
Your Assumed Constraint

Flip It!

Take Action
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Take Action

An Assumed 
Constraint

Flip It!

“I will check email or texts only during
breaks.”

“I won’t stay focused because I’m concerned that
I’m getting behind on tasks and emails by
attending.”

“I will be present and stay focused on learning without
multitasking because what I learn will help me take
my career to the next level.”

Mindset 1: Challenge
Assumed Constraints



Draft Your Goals
Skillset 1: Goal Setting
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Instructions:
Identify three goals—one personal,
one developmental, and one work
goal for 2026 or current task.
Use the sentence stem examples to
spark your thinking.
Write each goal as an outcome that
needs to be achieved and by when.

Sentence stem examples:
A new goal I have is to ...
Something I have been
procrastinating on is to ...
My manager wants me to ...
A personal goal I have is to ...

Personal Goal

Development Goal

2026 Work Goal or Current Task

(From X to Y by Z)

(From X to Y by Z)

(From X to Y by Z)
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SMART Goals
Skillset 1: Goal Setting

Specific 
What exactly is the goal? 
What does a good job look like? 
By when does the goal need to be accomplished?

Motivating
Is the goal meaningful for the individual? 
Will working on this goal build competence and
commitment? 
Will working on this goal add or drain energy?

Attainable
Is the goal realistic, reasonable, and achievable? 
Is the goal within the individual’s control?

Relevant 
Is the goal meaningful work for the organization? 
Is the goal aligned with organization and work
team goals? 
Is the goal a high priority in relation to other goals?

Trackable
How will progress and results be measured and tracked?



Write SMART Goals
Skillset 1: Goal Setting

LEADERKEYS™ CONSULTING | EIT.IS ANNUAL SUMMIT | 2025 12

Personal Goal

Development Goal

2026 Work Goal or Current Task



Is it a high priority in relations to
other commitments?10.

Does the goal describe exactly what
needs to be achieved by defining
what success will look like?

1.

Does the goal include a specific date
to be completed?2.

Does the goal include ways to
track progress?3.

Does the goal include ways to
measure results?4.
Is the goal meaningful to the team
(or you) – it adds to their/your
energy?

5.

Could the goal build competence
and or commitment?6.

Is the goal realistic, reasonable,
and achievable?7.
Is success within your teams’
control, or does it depend on
others to reach success?

8.

Is it meaningful work for
the organization?9.

YES NO
CL
AR
ITY

RE
FR
AM
E

NE
GO
TIA
TE

If NO on 1-4, you need to gain more CLARITY around specifically what the goals
are and how they will be executed. If NO on 5-6, you need to REFRAME your

approach to the goals. If NO to 7-10, you need to NEGOTIATE the terms of the
goals to address your confidence and/or commitment.
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Quality Check Your SMART Goals
Skillset 1: Goal Setting
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Assessing Competence and Commitment
Skillset 2: Diagnosing

Development level is goal or task specific!
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Assessing Competence and Commitment
Skillset 2: Diagnosing



LEADERKEYS™ CONSULTING | EIT.IS ANNUAL SUMMIT | 2025 17

Assessing Competence and Commitment
Skillset 2: Diagnosing

Diagnosing—Where Am I, Really?
Transfer your scores from page 12 in the appropriate boxes below. The box with
your highest score is your current development level for the goal you
completed the assessment for. 

Explore the three questions to analyze these scores.

1) Is there one development level that
stands out among the others? 

If no, go to question 2. 
If yes, consider these points. 

Does the development level with the
highest score make sense to you? Are
you comfortable with this diagnosis? 
If yes, why? 
If no, return to the words you chose.
Given what you now understand about
the skill of diagnosing, would you
choose different words? Why? 
What can you learn from your second
highest score?

Do you have a clear diagnosis?
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Assessing Competence and Commitment
Skillset 2: Diagnosing

Do you have a split diagnosis?

3) Do your highest scores show a split
between D1 and D4? 

