be 
treated. To feel 
better about 
myself.

I speak more than 
others

I decide the 
agenda

I impose (over 
suggest)

I criticize people

Fears: I’ll lose my 
independence; be 
seen as not useful; 
seen as ineffective; 
won’t be respected

To not being seen as 
losing my 
independence

To not be seen as 
not useful

To not be seen as 
ineffective

To not be 
disrespected

I won’t be independent 
unless I dictate and 
control

My independence is 
about getting you to do 
what I think makes 
sense

Other people’s ideas 
threaten my 
independence

If I listen to other 
people, I will lose my 
perspective

My independence is 
what makes me useful

© Minds at Work

Improvement Goal


