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Reactive Leader or Ultimate Leader? 
 
Here are some ways to recognize where you are as a reactive leader or an Ultimate Leader: 
 

c A reactive leader tells, pushes, and provides solutions.  
c An Ultimate Leader asks questions, pulls, and gets solutions from people. 

 
c A reactive leader gets “yes” people.  
c An Ultimate Leader attracts committed people. 

 
c A reactive leader gets more to do.  
c An Ultimate Leader creates a team. 

 
c A reactive leader has to stay at the job all of the time.  
c An Ultimate Leader gets to take time off and take a vacation. 

 
c A reactive leader stays in the same position.  
c An Ultimate Leader has choices. 

 
c A reactive leader is stressed out.  
c An Ultimate Leader is engaged in visionary tasks. 

 
c A reactive leader burns out.  
c An Ultimate Leader grows and takes on greater responsibility.  

 
c A reactive leader goes in circles dealing with the same “people problems” over and over.  
c An Ultimate Leader gets results. 

 
 
Ultimate Leader Action Plan 
 
What do I need to do to become more like an Ultimate Leader? 
 
1. 
 
2. 
 
3. 
 
4. 
 

Lesson 1 
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Action Plan Target Date Date Completed 

1.   

2.   

3.   

4.   

5.   

6.   

7.   

8.   

9.   

10.   

11.   

12.   

Does this goal fit my core values? Am I 100% committed to achieving this goal? 

 

Leadership Aspirations and Goals 
 
What are your leadership aspirations and goals for participating in the Ultimate Leader Course?  
 
Take a few minutes and reflect on what you would like to achieve as an Ultimate Leader by completing the 
following Goal Planning Worksheet. Be sure to place your completed Goal Planning Worksheet in an area where 
you will review it frequently. 
 
 
 

Lesson 2 

Goal - Specific, Measurable, Attainable, Realistic, Timetable 
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Why Keep A Journal? 
 
Every day you come across a quote, tip from a friend, or recommendation that is important to your success. In 
the Ultimate Leader Course, you will have “ah ha” moments and tips that are critical to your leadership progress.  
The following are my journal recommendations that I hope you find beneficial. 
 
Dr. Mary Kay’s Journal Guidelines 
 

1. Purchase a Moleskin journal at a bookstore. I like the 5 x 7 size, others prefer the pocket version.  The 
goal is to find the size and type that you will use each day and is easy for you to use. I like a book type 
journal with blank lined pages rather than the electronic version, as it is important for me to physically 
write out what I want to remember in order to retain the information. 
 

2. The key points you capture in your journal need to be brief (bullet points or headlines). The purpose of a 
journal is to help you learn at a faster rate and to help you remember important reflections, success 
stories, and key takeaways that apply to your Ultimate Leader Goals. My favorite item to put in my 
journal is a saying, phrase, or quote. 
 

3. Always date your journal entry. I have been journaling for several years and it is amazing to see the 
progress that is made as you review key ideas and takeaways year after year. Some people use a journal 
like a diary, I use mine for helping me learn and to develop as a person. 
 

4. Keep your journal in a place where you will use it every day. I travel on a regular basis so I take mine 
with me. Since it is small and lightweight it is easy to put in my briefcase or backpack. 
 

5. Write in your journal at least 5 times a week.  At first you will work at this new habit but then you will be 
addicted. Here is why: You become more aware and attentive of important messages you receive that 
before you started keep a journal you would have overlooked or never heard.  
 

6. Review your journal entries frequently. If I am going to do something new, or need a little boost of 
energy, I will review my journal entries. All of the items in my journal are inspiring thoughts or items I 
want to remember so the journal keeps me focused on my goals. 
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Ultimate Leader System – Identify Actions 
 
The Ultimate Leader System is designed to help you identify actions you need to take to immediately 
start getting results. Rather than wondering what causes people to do what they do, the Ultimate 
Leader System helps you identify what actions to put in place to determine the cause of your 
frustration. 
 
 

 

Lesson 4 
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Ultimate Leader Actions 
 
Ultimate Leaders work with people they way THEY learn. When it comes to the learning curve, we’ve 
found that people learn in four stages: 
 

1. NORM: their current mindset or attitude 
 

2. STORM: their initial reaction or resistance 
 

3. FORM: the light bulb goes on – they understand 
 

4. PERFORM: they get it done the first time – wahoo!! 
 
Here is what to do starting today: 
 

1. Start conversations from where THEY are not from where YOU are on the curve. Find their norm. 
 

2. Let people storm. This is the second stage of learning. 
 

3. Follow the curve. It is your GPS for making breakthroughs with people 
 
Use this PDF to take notes while watching the video. Formulate your personalized written action plan 
for leading and guiding people vs. pushing and taking short cuts with people. 
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Ultimate Leader Actions 
 
What is a NORM? 
 
Norms are a person’s point of view or perspective: 

• attitude, or thoughts; 
• mindset;  
• level of knowledge about a particular topic 

 
The best way to remember the term NORM is to visualize what is between a person’s ears. What is in 
their head?  What are they thinking? What do they know about this topic? 
 
Here is what to do starting today: 
 

1) Focus on what your audience needs vs. what you need. 
2) Talk about your topic for approximately 90 seconds and then ask a question. 
3) Encourage people to ask questions to find out what they know. 
4) Use what questions. What do you think? What is your opinion?  
5) Be sincerely interested in finding out people’s norms so you will accelerate their level of learning 

and participation. 
 
Use this PDF to take notes while watching the video. Formulate your personalized Norm Action plan for 
making a connection at the start of a conversation instead of talking too much and providing a lecture. 
 
Norm Action Plan: 
 
1. 
 
2. 
 
3. 
 
4. 
 
5. 
 

Lesson 6 
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Ultimate Leader Actions 
 
What is a STORM? 
 
The Storm is what happens when a person responds to our “what questions”. Common questions include: 
 

• What concerns do you have? 
  

• What causes heartburn for you on this topic? 
 

• What are you thinking? 
 
When we ask people “what questions” to find out what they think most often it isn’t positive. The most common 
behaviors of people during the Storm step is they will: 
 

• Complain 
 

• Resist the idea or the presenter 
 

• State, “I don’t understand” or “I don’t know” 
 

• Say, “I don’t have any concerns” 
 

• Fidget  
 

• Talking about what they think under their breath 
 

• Challenge or question 
  

• Be silent – look down 
 

All of these behaviors are very important for us as leaders to experience because when these occur it signals we 
are in the second stage of learning. 
 