If yes, consider these points. 
1.Could you have confused the words

describing commitment at D1 with the
words for commitment at D4? High
commitment exists at both D1 and D4—
but the difference lies in your knowledge
and experience. 

2.Could you have confused the goal with
your transferable skills? Although your
transferable skills may help you progress
more quickly, it is important to focus on
diagnosing your competence and
commitment related to a specific goal.

Based on my honest
consideration, I believe
my development level
on this goal is…

2) Are all four scores so similar that it’s
difficult to make a clear diagnosis? If no, go
to question 3. 

If yes, consider these points. 
Is your goal too big or comprehensive, or
not SMART? If so, your diagnosis will be
unclear because you can be at different
development levels on different aspects
of the goal. 
Were you totally honest with yourself? A
muddy diagnosis can occur if you don’t
admit that you currently lack the
competence or commitment required for
achieving the goal.

Do you have a muddy diagnosis?



Assessing Competence and Commitment
Skillset 2: Diagnosing
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New to the goal or task

Discouraged and frustrated

Enthusiastic

Don’t know what they don’t

know

Inconsistent performance

Learning

Eager to learn

Inexperienced

Confused

Confident about

transferable skills

Low Competence / High Commitment

Curious

Discouraged and frustrated

Overwhelmed 

Doesn’t know how to move

forward

Inconsistent performance

Not yet competent

Eager to learn

Inexperienced

Confused and

concerned

Confident learning won’t

be difficult

Low to Some Competence / Low Commitment

For each development level, circle the 6 descriptions that
describes a person at that development level.



Assessing Competence and Commitment
Skillset 2: Diagnosing
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May be bored or apathetic

Consistently competent

Justifiably confident

Sometimes hesitant, unsure

Generally skillful

Demonstrated competence

Inspires others

Accomplished

Makes productive

contributions

Not always confident

Moderate to High Competence / Variable Commitment

Self-critical

Consistently competent

Self-assured

Tentative

Recognized as an expert

Unsure

Inspired

Accomplished

Autonomous

Not always confident

High Competence / High Commitment

For each development level, circle the 6 descriptions that
describes a person at that development level.
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Getting the Leadership You Need
Skillset 3: Matching
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Listening

Asking for input

Acknowledging and

encouraging

Providing rationale

Facilitating self-reliant

problem solving

Sharing information

about self

Sharing information

about the organization

Getting the Leadership You Need
Skillset 3: Matching

A Current Goal/Task

Directive Leadership Behaviors
Actions that shape and control what,
how, and when things are done.

Showing and telling

how

Clarifying roles

Establishing timelines

Setting SMART goals

Developing action

plans

Monitoring and

tracking performance

Identifying priorities

Supportive Leadership Behaviors
Actions that shape and control what,
how, and when things are done.

Rank your managers effectiveness on this goal/task Low 1—5 High



Examples of how
I am powerful

Position Task Personal Relationship Knowledge

Add up how many
you have in each
column

Mindset 2: Activate
Points of Power
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Mindset 2: Activate
Points of Power

LEADERKEYS™ CONSULTING | EIT.IS ANNUAL SUMMIT | 2025 27

Examples of how power shows up at work at every level

Always prepared
Good a taking notes
Asks insightful,
thought-provoking
questions
Able to empower
others
Compassionate to
peers and colleagues
Planner
Hits deadlines
Understands
audience
Quick problem solver
Coaching

These are just examples, how are YOU powerful? What are
you known for?

Positive attitude
Execution
Listens attentively
Manages burnout
Training others
Flexibility
Effective
communicator
Builds relationships
Knowing when to
challenge
Negotiation
Subject Matter Expert
Alignment
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Mindset 2: Activate Your
Points of Power

Knowledge Power 
Having relevant experience,

expertise, or credentials

Task Power
Having control over a
task or particular job

Position Power
Having the title or authority to
make certain decisions

Personal Power
Having interpersonal
and leadership skills

Relationship Power
Being connected
with other people

who have decision-
making power
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Mindset 2: Activate Your
Points of Power



How do I feel about my Points of Power chart? What strikes me about it?
What do I notice?

