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Using This Workbook 

This Workbook is designed to assist you in making good use of the information in your 

ACUMEN® Leadership WorkStyles™ (LWS) report, and may be used in a training workshop, as 

part of a team exercise, or in an individual, self-paced development effort.  

 

If you are participating in a workshop, the workshop facilitator will provide you with instructions 

on how to use this workbook throughout the training workshop. If you are using this Workbook 

as part of a team exercise or for self-paced study, instructions for these uses are included in this 

Workbook.  

 

This Workbook is organized into four sections:  

• Section 1: Pre-Work 

This section is designed to help you understand the objectives of the LWS process, 

analyze your current work situation, and introduce you to the LWS assessment 

instrument. 

• Section 2: Understanding Your Assessment Results 

This section focuses on understanding your LWS results. (You must have your printed 

LWS report to complete this section.) 

• Section 3: Writing Your Action Plan 

This section focuses on action planning—making changes in your work style to enable 

you to be more effective in the workplace. 

• Section 4: Follow-Up Activities 

This section contains a collection of exercises you can complete to build upon what you 

learned from your initial use of LWS. 

 

Note: You may wish to make extra copies of the worksheets in this Workbook for future use. 
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Section 1: 
Pre-Work 
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About ACUMEN® Leadership WorkStyles™ 

ACUMEN Leadership WorkStyles (LWS) is a leadership assessment that assesses thinking and 

behavioral styles that have a significant impact on your ability to lead and manage effectively. 

Based upon your assessment results, LWS provides highly personalized, in-depth feedback on 

how your thinking and behavioral styles affect your ability to set goals, manage projects, work 

with others, and provide leadership. 
 

LWS is a self-development program. In today’s competitive business world, self-development 

and the ability to “learn to learn” are crucial skills for the professional leader and manager. 

Research indicates that self-understanding—knowing your strengths and weaknesses—is key for 

excelling in leadership positions. Other studies demonstrate that bright, technically competent 

leaders often fail to achieve their potential because of “leadership style”—issues related to a lack 

of self-management and interpersonal skills. 
 

LWS aids the process of developing greater self-awareness and of learning to make conscious, 

informed choices on how to lead. Today, higher levels of production and service are imperative, 

requiring that managers have extraordinary teamwork and leadership abilities. Receiving 

feedback on how best to leverage your strengths and overcome your weaknesses is a critical 

success factor. 
 

• Please keep in mind that your LWS report is intended for development purposes. LWS 

addresses some core issues about who you are and what you are like—your thinking 

styles and behaviors. Therefore, it is important to remember that everyone has a blend of 

strengths and weaknesses, assets and liabilities. When reading your report, feel free to 

mark areas where you have questions, where you might want to follow up with your 

respondents, or where you may disagree. Above all, keep an open mind and remember 

that your LWS report is intended solely for your development as a leader and as a person. 

Your LWS report is not intended for selection or performance evaluation. 
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Setting the Stage 

Objectives of using this workbook 

• Gain a better understanding of what Leadership WorkStyles (LWS) measures and 

what the outcomes mean. 

• Review your LWS report. 

• Make informed choices about what changes make sense to increase your  

leadership effectiveness. 

• Implement your new information via specific action planning. 
 

Usefulness of ACUMEN Leadership WorkStyles  

Most people find ACUMEN Leadership WorkStyles an interesting and enriching experience. 

In corporate surveys of training seminars, LWS is consistently ranked as one of the most 

useful and interesting parts of the seminar. This is because assessment information provides a 

great deal of data around topics in which people have a high level of interest. Assessment 

information can indicate tendencies and patterns about how you: 

• Receive and process information 

• Interpret situations and events 

• Attempt to influence others 

• Behave under pressure 

• Communicate and convey thoughts and feelings 

• Make and implement decisions 

• Respond to feedback and criticism 

• React to change and new ideas 
 

ACUMEN Leadership WorkStyles is not a test 

It is important to remember what Leadership WorkStyles is: an assessment tool used for 

personal and professional development. 

• Leadership WorkStyles is a “tool,” not the “answer.” 

• Leadership WorkStyles is like a reflection of yourself in a mirror. 

• It indicates motivational and behavioral tendencies as opposed to skills. 

There is no “Right” or “Wrong,” no single score that shows someone’s “Effectiveness” or 

even “Overall Potential.” LWS is intended to be used for enhancing leadership and 

managerial effectiveness. It is possible that some of the areas that are important for leaders 

may not be what are required for a person in another role or area of responsibility (individual 

contributors, salespeople, etc.). However, research has shown that the interpersonal and task-

related styles that are important for leadership effectiveness are also generally associated with 

success in many other jobs. 
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WORKSHEET 1:  

Analyzing Your Work Situation 
 

Analyzing your work situation sets a context for understanding your assessment results and for 

deciding where to make developmental efforts. Refer to this worksheet as you consolidate your 

thinking after reading your LWS report, set development priorities, and prepare your action plan. 

Your leadership style is anchored in your current situation, and any directed change effort must 

take that into account. 

 

Consider the following: 

 

• What major challenges are you facing as a leader? 