Here is what to do starting today: 
 

1. Let people professionally vent or dump their bucket. 
 

2. Listen to the Stormer with a sincere smile. 
 

3. When the Stormer starts to repeat, you will say, “Is there anything else?” 
 

4. When they add another item to get off their chest, get excited. If they say “No, that covers it.” You did it!  

Lesson 7 



 

Form: Step Three 
 
Form is when people come up with a solution. “They solve it”. The key word is “THEY”.  The leadership 
skill of THEY SOLVE IT is a big takeaway for leaders. Here is why: A common mistake leaders make with 
people is telling them what to do. In other words, when you are trying to obtain buy-in, now is not the 
time to vocalize the solution for people.  
 
How do we influence people to get off of storm and move on to form? Here is the secret: People usually 
move on to Form on their own. The reason I say usually is because if we leave them alone, by not 
talking or interjecting our thoughts during the storm, the brain starts forming solutions. People come up 
with what they will do, could do, or try instead of staying stuck on storm by what they won’t do, say 
they can’t do, or just staying in a frustrated state of mind. 
 
When we encourage people to dump their bucket, vent, and get things off their chest they move from 
being emotional to thinking more logically.  
 
Once you hear a person repeating the same phrases over and over this is a signal to you that they are in 
a loop – or stuck. When this happens transition the Stormer to Form by asking, 
 

• “What is something you can do to solve this? 
  

• “What is your plan?  
 

• “What can you do to make a difference on this topic?” 
 
When you ask for a plan you will be amazed that the very solutions you would have been telling them 
to do (before you learned about the curve) comes out of their mouth.  
 
Here is what to do starting today: 
 

1. Zip it and let people solve the situation. 
 

2. Encourage people to Form by listening to their storm or repetitive phrases. 
 

3. Transition a Stormer to a Former by asking, “What’s your plan? What the next step? What will 
you do starting today?” 
 

4. When people do not come up with solutions, they are not buying into what is being discussed. 
Remember, this is how you know right now that things are not going to change. 

 

Lesson 8 
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Lesson 8.2 

The Adult Learning Curve 



 

Lesson 8.3 

Form Action Plan 
 
From what you learned in the chapter, what do you need to do to help people buy-in (Form)? 
 
1. 
 
 
 
   
 
 
2. 
 
 
 
 
 
 
3. 
 
 
 
 
 
 
4. 
 
 
 
 
 
 
5. 
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Perform: Step Four 
 
Our role during Perform is to implement three leadership skills: 
 

• First we need to finish the conversation by briefly summarizing the plan. 
 

• Second, we must generate a high-level of belief in the person or people that will be implementing the 
actions, and 
 

• Third, we close the conversation with “Let’s Go Do It”.  
 
The reason why leaders try to control the conversation at Perform is when we follow all the steps to the learning 
curve our conversations go fairly quick and it feels easy, or natural. The conversation has been structured as to 
how people learn so instead of us controlling the conversation – we have been facilitating the conversation.  
 
Right now we have these new habits in place: 
 

• Instead of talking we are now listening. 
 

• Instead of stopping people from storming we are asking them to dump their bucket. 
 

• Instead of telling people how to solve it we are asking them for the solution. 
 
 
Common Mistakes During Perform 
 
During Perform we unconsciously communicate the doubt or skepticism we have in our head. It is perfectly 
normal to be thinking: “I’m not sure if the person gets it?”  
 
When people go to Perform leaders will try to micro-manage the plan to make sure it gets done.  
 
Here is what to do starting today: 
 

1) Be brief. 
 

2) Be inspiring. 
  

3) Communicate, “Let’s Go Do It!” 
 

Lesson 9.1 
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The Adult Learning Curve 



!"#$%&#'()'&*'+!!"##$%%

 © Dr. Mary Kay  |  All Rights Reserved. aboutleaders.com

 

Perform Action Plan 
 
 
1. 
 
 
 
   
 
 
2. 
 
 
 
 
 
 
3. 
 
 
 
 
 
 
4. 
 
 
 
 
 
 
5. 

Lesson 9.3 
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Preparing to Announce a Change 
 
The size of the group of people attending the meeting depends on how unpopular the change is. Form small 
groups of no more than 10 people if the decision is really unpopular! 
 
Four things to do prior to announcing a change: 
 

• First, prepare an effective opening statement 
  

• Second, review how to handle the Storm 
 

• Third, formalize or decide on the transition question to move people from Storm to Form. 
 

• Fourth, briefly practice closing the meeting. 
 

Lesson 10.1 
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Lesson 10.2 

Example: Announcing a Change 
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Announcing a Change Action Plan 
 
 
1. 
 
 
 
   
 
 
2. 
 
 
 
 
 
 
3. 
 
 
 
 
 
 
4. 
 
 
 
 
 
 
5. 

Lesson 10.3 
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Announcing a Change 
 
Open up with a prepared purpose, process, and payoff statement.  
 
Encourage people to get their gut aches and concerns out. Ask if there are any more questions or concerns.  
 
 
Storming Questions 
 

• What concerns do you have?  
 

• What are your thoughts? 
 

• What is your opinion? 
 

• How would this change cause you heartburn? 
 
You will be surprised that when you are comfortable with people storming this step really doesn’t take that long 
and is very refreshing. 
 
 
Transitioning to Form 
 
“Thanks everyone for opening up, asking questions, and communicating your concerns. I have a question for you, 
what is one thing you could do when you leave today to ensure the success of our new customer service 
manager? Take a few minutes and think what can you do to make this change a success. Does anyone have a 
plan? Ideas?” 
 

Lesson 11 
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Trust Expectations 
 

Reflection Worksheet: 

 

1. How often has “trust” been listed as an agenda topic in a meeting I have attended? Would discussing 
levels of trust be beneficial? Why or why not? 

 

 

 

 

 

2. How can I as a leader use trust as my primary leadership tool?  

 

 

 

 

 

3. How can I more effectively build trust and engage the hearts and minds of others?  
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Reflection Worksheet 

Think about how you have been leading others at home, at work, and in your community. Take a few 
minutes and reflect on the last several weeks. 
 
Now that you some real-life situations in mind use the worksheet on the following page to ask 
yourself:  
 
1. How consistent are you at staying receptive?  
 
Give yourself a grade so you may create a leadership baseline using the following grading scale: 
 

• Give yourself an A if you are habitually receptive. 
 