Do I have any assumed constraints that become apparent as I consider my
Points of Power chart?

What are the implications of my Points of Power chart? What could a
strategic use of my points of power look like?

Not realizing your own power could be your greatest
assumed constraint. Activate your Points of Power to do

better—for yourself and for others.
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Mindset 2: Activate
Points of Power



D1: High Direction and Low Support
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Mindset 3: Being Proactive

Context
You are a new Cloud Security Analyst, recently hired from another organization,
who has been tasked with implementing an Identity and Access Management
(IAM) solution across the enterprise. You are excited about the challenge but are
still learning Stitch Fix’s internal systems, security policies, and governance
structure.

Development Profile (D1):
Competence: Low — lacks familiarity with internal tools and processes.
Commitment: High — highly motivated to prove yourself and deliver value quickly.

You need:
Clear direction, examples of success, and a roadmap to execute confidently.

Who can you discuss your needs with?

How would you ask for the direction you need? Draft your script.
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Mindset 3: Being Proactive

Context
You are an IT Infrastructure Engineer that is mid-project on migrating the
organization’s on-prem servers to a hybrid cloud environment. After the initial
enthusiasm, unexpected compatibility issues and shifting requirements have
caused delays. You are frustrated and am starting question your ability to deliver
within deadlines.

Development Profile (D1):
Competence: Growing — understands core tasks but struggling with new
complexities.
Commitment: Low — confidence shaken, motivation slipping.

You need:
Both direction and emotional support — reassurance, coaching, and resources to
regain confidence.

Who can you discuss your needs with?

How would you ask for the support you need? 

D2: High Direction and High Support
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Mindset 3: Being Proactive

Context
You are a Security Operations Specialist that has managed day-to-day incident
response well but now has been asked to lead a cross-functional tabletop
simulation for the executive leadership team. You know the technical material but
feel anxious about facilitating senior leaders and being “on stage.”

Development Profile (D1):
Competence: Moderate to high — technically skilled and experienced in
operations.
Commitment: Variable — confident in content, hesitant about visibility and
leadership role.

You need:
Less direction and more emotional support, autonomy, and reassurance —
someone to boost their confidence and provide thought partnership.

Who can you discuss your needs with?

How would you ask for the direction and support you need? 

D3: Low Direction and High Support
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Mindset 3: Being Proactive

Context
You are a Senior Information Security Architect responsible for developing a new
Zero Trust Framework for the enterprise. You have deep expertise, a strong track
record, and are respected across teams. You have already piloted part of the
framework successfully but now need executive buy-in to scale it companywide.

Development Profile (D1):
Competence: High — subject matter expert with full technical mastery.
Commitment: High — intrinsically motivated and confident.

You need:
Delegation and autonomy — partnership from leadership to remove obstacles
and space to lead.

Who can you discuss your needs with?

How would you ask for the direction and support you need? 

D4: Low Direction and Low Support
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My SBI Feedback Example:

SITUATION BEHAVIOR IMPACT

WHERE AND WHEN IT
HAPPENED

WHAT THE PERSON DID
(OBSERVED, NOT

INTERPRETED)

HELPS RECEIVER
UNDERSTAND IMPACT

In...

when
you...

it...

In...

when
you...

it...
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Describe the goal
“I want to improve on...

Ask for suggestions:
“What’s one thing I could do differently next time?”

Listen, do not defend: “Thank you for that idea.”

Choose one suggestion to act on (circle).

Feed Forward
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Observer notes:
Note clarity, tone, and emotional responses and give
feedback on what you observed (use SBI).

Feedback & Forward

What worked well in how
this was deliver?

What worked well in how
this was deliver?