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

 

• What teamwork challenges affect you personally in your work environment? 

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

 

• What types of formal or informal feedback have you received from others about how you 

work with people? Are you easy or difficult to work with? Why? 

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

 

• What outcome(s) would justify the time and effort that you’re putting into this process? 

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  
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How LWS Measures Thinking and Behavioral Styles 

The ACUMEN® Leadership WorkStyles™ (LWS) instrument is based on questions which have 

been shown to be valid and reliable indicators of thinking and behavioral styles. LWS identifies 

your predominant thinking and behavioral styles and their resulting impact on your work 

effectiveness. Your thinking style plays a key role in determining your behavior and thus has a 

major impact on your leadership performance. This is precisely what LWS is designed to help 

you understand. 

 

Your Profile 

When you examine your profile, you will see how 

you view yourself and how that worldview shapes 

your motivational style, the way you lead other 

people, and how you tend to communicate and 

resolve conflicts.  

 

• Leadership WorkStyles analyzes your assessment 

data and generates percentile scores on 12 scales 

(e.g., Power). Each scale represents an important 

thinking and behavioral style, which has a 

bearing on leadership effectiveness.  

• The concentric circles represent the 10th, 25th, 

50th, 75th, 90th, and 99th percentile points, where 

the 99th percentile is the outermost edge of the 

profile. For example, the arrow points to the 75th 

percentile. 

• The outer ring illustrates the three broad groupings that underlie  

the 12 LWS styles: 

Constructive: Characterize self-enhancing thinking and behavior that contribute to one’s 

level of satisfaction, ability to develop healthy relationships and work effectively with 

people, and proficiency at accomplishing tasks. 

Passive/Defensive: Represent self-protecting thinking and behavior that promote the 

fulfillment of security needs through interaction with people. 

Aggressive/Defensive: Reflect self-promoting thinking and behavior used to maintain 

one’s status/position and fulfill security needs through task-related activities. 

 

Pages 6–9 provide detailed descriptions of each of the 12 LWS styles. 
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LWS Style Descriptions 

Humanistic-Encouraging 
One o’clock position 

Style Description: supportive, motivates others, patient 

Person with a high score: Looks for the best in people and is 

optimistic about the capabilities and motivations of others. Prefers a 

participative approach; will encourage others to fully express their 

views and opinions. May take longer in making decisions due to 

preference for group involvement. Makes effective use of “People 

Skills” and will commit to efforts to help others. Flexible and at ease in a wide variety of 

situations involving interpersonal dynamics. Shows good mentoring and coaching skills; believes 

in empowering others. 
 
 

Affiliative 
Two o’clock position 

Style Description: friendly, warm, trusting 

Person with a high score: Has a propensity to work in groups as a 

team player; skilled in teamwork and collaboration. Trusting of others 

and able to interact and communicate in group settings with ease. 

Sees people as more important than things. Will give attention to how 

well the team “gets along” and generally favors action that is good for 

the team. Flexible and willing to play a variety of team roles. Stays in touch with people and is 

“well-networked.” Finds middle ground and encourages discussion and debate. Develops good 

formal and/or informal sources of information. 

 
 

 
Approval 
Three o’clock position 

Style Description: needs approval from others, forgiving, overly 
generous 

Person with a high score: Spends time and energy looking for the 

approval and sanction of others. Sensitive to the feelings of others; 

empathic. Willing to compromise and accommodate. Strong interest 

in harmony and people getting along with each other. Does things in 

order to be liked by others. May be swayed from better judgment by praise, or deterred from an 

effective course of action by threat of disapproval. Finds non-confrontational means of resolving 

differences and tends to go along with the decisions of others. May have a difficult time saying 

“no,” even when doing so would be appropriate. Reluctant to be the first to express an opinion on 

controversial issues or to make quick decisions. May allow people to bend or break rules, slip 

schedules, or get by with less than top quality work in order to avoid conflict. 
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Conventional 
Four o’clock position 

Style Description: conforming, reliable, restrained 

Person with a high score: Succeeds through conforming, playing 

by the rules, and paying close attention to the expectations of those 

who are in positions of authority. Respectful of status, position, and 

rank. Sees things in an organized, hierarchical manner. Prefers tasks 

for which guidelines and procedures exist. Not likely to be the first 

to do something differently. May resist change. Prefers to plan and 

schedule things rather than “shoot from the hip.” Operates in accordance with “traditional 

wisdom”—the way things have always been done. Patient and comfortable with bureaucracy; 

tries not to make waves. Often seen as stable, reliable, and dependable. 

 
 

Dependent 
Five o’clock position 

Style Description: a follower, deferential, submissive 

Person with a high score: Tends to rely on others, especially for 

decisions, direction, and formal approval of actions. Can have 

difficulty taking independent action. Prefers leadership/management 

from others that is directive and explicit about what needs to be 

done. Tends to avoid situations in which actions need to be initiated 

without direct approval. Will often seek advice and 

recommendations from others before making decisions. Will often accept directives without 

challenge or opposition. Tries to avoid volatile situations and confrontations. Uncomfortable in 

situations where being the first speaker or presenter is required. 