• Give yourself a C if you are inconsistently receptive. 
 

• Give yourself an F if you have failed at being receptive prior to today.  If you are somewhere in-
between you can go for the B and D grades. 

 
 
2. How well do you listen when someone had a different opinion? A, B, C, D, or F? 
 
 
3. What grade would you give yourself for first understanding others vs. being quick to disagree? 
 
 
4. Where would you rate yourself on staying logical compared to reacting and getting emotional? 
 

Lesson 13.1 
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Lesson 13.2 

 

Be Approachable 
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Action Plan for Being More Approachable 
 
Now that you have accurately rated your approachability, create an action plan for what you will do 
starting today.  
 
Starting today, move your F’s to C’s and your C’s to A’s by increasing your consistency in the behaviors 
that promote trust. 
 
1. 
 
 
 
   
 
 
2. 
 
 
 
 
 
 
3. 
 
 
 
 
 
 
4. 
 
 
 
 
 
 
5. 

Lesson 13.3 
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Reflection Worksheet 

Think about how you have been leading others at home, at work, and in your community. Take a few 
minutes and reflect on the last several weeks. 

To strengthen your ability to accept responsibility review the attached worksheet and notice the following 
three actions promote trust: 

1. Take ownership by setting your ego aside. 
 

2. Ask, “What can I do to rise about the circumstances?” What can be done? 
 

3. Act with a sense of urgency (within 24 hrs.) on ways to build trust. 
 
 
Take each of these three actions and measure where you are today. Use the grading scale to measure how 
well you accept responsibility. 
 

• Give yourself an A if you habitually apply the action. 
 

• Give yourself a C if you are inconsistent. 
 

• Give yourself an F if you have failed at the action prior to today.  
 

• If you are somewhere in-between you can go for the B and D Grades. 
 

Lesson 14.1 
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Lesson 14.1 

 

Accept Responsibility 
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Action Plan for Accepting Responsibility 
 
Now that you have accurately rated how well you accept responsibility, create an action plan for what 
you will do starting today. Starting today, move your F’s to C’s and your C’s to A’s by increasing your 
consistency in the behaviors that promote trust.  
 
 
1. 
 
 
 
   
 
 
2. 
 
 
 
 
 
 
3. 
 
 
 
 
 
 
4. 
 
 
 
 
 
 
5. 

Lesson 14.1 
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Reflection Worksheet 

Think about how you have been leading others at home, at work, and in your community. Take a few 
minutes and reflect on the last several weeks. 

To strengthen your ability to practice confidentiality review the attached worksheet and notice the 
following three actions promote trust: 

1. Repeat productive comments or facts instead of hearsay. 
 

2. Communicate directly to the people involved. This is called “go direct”. 
 

3. Think before speaking. Visualize the person sitting on your shoulder. 
 
 
What grade would you give yourself for repeating productive comments or facts? 
 

• Give yourself an A if you habitually apply the action. 
 

• Give yourself a C if you are inconsistent. 
 

• Give yourself an F if you have failed at the action prior to today.  
 

• If you are somewhere in-between you can go for the B and D Grades. 
 
Next, how well do you consistently go direct? If you always communicate directly to the party involved 
give yourself an A. If not, go ahead and grade yourself accordingly. 

Last, how well do you think before you speak? Sometimes we make mistakes but we need to consistently 
think ahead so we don’t project a double standard by expecting others to practice confidently when we 
are not. 

 

Lesson 15.1 
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Lesson 15.2 

 

Practice Confidentiality 
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Action Plan for Practicing Confidentiality 
 
Now that you have accurately rated how well you practice confidentiality, create an action plan for 
what you will do starting today. Starting today, move your F’s to C’s and your C’s to A’s by increasing 
your consistency in the behaviors that promote trust.   
 
 
1. 
 
 
  
 
 
2. 
 
 
 
 
 
3. 
 
 
 
 
 
4. 
 
 
 
 
 
5. 

Lesson 15.3 
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Reflection Worksheet 

Think about how you have been leading others at home, at work, and in your community. Take a few 
minutes and reflect on the last several weeks. 

To strengthen your ability to mutually support all review the attached worksheet and notice the following 
three actions promote trust: 

1. Act upon the long-term solution that is in the best interest of everyone.  
 

2. Be cooperative instead of coming across as competitive. 
 

3. Value the expertise of all team members.   
 
 
Take each of these three actions and measure where you are today. Use the grading scale to measure how 
well you mutually support all. 
 

• Give yourself an A if you habitually apply the action. 
 

• Give yourself a C if you are inconsistent. 
 

• Give yourself an F if you have failed at the action prior to today.   
 

• If you are somewhere in-between you can go for the B and D grades. 
 
 

Lesson 16.1 
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Lesson 16.2 

 

Mutually Support All 
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Action Plan for Mutually Supporting All 
 
Now that you have accurately rated how well you mutually support all, create an action plan for what 
you will do starting today. Starting today, move your F’s to C’s and your C’s to A’s by increasing your 
consistency in the behaviors that promote trust.   
 
 
1. 
 
 
  
 
 
2. 
 
 
 
 
 
3. 
 
 
 
 
 
4. 
 
 
 
 
 
5. 

Lesson 16.3 
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Reflection Worksheet 

Think of a person right now that you would like to achieve better results with at home, within your 
community, or at work. Now that you have that person in mind answer the following questions: 

Ultimate Leader Questions: 
• Am I being approachable with this person? Yes or No? 

 
• Have I looked at what I have done before blaming this person? Yes or No? 

 
• Have I kept things confidential? Have I refrained from gossiping about this person? Yes or No? 

 
• Am I as supportive of this person as I am everyone else? Yes or No? 
 

If you have answered 100% “Yes” to all four questions then you do not have a trust issue with this person.  
You may check off trust as a cause for this person not achieving your expectations. 

 
If you answered a “No” to any of the questions above, then you now know what you need to do 
immediately with this person to turn the answer to a Yes.  
 
Review the attached worksheet and make an action plan below. 

Lesson 17.1 
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Lesson 17.2 
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Action Plan for Building Trust with ____________________ 
 
 
1. 
 
 
  
 
 
 
2. 
 
 
 
 
 
 
3. 
 
 
 
 
 
 
4. 
 
 
 
 
 
 
5. 