What was clear? What was vague?
How did the tone feel? Did it invite a growth mindset?
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Development
Level

Competence /
Commitment

Leader’s
Approach

Feedback Style
Example

D1 – Enthusiastic
Beginner

Low competence /
High commitment
Needs Clarity

Directing (S1) –
Provide clarity,
structure

“Here’s what
success looks like —
I’ll check in
tomorrow.”

D2 – Disillusioned
Learner

Some competence /
Low commitment
Needs Coaching

Coaching (S2) –
Balance feedback +
encouragement

“You’ve made
progress — what
part still feels
unclear?”

D3 – Capable but
Cautious

Moderate
competence /
Variable
commitment    
Needs Confidence

Supporting (S3) –
Ask, listen, co-create

“What’s your plan for
handling this next
time?”

D4 – Self-Reliant
Achiever

High competence /
High commitment
Needs TRUST

Delegating (S4) –
Empower and trust

“You’ve got this —
what support do you
need from me?”

Feedback +  SLII®
Feedback lands differently depending on where the
person is in their development.

“The person I’m giving feedback to is at Level ___ on this task.

 So I’ll focus on providing more ____________________ (direction/support).”
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My SBI Feedback Example:

SITUATION BEHAVIOR IMPACT

WHERE AND WHEN IT
HAPPENED

WHAT THE PERSON DID
(OBSERVED, NOT

INTERPRETED)

HELPS RECEIVER
UNDERSTAND IMPACT

In...

when
you...

it...

My Feed Forward (choose 1):

Next time,
you could,

One way to
build on this
would be...

A question
you could ask
next time is...
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3 Steps of the Alignment
Conversation

Clarify the goal/task
Confirm the shared objective — what are we trying
to achieve?

“Can we agree on what success looks like for
both of us?”
“What’s the outcome we both want here?”

Diagnose the gap
Explore where alignment broke down.

“Where do you see things going off track?”
“Is this a misunderstanding, process issue, or
workload challenge?”

Match the approach
Decide what direction or support is needed to
move forward.

“Would it help to outline next steps together?”
“What kind of support or clarity would make this
easier?”



Your Action Plan

Continuous Growth

We are all perpetual learners seeking opportunities for growth. While some
chances may be formal, many will likely arise informally through hands-on
experiences and exposure. Utilize this language and these skills to enhance
communication, navigate challenging conversations, and foster each other’s
development.

Ongoing Engagement

Over the next six months, make it a point to connect regularly through coffee
chats, lunch and learns, and group discussions. This will help to strengthen
trust, respect, and effective execution. This foundation has been laid; now it’s
your turn to build upon it.

Now
What will you commit to Start,
Stop, Change, or Continue
today as a result of what you
experienced and learned?

Later
Identify 2 ways you can
immediately apply your new
skills, and the outcomes are
you looking for.
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Alignment Preparation
What was the shared goal/task?
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What has caused the misalignment?

What did I need or give, direction, support, both?

What can I ask to realign the conversation?

Share with employee/leader. What are your insights?
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One-on-One Meeting

Topic

D

Direction, Solutions,
Information

Coaching, Advice,
Feedback

Good Questions,
Listening,
Encouragement

Acknowledgment,
Autonomy, Influence

Development
Level

Next Steps

‘1. Make a list of topics you need to
discuss. You can talk about whatever
is on your mind.
2. Diagnose your development level
for topics that are goals or tasks.

3. Indicate the leadership behaviors
you need from your leader or
colleague for each topic.
4. Email this completed worksheet to
them 24 hours before the meeting.

Topic

D

Direction, Solutions,
Information

Coaching, Advice,
Feedback

Good Questions,
Listening,
Encouragement

Acknowledgment,
Autonomy, Influence

Development
Level

Next Steps

Topic

D

Direction, Solutions,
Information

Coaching, Advice,
Feedback

Good Questions,
Listening,
Encouragement

Acknowledgment,
Autonomy, Influence

Development
Level

Next Steps



Get What You Need
Conversation Starters
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Get What You Need
Conversation Starters
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Get What You Need
Conversation Starters
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Get What You Need
Conversation Starters
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