 
 
Avoidance 
Six o’clock position 

Style Description: apprehensive, self-doubting, tense 

Person with a high score: Tends to be hesitant, tense, and worried 

about things in general. Shies away from conflicts, challenges, and 

difficult decisions which, in turn, leads to increased anxiety, self-

doubt, and self-blame. Lacks confidence in own abilities and the 

ability of others to identify solutions to existing or anticipated 

problems. Prefers to stay within a self-imposed “comfort zone” by playing it safe and avoiding 

risks. May have trouble concentrating or staying focused on tasks; or may focus too much 

attention on seemingly insignificant tasks because they are defined and familiar. Likely to exhibit 

signs of stress and strain; needs to relax more.  
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Oppositional 
Seven o’clock position 

Style Description: questioning, critical, negative 

Person with a high score: Enjoys arguments and debates. Some 

degree of opposition—“healthy skepticism”—is valuable in testing 

and evaluating ideas. Can operate as an effective devil’s advocate, 

but may focus more on problems rather than solutions. Solutions or 

new ideas may be evaluated from the perspective of “what’s wrong 

with it?” rather than “how can we make this work?” Often seen as 

putting ideas (and others) down. Tends to become sarcastic in 

competitive or conflict situations. Can have the effect of stifling ideas, creative initiative, and risk 

taking, particularly when holding a position that differs from that being proposed. 
 

 
Power 
Eight o’clock position 

Style Description: authoritarian, controlling, easily angered 

Person with a high score: Believes in taking decisive action and 

wants to be in charge. Often described as aggressive, forceful, and 

controlling. Places a high value on authority and influence over 

others. Can be defensive, irritable, and sarcastic when challenged. 

Not prone to invite feedback or listen to criticism, unless it is about 

others. Does not respond well to ambiguity. May make unilateral 

decisions that do not account for the needs or priorities of others. Tends to make decisions in 

isolation and then fight for position rather than working with others to set collaborative goals. 

May demonstrate attentiveness and receptiveness to upper management (higher authority), but not 

to others in “lower positions” in the organization. 

 
 
Competitive 
Nine o’clock position 

Style Description: boastful, self-centered, needs to win 

Person with a high score: Demonstrates needs to win and be 

better than others. Willing to take action and driven to overcome 

obstacles. Likes clearly defined, short-term goals. Likes praise and 

admiration from others. May turn activities into a competitive 

exercise rather than collaborate. Tends to look for “an edge” rather 

than a mutual interest in corporate politics or in client negotiations. May focus on high-visibility 

projects, rather than things that are important but not likely to be noticed. May over-commit, 

under-plan, and/or set unrealistic performance standards in order to stand out and be seen as a 

“winner.” 
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Perfectionistic 
Ten o’clock position 

Style Description: demanding, results-oriented, driven 

Person with a high score: Sets high standards. Tends to be 

direct, driven, and focused on defining superior results. 

Concerned with appearances; being seen as highly competent and 

invulnerable. Meticulous in approach to tasks and decision-

making. Team members may experience this person as being 

intolerant of mistakes or issues around quality standards. May fall behind on schedules in order to 

achieve the perfect solution. May become too immersed in details in areas that do not require that 

much depth. May set increasingly high goals, adding new levels of precision as tasks approach 

completion. Not fond of compromising. 

 
 

 
Achievement 
Eleven o’clock position 

Style Description: enjoys challenges, strives for excellence, 
decisive 

Person with a high score: Usually sets realistic and challenging 

goals. Enjoys challenges and tasks that require skill. Usually 

comfortable and capable with planning, goal-setting, and problem-

solving activities. Decisive and willing to take action and 

responsibility. Open to using new methods and technology to 

attain goals. Pragmatic. Demonstrates belief that personal efforts will have an effect on the 

outcome of things. Places high value on optimizing resources. Values efficiency and flexibility. 

Typically good at synthesizing information and getting to the heart of the matter. 

 
 

 
Self-Actualizing 
Twelve o’clock position 

Style Description: enthusiastic, creative, confident 

Person with a high score: Is confident of personal abilities. Broad 

range of knowledge and interests. Actively pursues self-

development, growth, and learning opportunities. Typically 

energetic, enthusiastic, and articulate. Uses a direct 

communication style. Demonstrates an emphasis on the “value”  

of activities and results. Meaning and purpose are important 

motivating influences. Tends to explore and likes to try new things; inquisitive. Genuinely 

curious; capable of listening and learning well; a “quick study.” Likes to innovate. 
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EXERCISE:  

Effective Leadership Profile 
 

This exercise is designed to help you learn more about the thinking and behavior styles associated 

with an effective leadership or managerial style. 

 

Self-Study Instructions: 

• Determine the profile you think would be associated with high levels of effectiveness for 

a leader or manager.  

• Using the blank profile on the following page, shade in the style scores you think a highly 

effective leader or manager would receive. (Refer to the LWS Style Descriptions on 

pages 6-9 if needed.) 

• Note: You may choose any percentile you wish for each scale, not just the values marked 

at the 10th, 25th, 50th, 75th, 90th or 99th percentiles. 