Lesson 17.3 
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Communication Styles Assessment Instructions 

This four-part, 360° instrument is designed to obtain feedback and insight on your communication style.  
 
You will complete the assessment and then invite your manager, a peer, and someone you would like to 
communicate with more effectively to fill out a separate assessment on you. Here are the steps for 
completing the assessment: 
 

1. Complete the assessment on Self. Fill in your first name, last name, email, and your company. 
Check your email address entry as it is used for sending you back your results.  Select Self from 
the drop-down menu.   

 

Lesson 18.1 
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Communication Styles Assessment Instructions 

 
2. Continue to the next page of the assessment. Read the instructions carefully. Please use the 

definitions of the words to select which word describes your communication style More than 
the other three words. Next, select one word from the Less column that describes your 
communication style the least.  
 

 
 

3. After you have completed the assessment, you need to invite three people to complete the 
assessment on you. The invite options are located on the last page of the assessment. 
 

4. Invite your Manager. Enter his or her email and select Manager. 
 
 

 

Lesson 18.2 
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Communication Styles Assessment Instructions 

 
5. Invite a Peer. Enter his or her email and select Peer. 

 
6. Invite a person you would like to communicate with a little better. Enter his or her email and 

select Other. 
 

7. Print your assessment results (self, manager, peer, and other). All results (self, manager, peer, 
and other) will be automatically emailed to you once a person completes the assessment.  If you 
have not received results back from the people you invited, two things have happened: 
  

• The person has not competed the assessment on you; or  
• You incorrectly filled in his or her email address. 

  
Please contact the person directly if this happens and send him or her the assessment to 
access the instrument. Having 4 assessment results is very important in order to effectively 
interpret and understand the assessment.  

 
8. Once you have received all of your results back you may advance to the next module chapter.  

 
 

Lesson 18.3 
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Graphing Your Results 

 
What You Need to Graph Your Results: 
 

1. Locate your communication style assessment results (self, manager, peer, other). 
 

2. Print the Style Adjusting Chart and the Cruise Control Chart located on pages 2 and 3 of this PDF. 
 

3. Locate 4 different colors of highlighters for graphing your results. 
 

4. Graph all four assessment types as instructed in the video. 
• Assign a color for each assessment 
• More Totals are graphed on the Style Adjusting Chart 
• Less Totals are graphed on the Cruise Control Chart 

 
 
 

  

Lesson 19.1 
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Style Adjusting 

 

Lesson 19.2 
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Cruise Control 

 

Lesson 19.3 
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Communication Pace and Priority 

Ultimate Leader Actions: 
 

1. Pace is the first element that determines if your message is understood. Match pace. 
 

2. The second element to ensure your message is understood is priority.  A priority is the content 
of the message. Match priority. 

 
3. Temporarily adjust your pace and priority. 

 
4. Only associate faster, slower, back, and front wheel terms with how a person communicates and 

processes a message. 
 

                                     
 

  

Lesson 20.1 
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4 Languages When We Communicate 

Pace and priority are determined by a person’s body language (55%), tone (38%) and their words (7%). 
It’s not only what a person says, but how they say it that identifies a person’s communication language. 
 

                    
 

Lesson 20.2 
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Ultimate Leader Action Plan 

1. Review the 4 Languages When We Communicate graphic. Practice identifying pace and priority 
by identifying which of the four quadrants you believe describes your dominant communication 
language.  Write your name in that quadrant. 
 

a. Now decide which quadrant describes the dominant communication language of your 
manager. Write his or her name in that quadrant. 
 

b. Identify two or more people that you work or live with and identify their dominant 
languages. Write their names in the appropriate quadrant. 
 

c. What did you discover? Are you exact opposites? Are you similar? 
 
It is not uncommon that we gravitate to people that have similar languages and respect those people 
that have opposite languages.  
 
For example, people will often hire people that have a similar language because their pace and priority 
match. On the flip side we are often in personal relationships with people that have the opposite pace 
and priority (we are attracted to the different pace and priority).   
 

2. Reflect on the differences between faster and slower paces and front and back wheel priorities. 
By adjusting our pace and priority we set ourselves apart from those people that don’t try to 
connect with others. 

 
a. What have you learned? 

 
b. What do you need to do to adjust your pace and priority in order to communicate more 

effectively? 
 

 

Lesson 20.3 
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Style Adjusting Results 

Ultimate Leader Actions: 
 

1. Learn how to interpret your style adjusting results. 
 

2. Review your style adjusting results and identify trends from your feedback. 
 

3. Strive to communicate consistently in the “Target Zone” on the Style Adjusting Chart. 
 

4. Get familiar with the pace and priority preferences of all 4 communication languages (see 
graphic below). 

 
5. Complete your style adjusting action plan to enhance communication. 
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Pace and Priority 
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Action Plan for Style Adjusting 

From the Style Adjusting feedback, what actions do you need to take to be more effective when you 
communicate? 
 
1. 
 
 
 
 
 
2. 
 
 
 
 
 
3. 
 
 
 
 
 
4. 
 
 
 
 
 
5. 

Lesson 21.3 
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Cruise Control Results 

Ultimate Leader Actions: 
 

1. Learn how well you are style adjusting based on your cruise control feedback. 
 

2. Review your feedback to determine if you are using your cruise control option too much. 
 

3. Identify what languages you might be overusing (stress area) and how that is 
impacting your daily communication with others. 

 
4. Determine the communication languages you may be underusing. 

 
5. Complete your Cruise Control Action Plan to enhance communication. 

 
 
Cruise Control Action Plan 

 
1. What does the feedback from the Cruise Control graph indicate? Are you on 

cruise control too much? Too stressed? 
 
 

2. What Communication Language(s) is most difficult for you to speak? 
 
 

3. If you speak all four languages are you confusing people? What do you need to do? 
 
 

4. Of the four languages which one is the easiest for you to understand and process? 
 
 

5. Overall, what are the top actions you will take to enhance communication with others? 
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Fast/Back 

Ultimate Leader Actions: 
 

1. Get to the point by communicating what it is you want. 
 

2. Use brief sentences – 3 – 5 words at the most. 
 

3. Be confident in your what you have to say. 
 

4. Use the four F’s: Be firm, frank, fair and friendly. 
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Action Plan for Fast/Back Communication 

What do you need to do to communicate more effectively with Fast/Back communicators? 
 
1. 
 
 
 
 
 
2. 
 
 
 
 
 
3. 
 