 

Team Exercise Instructions: 

• Have each team member shade in the profile individually, as described above. Allow 10 

minutes for this individual work.  

• As a team, discuss the results and reach agreement on what the team believes is the “most 

effective leadership profile.” Allow 20 minutes for this team discussion. 

 

Note: After you have shaded in the profile according to your perceptions of an effective leader, 

compare your perceptions to what the research actually finds. Ask your facilitator for a copy of 

the “Feedback Profiles of Most & Least Effective Leaders” graphic (Figure 9) from the 

WorkStyles Technical Report on Methods and Validity. 
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Effective Leadership Profile 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

 

 

 

 

 

1. Humanistic-Encouraging: supportive, motivates others, patient 

2. Affiliative: warm, friendly, trusting 

3. Approval: needs approval from others, forgiving, overly generous 

4. Conventional: conforming, reliable, restrained 

5. Dependent: a follower, deferential, submissive 

6. Avoidance: apprehensive, self-doubting, tense 

7. Oppositional: negative, critical, questioning 

8. Power: authoritarian, easily angered, controlling 

9. Competitive: boastful, self-centered, needs to win 

10. Perfectionistic: demanding, results-oriented, driven 

11. Achievement: enjoys challenges, strives for excellence, decisive 

12. Self-Actualizing: enthusiastic, creative, confident 

25 

90 

75 

50 

99 

10 
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Things to Think About In Regard to Feedback 

We all operate with a blend of strengths and counterproductive tendencies. No matter how 

competent we are, there is always room to enhance or develop more effective leadership and 

management styles. Likewise, no matter how ineffective we may be (or appear to be), there is 

always a foundation of strengths from which to operate and grow. 

 

• When we evaluate our own performance, we tend to evaluate ourselves based on our 

intentions. When we evaluate others, we tend to evaluate them based on their actions. (In 

fact, we rarely take the time to ask or determine what their intentions are or were.) As 

you might imagine, there can be a significant difference in assessment results depending 

on these different perceptual positions. 

• The way you think about the feedback you receive will make a difference in how you 

interpret and act on the information. As you review the feedback, start with a shift in your 

internal “self-talk” in the use of a few words: 

 

 

• The words on the left are limiting because they pass judgment in black-and-white terms. 

Shifting your “self-talk” to words like those on the right allows for a more objective 

evaluation of the feedback, thus dramatically increasing the possibilities for positive 

change. Use this technique as you work with your LWS report to help make the feedback 

most useful to you. 
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Section 2: 
Understanding Your 
Assessment Results 
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EXERCISE:  

Actively Read Your LWS Report 
 
Materials:  • ACUMEN Leadership WorkStyles report 

• Highlighter 

• Pencil or pen 

Goals:  • Gain a greater understanding of your leadership work style 

• Identify opportunities for development 

 

1. Read through your LWS report. Take 45 minutes to study and absorb the report. Use a pen or 

pencil to take notes in the report.  

 

2. Using a highlighter, review the following three sections of your report:  

• Others’ Perceptions: Summary  

(or, if you have a Self-Report, Self-Perceptions: Summary) 

• Others’ Perceptions: A Closer Look 

o Impact on Task Accomplishment 

o Impact on Teamwork 

 

Within each of these three sections of your report, highlight: 

• The two assets which you recognize as applying most strongly to you. 

• The one counterproductive tendency which feels most important to you. 

 

When you are done, you will have highlighted nine things—three in each report section listed 

above. 

 

3. Now, fill out Worksheet 2: Digesting Your Results on page 15. 
  



 

Human Synergistics International 15 
Copyright © 2013 

WORKSHEET 2:  

Digesting Your Results 
 

1. Describe your reactions to your ACUMEN Leadership WorkStyles report. 

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

2. What are your feelings about your report? If you had to pick one or two words to describe 

your emotional response, what would they be? 

 __________________________________________________________________________  

 __________________________________________________________________________  

3. Are you surprised by any of the scores? If so, what are the surprises? 

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

4. The key points of each section of your report are: 

a. Summary:  _______________________________________________________________  

 __________________________________________________________________________  

b. Impact on Task Accomplishment:  ____________________________________________  

 __________________________________________________________________________  

c. Impact on Teamwork:  ______________________________________________________  

 __________________________________________________________________________  

5. Based on your report, what do you see as your greatest opportunity to further leverage your 

key assets? Why? 

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

6. Based on your report, what do you see as your greatest opportunity for improvement? Why?   

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  
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EXERCISE:  

LWS Report Debrief 
 

Self-Study Instructions: 

We recommend you set aside this workbook for 24 hours and take some time to share your 

reactions to your report with at least one other person. This person can be your spouse, a trusted 

co-worker, a mentor, or someone whom you would like to be your coach. The idea is to describe 

your findings and express your feelings about them to another person, who will ask questions and 

reflect back to you what they hear you saying. Based on most people’s experience, you will find 

this process invaluable for clarifying the important messages in your feedback and your feelings 

about their implications. Possible topics for discussion are listed below. After the discussion, 

continue to Section 3 in this workbook. 

 

Team Exercise Instructions: 

If you are participating in a team exercise, get together with one or two other team members and 

take 30 minutes to discuss your reactions to your reports. This will allow each person about 10 

minutes to focus on his/her report. You may want to discuss your personal reactions to the report, 

the report itself, or how your feedback relates to your work experiences. You be the judge. 

 

 

Possible discussion topics: 

• Reactions to your report 

• Report content 

• If receiving feedback from others: 

Differences between self-assessment and feedback from others 

• Surprises 

• How the report addresses issues related to your current work experiences 
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Section 3: 
Action Planning 
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Developing an Action Plan for Positive Change 

The purpose of ACUMEN Leadership WorkStyles is to help you develop a more effective style of 

leadership. Developing a new style can be difficult, because it almost always means replacing a 

current pattern of behavior with a new pattern. In effect, you have to make room for new habits 

by breaking old habits. 

 

To be successful with your action plan, it is important to work at it, consciously exercising the 

new pattern of behavior at every opportunity. It helps to start with a rewarding experience, so 

start with some easy changes that can give you a quick payoff. Success builds its own 

momentum. 

 

The action-planning process helps increase your success. It incorporates psychological principles 

of behavior change—that a desired change is more likely to be successful when: 

1. the desired behaviors and skills are clearly defined; 

2. there is a real motivation to change; 

3. sources of resistance are explicitly recognized; 

4. there are activities aimed at making the change; 

5. other people support the change in observable ways; and 

6. the outcomes are visible. 

 

The first step in developing your action plan is to take stock and reflect on the information 

provided in your assessment results and from the exercises in this workbook. Take a few minutes 

to review your work from: 

• Worksheet 1: Analyzing Your Work Situation, page 4 

• Exercise: Effective Leadership Profile, page 10 

• Worksheet 2: Digesting Your Results, page 15 
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Writing Your Action Plan 

Your ACUMEN Leadership WorkStyles Action Plan will help you develop new behaviors in the 

areas you choose to work on. Putting your plan in writing clarifies the plan and solidifies your 

commitment to taking the steps necessary to implement the plan. Two copies of the Action Plan 

Worksheet are included in this workbook; one for your current development efforts on page 21 

and one for future use on page 37. 

 

For each development area you identify, review the sections of your LWS report that address 

issues associated with that area. Look closely for examples of behaviors that point out things you 

currently do and things you currently need to improve. Give careful thought to the potential 

barriers to success in your situation. Then, use the Action Plan Worksheet to target specific 

activities that will lead to change.  

 

As you work on your action plan, here are some things to consider: 

• Direct your efforts toward a single behavior or related set of behaviors. 

• Use the recommendations from your LWS report, as well as conversations in which you 

may have participated during the LWS workshop, as a basis for your plan. 

• Keep your plan simple. Don’t get bogged down in details. 

• Talk about your action plan with your co-workers. They will probably be interested in 

your efforts and be willing to support you. 
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INSTRUCTIONS:  

LWS Action Plan 
 

A. Desired changes 
In this section, list specific behavioral changes that you will make. These are your 

development objectives. It helps to think of specific incidents in which you could have 

achieved a better result by doing things differently. 

 

B. Benefits 
In this section, list the personal or professional factors that motivate you to develop this area. 

How will you benefit? How will the team/organization benefit? 

 

C. Barriers and strategies for success 
List factors that might hinder your efforts to change. Some will be internal barriers (habits, 

attitudes, lack of know-how, motivations, etc.); others will be external barriers (other 

demands upon your time and attention, company climate, team composition, existing rules 

and procedures, etc.). Then, write down your explicit strategy or action to overcome these 

barriers. Think of things you can: Stop doing (old counterproductive habits), Start doing 

(new effective behaviors), and Continue doing (leverage current strengths). 

 

D. Action steps 
Each action step should outline an activity within a specified time. Think about the specifics 

of your situation, and generate additional ideas. Plan for how you will overcome specific 

barriers to the implementation of these action steps. 

 

E. Involvement of others 
For each action in section D, list the people you want to assist, cooperate, or work with you. 

Getting other people involved will help you stay focused and motivated. How will you enroll 

them and what do you want them to do? 

 

F. Showing progress 
For each action in section D, write down how you will measure progress and success. What 

kinds of feedback will let you know that your action steps have helped you make the changes 

identified in section A? 
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ACUMEN® Leadership WorkStyles™ Action Plan 

A. Desired changes 

 
 
 
 
 
 
 
 
 
 
 
 
 

B. Benefits 

To You 

 
 
 
 
 
 
 
 
 
 
 
 

To the Team/Organization 

C. Barriers and strategies for success 

Barrier 

 
 
 
 
 
 
 
 
 
 
 
 
 

Strategy 

continued ➬ 
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ACUMEN® Leadership WorkStyles™ Action Plan, continued 

D. Action steps 

Action 

1. 

 

2. 

 

3. 

 

4. 
 

 

 

Timeframe 

E. Involvement of others 

Action 

1. 

 

2. 

 

3. 

 

4. 

 

 

 

   Person How/What 

F. Showing progress 

Action 

1. 

 

2. 

 

3. 

 

4. 