 
 
 
 
4. 
 
 
 
 
 
5. 
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Fast/Front  

Ultimate Leader Actions: 
 

1. Start your conversations with ideas and solutions instead of what isn’t working or what bothers 
you. 
 

2. Be sincerely interested in their feelings by spending time listening to what is on their mind. If you 
are speaking their language, this doesn’t take long. It is only when you start plugging them with 
negative phrases that over-talking starts. 

 
3. Be upbeat – fun, relaxed, and easy to talk to. 

 
4. Remove the negative words and phrases like “stop” and “don’t” from your vocabulary. 
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Action Plan for Fast/Front Communication 

What do you need to do to communicate more effectively with Fast/Front communicators? 
 
1. 
 
 
 
 
 
2. 
 
 
 
 
 
3. 
 
 
 
 
 
4. 
 
 
 
 
 
5. 
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Slow/Front 

Ultimate Leader Actions: 
 

1. Start your conversation by asking questions about a social event or work situation, and then let 
them talk. 
 

2. Include these communicators immediately in new information or upcoming changes. They will 
go straight to storm, which as we learned in Module 1 is great. 

 
3. Provide information in bite-size pieces. This process provides an opportunity for the Slow/Front 

communicator to digest what it is you are saying instead of appearing too abrupt or impatient. 
 

4. Come across as reassuring. This doesn’t mean you are condescending if you genuinely listen and 
provide support to their ideas and recommendations. 
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Action Plan for Slow/Front Communication 

What do you need to do to communicate more effectively with Slow/Front communicators? 
 
1. 
 
 
 
 
 
2. 
 
 
 
 
 
3. 
 
 
 
 
 
4. 
 
 
 
 
 
5. 
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Slow/Back 

Ultimate Leader Actions: 
 

1. Start your conversation by leaving out a social greeting. It isn’t necessary to create a connection. 
 

2. Be prepared, know your stuff. Whatever you say or email needs to be accurate. Only 
communicate what you intend to do or will put into action. Not following through is the quickest 
way to lose your credibility. 

 
3. Ask the Slow/Back communicator to provide input. Acknowledge his or her contribution and let 

them be the expert. 
 

4. When there’s a misunderstanding pick up the phone or use face-to-face communication.  For 
daily information flow use emails. 
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Action Plan for Slow/Back Communication 

What do you need to do to communicate more effectively with Slow/Back communicators? 
 
1. 
 
 
 
 
 
2. 
 
 
 
 
 
3. 
 
 
 
 
 
4. 
 
 
 
 
 
5. 

 

Lesson 26.2 



!"#$%&#'()'&*'+!!"##$%%

 © Dr. Mary Kay  |  All Rights Reserved. aboutleaders.com

 
  

Fast/Back Communication Tips 

Ultimate Leader Actions: 

 

1. Shorten your sentences. 

 

2. Use Auditory forms of communication. 

 

3. Plan your message. 

 

4. Get to the point. 

 

5. Use attention-getting words 

a. “Let’s Do it” 

b. “Goals” 

c. “Results” 

d. “Accomplish” 

e. “Bottom line” 

f. “Here’s the deal” 

g. “Progress” 
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Communicating with Faster-Paced Back Wheel Language 

“Utilize the four F’s: Firm, Frank, Fair and Friendly” 

To Promote Productivity: 
 

c Communicate with strength and firmness. They don’t like to beat around the bush. 
 

c Insist on two-way communication. Utilize the four F’s: Firm, Frank, Fair and Friendly 
 

c Realize they spit out what they think instantly, without concern for someone else’s feelings. 
 

c Coach them on improving their feelings for people. Help them connect the bottom line with 
getting results through people. 

 
c Appreciate their ability for making things come out right. They use their gut instinct to be very 

decisive. 
 

c Encourage them to allow others to make decisions and delegate authority. They need to 
duplicate themselves through others. 

 
c Motivate them to become more patient and not expect everyone to produce as they do. This 

will make the environment less stressful so others will be more productive. 
 

c Ask them to work on communicating details or changes to others. They are usually six steps 
ahead in their thinking. 

 
c Remember to not react to their abrupt responses. Recognize their accomplishments and results. 
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Action Plan for Fast/Back Communication 

What tips did you learn from this module chapter to connect with Fast/Back communicators? 
 
1. 
 
 
 
 
 
2. 
 
 
 
 
 
3. 
 
 
 
 
 
4. 
 
 
 
 
 
5. 
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Fast/Front Communication Tips 

Amazing Communicator Actions: 

 

1. Work on your social greetings and lighten up with this person. 

 

2. Listen to their stories without rolling your eyes and then transition to the topic at hand. 

 

3. Engage this person by having them involved in taking notes and generating solutions. 

 

4. Network with this person. Include them in special projects. 

 

5. Avoid negative statements. Tell them what to do rather than what not to do. 

 

6. Use attention-getting words when you communicate: 

a. “Create” 
b. “Generate” 
c. “Brainstorm” 
d. “Wonderful” 
e. “Target” 
f. “Fabulous” 
g. “Super” 
h. “I’ve got an idea”                                     
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Communicating with Faster-Paced Front Wheel Language 

“Motivate them with variety, flexibility and incentives” 

 
To Promote Productivity: 
 

c Make instructions clear; provide consistent follow up/structure.  
 

c Realize they talk without thinking first. 
 

c Recognize them for what they accomplish rather than pointing out what they need to do.             
 

c Remember to not overreact to their emotions. 
 

c Listen to their stories. They love to make fun of mistakes so don’t tell them how they could have 
avoided it. 

 
c Accept they don’t deliberately try to miss deadlines and appointments. Realize this is because 

you most likely have not connected. 

Lesson 28.2 
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Action Plan for Fast/Front Communication 

What tips did you learn from this module chapter to connect with Fast/Front communicators? 
 
1. 
 
 
 
 
 
2. 
 
 
 
 
 
3. 
 
 
 
 
 
4. 
 