 

 

   Measurement of Progress/Success 
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EXERCISE:  

Share Your Action Plan 

 

Self-Study Instructions: 

We recommend you share your ACUMEN Leadership WorkStyles Action Plan with at least one 

other person, preferably someone who will be your coach. The person may or may not be your 

boss, but sharing your development action plan with your boss is usually a good idea, too. The 

idea is to describe the thinking behind your plan to a coach who will ask questions, give you 

feedback, and provide support. This process helps you commit yourself to a realistic action plan. 

Areas to touch on in the discussion with your coach are listed below.  

 

After you share your action plan with your coach, continue on to Recognizing and Reinforcing 

People Who Gave You Feedback on page 24. 

 

Team Exercise Instructions: 

Get together with one or two team members and take 30 minutes to discuss your action plans. 

This will allow each person about 10 minutes to focus on his/her plan. Ask each other questions, 

give each other feedback, and provide additional ideas based on your personal experiences. 

 

 

Areas to touch on include: 

• Desired Changes: What are some specific instances? 

• Benefits: What really motivates you to want to make this change? 

• Barriers: In the past, what has stopped you from making this change? 

• Action Steps: What will other people see you do differently? 

• Involvement of Others: Who, why, and how? 

• Showing Progress: How will you know, and will your progress relate to the benefits you 

described above? 
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EXERCISE:  

Recognizing & Reinforcing  
People Who Gave You Feedback 

 

If you received feedback from others, the people who described you are probably curious at this 

point. You asked them to describe you based on the fact that their perceptions are valuable to you, 

so it is important to let them know you value their contributions—they are an invaluable asset on 

your path to greater effectiveness. Getting back to your respondents completes the feedback loop 

for them, and helps create an environment for positive change for everyone involved. You also 

want to set a tone that will allow them to give you informal feedback as you progress and more 

formal feedback at a later time. 

 

Process Steps: 

• Contact each person who provided you with feedback. 

• Tell each person that you appreciated their taking the time to help you improve your 

leadership effectiveness. Giving sincere thanks to each person at this point is important 

for later steps. 

• Let them know what you’ve learned from the feedback, and that you have prepared a 

detailed action plan for personal and professional development. 

• Ask them for feedback on the behavioral area you have selected to work on in your action 

plan. Ask questions that will get you behavior-based information (you can practice this 

mentally as you read these instructions): 

“What, specifically, was I doing that (worked/did not work)?” 

“How, specifically, did you know it (was/was not) effective?” 

“How, specifically, could I improve on that in the future?” 

“How will (I/you) know if I am making progress?” 

 

• Use phrases like, “Tell me more about that” or “In addition to that, what else was I 

doing?” to get information that is more and more specific. Be sure to do this in an open-

minded, appreciative, and interested way, not as an interrogator. 

 

The result of taking time to collect this behavior-based data is that you will have lots of 

specific information for continuing with behaviors that work for you, and specific 

information and examples of behaviors that call for improvement. 

• Request that they give you additional informal feedback during the next several months. 

Thank them again for their participation. 
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Taking the Next Steps 

As you get ready to implement your action plan, there are a few more things you may want to 

consider: 

• You have put in a lot of hard work to get yourself through this process. Acknowledge this 

to yourself. 

• Keep your action plan visible. Let the plan lead you to enhanced performance. 

• Revisit your LWS report and this Workbook every two weeks. A commitment of 20 to 30 

minutes every two weeks will yield great dividends. 

• Remember: Stop, Think, Decide. The only way to change old habits, when you find 

yourself in a situation that triggers them, is to cue yourself to make a conscious decision 

to take a more effective course of action. 

• Make a commitment now to measure your progress by soliciting others for informal 

feedback every few weeks. 

• Complete the follow-up exercises in Section 4 of this workbook. They provide you with 

structured follow-up experiences to learn more about yourself and continue your 

development efforts. 

 

You have taken the first step in the ACUMEN Leadership WorkStyles process; you have spent 

considerable time and effort designing an action plan, and have reviewed suggestions for 

implementing and following up on the plan. Most people find the process rewarding, leading 

them to new insights and providing motivation for development. 

 

You have lots of valuable information about your typical work style. Use this information to your 

advantage. A positive approach to improvement requires discipline and continual, conscious 

effort to monitor your behavior and change it where necessary. By applying the insights and 

suggestions provided in this workbook and your LWS report to your daily routine, and making a 

disciplined effort, you can achieve your goals and objectives. 
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Section 4: 
Follow-Up Activities 

 

The exercises in this section are designed to help you learn more about yourself as you continue 

with your professional development efforts. We recommend that you:  

• Complete Follow-Up Exercise 1, including Worksheet 3, within one week of 

completing your action plan. 

• Complete Follow-Up Exercise 2 within two weeks of completing your action plan. 

• Complete Follow-Up Exercise 3, including Worksheets 4 and 5, three months after 

completing your action plan. This exercise focuses on developing and improving your 

teamwork skills and is done with other others who have completed their LWS 

assessments. 

• Begin your formal progress review nine-twelve months after receiving your first 

WorkStyles report. The progress review consists of:  

o Reassessment (getting a new WorkStyles report) 

o Reviewing your reassessment results 

o Adjusting your action plan (Follow-Up Exercise 4) 
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FOLLOW-UP EXERCISE 1:  

Generating New Behaviors 
 

Timing:  Within one week of completing your action plan 

• Allow one hour to complete this exercise, including Worksheet 3: 

Generating New Behaviors on pages 29-30. 

• Schedule 15 minutes weekly to review this exercise. 

 

The following strategy is useful for generating a new behavior that is a component of your action 

plan. This exercise helps you expand your repertoire of capabilities and develop the flexibility to 

respond to almost any situation. It allows you to “try on” behaviors by rehearsing them, to create 

a feeling of already having done it before going out into the world. You can make adjustments as 

you go to make the new behaviors uniquely yours. 

 

Process Steps: 

1. Select a behavior you would like to change. 

2. Select a “context”—a place or situation where you would like this behavior to occur. 

3. Think of someone who has a high level of skill in this behavior—a role model. (This can be 

someone you personally know, a co-worker you admire, a public figure, etc.) 

4. Imagine a scene (make an internal movie) of the person demonstrating the behavior. Notice 

how they sound (tone, tempo, volume). Watch how they move (gestures, facial expression, 

posture). Notice the responses they get from others. 

5. Check—is this something you want? (If yes, continue the process; if no, adjust the movie 

until you have what you want.) 

6. Think of a time and place in the near future where using this new behavior would be useful. 

What is the very first thing you will see, hear, or feel that will cue you to generate this new 

behavior? 

7. Picture yourself demonstrating the behavior. See yourself in the picture, behaving and 

sounding the way you want. (If necessary, take one segment at a time of your role model’s 

behavior, and picture yourself acting out each segment until you can see yourself 

demonstrating it the way you want.) 

8. Now step into the picture, looking out through your own mind’s eye. See what you would 

see, hear how you would sound, feel how you would feel, and notice how others are 

responding to you as you demonstrate this new behavior. Make sure the movie is vivid and 

rich in detail. 

9. Act out this movie, demonstrating the new behavior, and notice the results. Make final 

adjustments, if necessary. 
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WORKSHEET 3:  

Generating New Behaviors 

 

After reviewing the Generating New Behaviors exercise (previous page), complete this 

worksheet. Taking a few minutes to commit your mental images of your new behaviors to paper 

helps you define and spell out your new behaviors more clearly. 
 
 
1. What is the behavior you want to change? 

 __________________________________________________________________________  

 __________________________________________________________________________  

 
2. In what context do you want to use this behavior? 

 __________________________________________________________________________  

 __________________________________________________________________________  

 
3. Who is your role model for this behavior? 

 __________________________________________________________________________  

 
4. Specifically, how does this person demonstrate this behavior? 

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

 

5. Can you adapt your role model’s behavior pattern to fit you comfortably?  

If not, review steps three and four and make adjustments as needed. 
 
6. What is the cue you will use to trigger this new behavior? 

 __________________________________________________________________________  

 __________________________________________________________________________  

 
7. What words will you use?  

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  
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8. What will be different about your tone and “how you say things”? 

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

 
9. What non-verbal expressions will you use?  

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

 
10. How will you feel?  

 __________________________________________________________________________  

 __________________________________________________________________________  

 
11. How will others respond to you?  

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

 
12. How will you behave in response to them?  

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

 

13. How will you monitor use of this new behavior and not get “caught up in the moment” and 

revert to old behavior patterns? 

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  
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FOLLOW-UP EXERCISE 2:  

Peer Support System 
 

Timing:  Within two weeks of completing your action plan 

• Take 30 minutes to plan your peer support system by answering the 

questions in Section A below. 

• Schedule one hour for your initial peer support meeting to discuss Section 

B below. 

• Schedule 30 minutes every two weeks to meet with your peer coach and 

discuss your progress. 

 

To reinforce what you have learned through using LWS, we recommend you establish a peer 

support system. The purpose of this system is to help you change and improve your work style 

through a coaching process. 

 

Select an individual with leadership expertise with whom you can communicate openly and 

honestly about your LWS report. This individual will act as your coach and sounding board as 

you implement your action plan. Your coach can be someone from within your organization or 

from outside your organization. 

 

Section A: Questions to think about as you set up your peer support system: 

1. Who is best suited to serve as your coach? 

2. When, how often, where, and for how long will you meet? 

3. What are the key issues you want to discuss from your action plan? 

4. Is there something you can offer your coach in return for his or her involvement? 

 

Section B: Suggested agenda for the meeting with your peer coach: 

1. Explain the LWS assessment process and your results. 

2. Describe what your experience was like in receiving your LWS results. 

3. Walk through your LWS Action Plan. 

4. Explain how your action plan can assist in your professional development. 

5. Describe recent situations at work that are good examples of how you successfully 

implemented your action plan. Ask your peer coach to comment. Also describe a few recent 

situations where you feel you are still having trouble implementing your action plan. Ask for 

ideas on how you might handle these situations differently in the future. 
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FOLLOW-UP EXERCISE 3:  

Working as a High-Performing Team 
 

Timing:  Three months after receiving your LWS report 

• Allow 1½  hours to complete the exercise, using  

Worksheet 4: Team Assessment and Worksheet 5: Team Action Plan. 