 
 
 
 
5. 
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Slow/Front Communication Tips 

Ultimate Leader Actions: 

 

1. Get a two-way conversation going. When someone is quiet this is not communication. 

 

2. Use visual forms of communication. 

 

3. Use stability statements to connect with this language. 

 

4. Use attention-getting words: 

a. “What about?” 

b.  “Will you help?” 

c.  “Team Success” 

d.  “We can” 

e.  “Share” 

f.  “Just a few” 
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Communicating with Slower-Paced Front Wheel Language 

“Help them set goals and rewards” 

To Promote Productivity: 
 

c Provide them with direct motivation. They need and enjoy direction from others. 
 

c Help them set goals and rewards. 
 

c Don’t expect a lot of response. Lack of enthusiasm from this language does not mean lack of 
support. Their nature is more easy going; not excitable. 
 

c Coach them to make decisions. They often take the path of least resistance. 
 

c Realize that putting things off is their form of defense. 
 

c Encourage them to accept responsibilities. Build self-confidence in their natural abilities. 
 

c Appreciate their even dispositions. 
 

c Motivate them to work through conflict by helping others to grow. If they don’t share their 
feelings it is not fair to others. 
 

c Remember to not react to their defensive posture. This will only create more defensiveness. 
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Action Plan for Slow/Front Communication 

What tips did you learn from this module chapter to connect with Slow/Front communicators? 
 
1. 
 
 
 
 
 
2. 
 
 
 
 
 
3. 
 
 
 
 
 
4. 
 
 
 
 
 
5. 
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Slow/Back Communication Tips 

Ultimate Leader Actions: 

1. The	best	course	of	action	is	to	ask	questions	rather	than	talk		

2. Use	kinesthetic	(touch),	visual	(sight),	and	auditory	(hearing)	forms	of	communication.	

3. Once	you	gain	rapport	by	knowing	your	facts	you	will	experience	the	personal	side.	

4. Use attention-getting words in email messages: 

a. “Review” 

b. “Percentage” 

c. “Options” 

d. “Calculate” 

e. “Quantify” 

f. “Process” 

g. “Analyze” 
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Communicating with Slower-Paced Back Wheel Language 

“Motivate them by getting off their back.” 

To Promote Productivity: 
 

c Provide detailed instructions through written communication. 
 

c Realize they are literal communicators and may take things personally. 
 

c Motivate them by giving them authority, and breathing room with their responsibility. 
 

c Get off their back. 
 

c Realize they are programmed with a skeptical attitude. This trait is positive because they look 
ahead and see the problems others don’t. 

 
c Provide direction and leadership. Where are we going, when and why? Lack of clarity will affect 

your communication. 
 

c Realize that facts and organizational skills is a necessity. Be prepared. 
 

c When you communicate, be deliberate and concise with your thoughts, cut the chitchat. 
 

c Help them overcome the tendency to over analyze. Everything doesn’t have to be perfect. 
 

c Coach them on being less intense and not take situations so seriously. They need to loosen up 
when communicating with others. 
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Action Plan for Slow/Back Communication 

What tips did you learn from this module chapter to connect with Slow/Back communicators? 
 
1. 
 
 
 
 
 
2. 
 
 
 
 
 
3. 
 
 
 
 
 
4. 
 
 
 
 
 
5. 
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Read Communication in 30 Seconds 

Ultimate Leader Actions: 

 

1. Check for pace. 

 

2. Check for priority. 

 

3. Combine pace and priority to effectively communicate. 

 

4. Review “How to Read a Person’s Dominant Language” to practice how to read communication 

languages in 30 seconds 

 
  

Lesson 31.1 
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How to Read a Person’s Dominant Language 

“How does this person communicate?” 
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Communicating to Groups 

Ultimate Leader Actions: 

 

1. Start with purpose, process, and payoff. 

 

2. Communicate the benefits and the vision. 

 

3. Reassure. 

 

4. Close with all the details. 

 
 

Communication to an Audience 
 
When communicating to multiple languages at one time use the following sequence: 
 

c First paragraph or statement, use faster-paced with back wheel priority. Communicate purpose, 
process & payoff of the topic to be presented. 
 

c Second paragraph, use faster-paced with front wheel priority. Communicate the vision and 
targets with benefits. 
 

c Third paragraph adjust to slower-paced, front wheel. Reassure, reassure. Communicate; 
everything will be okay. Provide the first three steps to put in place. 
 

c Finally, finish with slower-paced, back wheel. Provide all the details, statistics and options. 
 

Lesson 32.1 
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Action Plan for Communicating to Groups 

Whether you give presentations to an audience or email announcements to multiple people it is 
important to package your message so the majority of people understand your talking points and 
capture the details. 
 
What will you do to enhance your message when multiple languages are present? 
 
1. 
 
 
 
 
 
2. 
 
 
 
 
 
3. 
 
 
 
 
 
4. 
 
 
 
 
 
5. 
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5 Principles for Resolving Conflict 

 
The following are 5 principles for resolving misunderstandings that Dr. Mary Kay would like you to 
support as you complete this module:  
 
 

1. Conflict is essential.  
Get used to it. Avoiding it causes more conflict, which is something you don't need in your life. 

 
 

2. Going direct is the right thing to do.  
The alternative (which is procrastinating) isn't going to be productive. 

 
 

3. Discussing a conflict helps people grow.  
Keep this in mind when you start to revert back to avoiding conflict. 

 
 

4. Conflict is constructive. 
When conflict is actively managed it only becomes negative when it’s passively managed or 
people choose to blame others and not accept responsibility. 

 
 

5. Resolving misunderstandings aligns with your personal values.  
For example, people value honesty, integrity, respect, and trust. 

Lesson 33.1 
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My Action Plan for Supporting these Principles 
 
Identify a current conflict that presently exists at home, in your community, or at work.  Once you 
have identified an existing conflict answer the following reflection questions: 
 
 

1. Have I been avoiding addressing this conflict?  
 

a. If so, why? 
 
 

2. Have I communicated directly to the person(s) to try to resolve this misunderstanding? 
 

a. If so, what happened?  
 

b. If I have not communicated directly to the person(s) involved, why not? 
 

 
3. Do I avoid conflict?  

 
a. If so, what has caused me to avoid tough conversations? 

 
b. If not, do I create conflict? 

 
i. How? 

 
 

4. Am I willing to accept responsibility for this conflict no matter what has happened? 
 

a. If not, why? 
 

 
5. Would resolving this conflict help me achieve (set the example) of one or more of my personal 

values? 
 

a. Which values? 

Lesson 33.2 
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Conversation Map Purpose 

 
This purpose of the Conversation Map is to:  
 

1. Get conflicts that have gotten out of hand resolved immediately;  
 

2. Prevent conflicts from growing and disrupting productivity.  
 

3. Teach people how to effectively have a conversation that turns repetitive tension into long-
lasting solutions.  

 
The next seven chapters within this module cover each step of the Conversation Map so you may 
effectively learn each step, practice, and get results immediately on existing and future conflicts.  
 