• Schedule 1½ hours to debrief results with fellow team members. 

 

In the past, the traditional leadership role required a fairly limited amount of interaction with co-

workers. Today’s team approach demands that leaders and managers serve as team leaders, 

empowering team members and coordinating and regulating team efforts. Because teams often 

have an array of professional and technical specialists, today’s team leader may have less “formal 

authority” and a greater need to develop leadership and influence skills that are contingent on 

garnering the respect and cooperation of other team members. This type of leadership requires 

good communication skills, an ability to develop trust and commitment from team members, and 

the ability to clarify team goals and deal with differences of opinion—all skills intimately 

associated with good self-management and teamwork skills. 

 

This follow-up exercise focuses on the development of the thinking and behavior styles required 

for you to lead and work on a high-performing team. 

 

Process Steps: 

• First, define your “team.” Depending on your job and how your company is organized, 

this may be a small group of people you work closely with, a production group, a unit in 

the organization, or, if you work for a small company, the entire staff. 

• After you identify your team members, assess the current level of team performance 

using Worksheet 4, Team Assessment, on page 33. 

• After completing Worksheet 4, take a few minutes to review the results. Examine where 

the team is operating effectively and where it is not. Hypothesize why. 

• Take a few minutes to review your self-assessment results and others’ feedback to better 

understand what role you play in the team’s performance. Complete Worksheet 5, Team 

Action Plan, on page 34.  

• Meet with your team to discuss the results of this exercise as outlined in Team Action 

Plan Follow-Up on page 35. 
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WORKSHEET 4:  

Team Assessment 
 

Directions:  Use the five-point scale below to indicate how well your team is operating in 

each of the following areas. 

 

 

 

 

 

 

 

 

1. Open/honest communication  _________  

2. Trust level within the team  _________  

3. Clarity of team’s goals  _________  

4. Members’ commitment to the team  _________  

5. Negotiation of internal differences  _________  

6. Level of cooperation  _________  

7. Mission and purpose  _________  

8. Valuing individual differences  _________  

9. Level of team morale  _________  

10. Effective use of team resources  _________  

 

 

Interpreting the Team Assessment Results 

Take a few minutes to review the team’s current performance in each of the 10 areas listed above. 

Think about why the team is performing well in some areas and not as well in other areas. Then, 

review your LWS report for connections between your results and areas of higher or lower team 

performance. Finally, complete Worksheet 5: Team Action Plan on page 34. 
  

 

 1 2 3 4 5 
 Very Low  Average  Very High 
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WORKSHEET 5:  

Team Action Plan 
 
1. In what areas is the team doing well?   

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

2. What strengths do you have that positively impact team performance where it is performing 

well?  

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

3. In what areas does the team need to improve? 

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

4. What tendencies outlined in your LWS report negatively impact your team’s performance in 

areas where the team needs to improve? 

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

5. Based on your analysis of team performance and your feedback from others, what changes 

are you motivated to implement to improve teamwork? 

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  

 __________________________________________________________________________  



 

Human Synergistics International 35 
Copyright © 2013 

Team Action Plan Follow-Up 

• After completing the Team Action Plan worksheet, meet with the other members of your 

team, individually or as a group. 

• Review your assessment of the team’s performance on the Team Assessment worksheet. Ask 

your co-workers to rate the team on the 10 criteria listed. Explore their impressions of team 

performance and compare their assessment of team performance to your own. 

• Discuss your responses to the questions on the Team Action Plan worksheet. Solicit their 

feedback and ask for their recommendations to improve team performance. If necessary, 

modify the Team Action Plan. 

• Determine how the Team Action Plan will be implemented. Exactly who will do what? 
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FOLLOW-UP EXERCISE 4:  

Reassessment 
 

Timing:  Twelve to fifteen months after receiving your first LWS report 

• Complete a second LWS self-assessment and receive feedback-from- 

others.  

• Allow one hour to read through your new report and compare the new 

results to your previous report. 

 

At this point, you will have been working with your LWS Action Plan for some time and will 

need more feedback to find out how much change has occurred in your work style and whether 

these changes are in line with your action plan. Your new LWS report will:  

• Show areas where you have made the greatest improvement 

• Identify areas that require further work and attention 

• Allow you to make adjustments to your action plan in light of this new feedback (use the 

second action plan worksheet on page 37) 

 

Note: Based on your new results, you may want to repeat some or all of the follow-up exercises 

in this section. 
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ACUMEN® Leadership WorkStyles™ Action Plan 

A. Desired changes 
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C. Barriers and strategies for success 
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ACUMEN® Leadership WorkStyles™ Action Plan, continued 

D. Action steps 

Action 

1. 

 

2. 

 

3. 

 

4. 

 
 

 

Timeframe 

E. Involvement of others 

Action 

1. 

 

2. 

 

3. 

 

4. 

 

 

 

   Person How/What 

F. Showing progress 

Action 

1. 

 

2. 

 

3. 

 

4. 

 

 

 

   Measurement of Progress/Success 

 