 
Ultimate Leader Action: 
 

1. Take a minute and review the Conversation Map and each of the map’s components prior to 
going to the next chapter in this module.  

 
2. Keep the Conversation Map Components and the Conversation Map visible as you complete all 

the chapters in this module. 
 

Lesson 34.1 
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Front Wheel Situation 
A misunderstanding or conflict where people are 
impacting productivity in the following areas: 

— Not sharing work related information 
 
— Unproductive attitudes 
 
— Lack of cooperation 
 
— Low levels of motivation/morale 
 
— Misunderstandings about another’s motives or  
     intentions 
 

Evaluate 
To determine if pursuing a discussion about a 
misunderstanding is the right tool to use at this 
time. The decision to go direct with the discussion 
or not is made within twenty-four hours. 
 
Go Direct: 
The people that are closest to the 
misunderstanding get together to openly 
communicate about the front wheel situation. 
 
In the Open: 
Each person has an opportunity to individually 
storm until they repeat themselves. The entire 
step lasts only 20 minutes. 

Red Light/Green Light 
A commitment is asked of each person to be 
a part of solving the misunderstanding. If a 
member “does not want to” solve their own 
situation, that is OK, this indicates a red light. 
If a member “does want to” solve their own 
situation this indicates a green light. 
 
Solution Focus 
A positive dialogue emerges about next steps, 
ways to close the gap of miscommunication 
and responsibilities each person will take to 
resolve the situation. 
 
Action Plan 
Specific action plans are identified and agreed 
upon. Each person leaves with at least one 
action they will put in place starting today. 
 
Acknowledge 
The process for providing meaningful 
feedback is discussed. A follow-up plan to 
celebrate progress is determined. 
 
Facilitated Conversation 
When members choose a facilitator (neutral 
to the situation) to help them discuss their 
front wheel situation. A meeting time is set. 
 
Back Wheel 
When members decide to not solve their own 
situation and the decision maker 
communicates expectations of how the 
situation will be resolved. 
 

Conversation Map Components 

 

Lesson 34.2 
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Conversation Map 
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Front Wheel Situations 

 
Front wheel situations have to do with people's behavior and are situations where:  

• People are not sharing work related information 

• Unproductive attitudes are present 

• People are not cooperating 

• Morale is low 

 

 

Ultimate Leaders make sure the misunderstanding or tension that is present involves two things: 

 

1. The tension is a front wheel tension. Front wheel situations involve a lack of trust, poor 

communication, low morale, and a failure to cooperate. 

 

2. The tension is affecting productivity. We must make sure the misunderstanding to be resolved is 

truly impacting productivity. An impact on productivity includes when people are distracted due 

to people not working together. 

 
 
 

Lesson 35.1 
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Ultimate Leader Action Plan: 

 
1. Now that you know the definition of a front wheel situation, make a list of the front-wheel 
situations that currently exist in your world: 
 
 

 Front wheel situations at home: 
 
 

 Front wheel situations at work: 
 
 
2. Review your list and check to see that the situations you identified are front wheel tensions 
(behavior of an individual or several people) that are affecting productivity.  
 
If the situations you listed are because a person is not following a policy or breaking a rule, cross 
those situations off your list as this would be a back wheel or task related situation which will require 
a different leadership tool (Management Expectations). 
 
 
3. Select one front wheel situation from your list that you will use throughout this module. 
 
 
My front wheel situation I have identified as a priority to resolve is:  
 
___________________________________________________________________________________

___________________________________________________________________________________

___________________________________________________________________________________

___________________________________________________________________________________

___________________________________________________________________________________

___________________________________________________________________________________

__________________________________________ 
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Ultimate Leader Action Plan: 

 
Using the front wheel situation, you identified in the previous module chapter, take a few minutes 
and evaluate the situation using the Evaluate questions.  
 
Circle the answer that fits your conflict situation for each question.  
 
Is this front-wheel situation a first-time event or has the conflict become a pattern?  First Time or 
Pattern?  
 
If you circled First Time you need to wait until the situation becomes a pattern before proceeding 
with the Conversation Map. 
If you circled Pattern, you will use the Conversation Map to resolve this situation. 
 
Is anyone involved in this conflict too emotional? Yes or No? 
 
If you circled Yes wait 24 hrs. before you proceed with the Conversation Map. 
If you circled No proceed with the Conversation Map. 
 
Is the timing right to resolve this conflict? Yes or No? 
 
If you circled Yes proceed with the Conversation Map. 
If you circled No wait until the people involved in this situation are most likely to be fresh and rested 
before you proceed with the Conversation Map.  
 
My Action Plan from the Evaluate Step Questions: 
 
1. 
 
2. 
 
3. 
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Ultimate Leader Action Plan: 

 
Using the front wheel situation you identified in the previous module chapter, take a few minutes and 
work on developing your opening statement. 
 
1. Use one of these phrases (I’ve noticed, I’ve observed, or I understand) write how you will start the 
conversation. What will be your opening sentence? 
 
Opening Statement: 
___________________________________________________________________________________

___________________________________________________________________________________

___________________________________________________________________________________

___________________________________________________________________________________

____________________________ 

 
 
2. Practice using the following what questions. Add a what question that you like. 
What do you think? 
What are your thoughts? 
What is your opinion on this? 
What ____________________________________________________________________? 
 
 
3. How will you stay relaxed and encourage people to open up? For example, what will you do to 
overcome being fearful of having this conversation? Or, what will you do when you start the 
conversation to keep from talking too much? 
 

a. 
 
b. 
 
c. 

Lesson 37 
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Ultimate Leader Action Plan: 

 1. Review and practice the In the Open Process with everyone. When you practice the process at 
home, in your community, and at work you will greatly increase your leadership skills of listening and 
receiving feedback. 
 
In the Open Process 
1. Ask, “What are your thoughts?” 
2. The person tells you. 
3. Listen, ask them to tell you more so they keep talking 
4. If they repeat ask if they have anything else that pertains to the topic. 
5. When they say, “no they don’t” ask them to make sure they have covered everything because 

now is the time to get it out in the open. Usually people will come up with something they 
haven’t mentioned. 

6. Ask if they have anything else. Once they say with conviction they don’t have anything else 
you are ready to move to the next step of the Conversation Map - Solution Focus. 

 
2. Practice receiving feedback without taking things personally or trying to fix the feedback when a 
person dumps his of her bucket. The following guidelines are what Ultimate Leaders do to guarantee 
people feel safe to dump their bucket.  
 
Checklist for Receiving Feedback Without Reacting and Breaking Trust 
 
1. Remain silent. Actively listen. 
2. Ask, “Could you tell me a little more?” if the person needs help expressing his or her thoughts. 
3. Approach feedback with the attitude of “I want to help this person by being a great listener”. 

Talking is the opposite of listening. 
4. Refrain from explaining your behavior. No need to give reasons or excuses. Fixing or explaining 

does not fit with this step of the Conversation Map as that will occur later in the Action Plan 
step of the Conversation Map. 

5. Maintain a sense of personal worth. No matter what people say when they dump their bucket 
view their feedback as valuable. Reward them by saying, “Thanks for letting me know”. Their 
feedback has nothing to do with your personal worth or who you are.  

Lesson 38.1 
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My Ultimate Leader Action Plan: 

 What did you learn from this module chapter that will help you implement the In the Open Process 
and Checklist for Receiving Feedback?  
 
 
 
 
Write down specific actions that will enhance your Ultimate Leader growth and development. 
 
1. 
 
 
 
 
2. 
 
 
 
 
3. 
 
 
 
 
4. 
 
 
 
 
5.  
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Solution Focus 

 
The Commitment Question provides three options: 
 
Move forward to Action Plan where the people involved in the conflict each come up with their 
individual actions to solve the conflict. 

 
Ask a third party to facilitate a conversation using the Conversation Map. 

 
Move to the back wheel where a decision maker will solve the conflict. 
 
 
Ultimate Leader Action Plan 
 
1. Practice all three components that are required for the red light/green light commitment question. 
 
The first component is:  Would you like different results? 

 
The second component is:  The topic from your opening statement 
 
The third component is: Starting today 
 
Here is why you need all three components. If you just ask, would you like different results and 
stopped right there, people could and do respond to anything. Like, yes, I would like to have a million 
dollars. Or, sure I would like that person to leave. 
 
If you just ask, “What could you do to resolve this conflict?” without asking if they want to have 
different results then you don’t know if they have made a personal commitment to do something 
different. 
 
If we left off the words starting today in the commitment question then we fail to get the message 
across that the minute we finish this conversation we are expecting things to change. This is why the 
commitment question has three parts to it. Not complicated, just a very important formula for 
achieving successful results with people. 
 
So, the formula is: Would you like different results + the topic + starting today 
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Ultimate Leader Action Plan 

 2. Using the front wheel situation you identified in the previous module chapter, take a few minutes 
and write your Commitment Question using the commitment question formula: 
 
Commitment Question 
  
___________________________________________________________________________________

___________________________________________________________________________________

___________________________________________________________________________________

___________________________________________________________________________________

___________________________________________________________________________________

___________________________________________________________________________________

__________________________________________ 

 
 
3.  Resolve conflicts by providing people three options for resolving the conflict. Either of these 
options is very productive. What is not productive is pressuring people into coming up with their own 
solutions when they don’t want to. So, the power of a commitment question is to find out which path 
the person or people involved in a conflict prefer to take. 
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Action Plan Checklist 

 
o The person that will complete the action needs to develop his or her actions.  

o All actions are effective starting today.  

o All people involved in writing the action plans receive a copy immediately. 

o Action plans are SMART (Specific, Measurable, Attainable, Realistic, Target Date). 

o Each person should have no more than three actions to implement.  

A team player’s performance does not automatically develop in positive ways because a tough 
discussion takes place. But when done effectively, resolving conflicts can be quite useful in helping a 
team player progress to matching the needs of the organization or finding their needs met elsewhere. 
 

If resolving conflict is to be effective you need to practice the following guidelines: 

4 Foster a climate of openness 

4 Be helpful and positive 

4 Establish an effective dialogue 

4 Focus on topics impacting the situation 

4 Use daily as a means of superb communication when conflicts are small 
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Ineffective Approach 

 —Avoiding an opportunity to resolve a misunderstanding   —Pushing for a green light 

—Failing to encourage a positive climate     —Passive leadership 

—Talking too much        —Criticizing 

—Pointing out inconsistencies      —Mentioning weaknesses 

—Belittling; using sarcasm       —Giving orders 

—Providing the answers       —Quoting rules and regulations 

 
Plans for Style Adjusting 
 
The faster-paced back wheel style must not fix this situation for others by: 
___________________________________________________________________________________
___________________________________________________________________________________
___________________________________________________________________________________ 
 
 
The faster-paced front wheel style must work on having tough discussions by: 
___________________________________________________________________________________
___________________________________________________________________________________
___________________________________________________________________________________ 
 
 
The slower-paced front wheel style must get comfortable with conflict by: 
___________________________________________________________________________________
___________________________________________________________________________________
___________________________________________________________________________________ 
 
 
The slower-paced back wheel style must relax in their approach with others by: 
___________________________________________________________________________________
___________________________________________________________________________________
___________________________________________________________________________________ 
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Ultimate Leader Checklist 
 

o Stay on track.  

o Give people negative and positive feedback.  

o Acknowledge people within 24 hrs. 

o Hold a two-week follow-up conversation to celebrate success. 

o Write all of the Acknowledge action plans within your final action plan and distribute a copy to all  
        members involved in resolving the conflict.  
 
 
 
Acknowledge Process 

Positive feedback reinforces action plan. Provide immediately. 

Negative feedback reinforces action plan. Provide immediately. 

One chance to slip from action plan. 

Set up a follow-up conversation in 2 weeks to celebrate success. 
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Acknowledge Action Plans 

The following action plans are to be included in the final, written action plan: 

1. We will give each other positive or negative feedback immediately (within 24 hrs.). 

2. Go to each other first if you perceive an action plan is not being acted upon. 

3. We will start fresh and not refer to or discuss past situations that have occurred prior to  
             today’s date. 
 

4. If one of us slips more than once we are choosing to have someone else resolve our situation. 
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Ultimate Leader Checklist 
 

Ask someone that is not directly involved in the conflict to facilitate a meeting using the Conversation 
Map.  
 
When offering the option of a facilitated conversation it is a choice, not a requirement.  
 
Ask the participants involved in they would like to work on solving the conflict together by having a 
third party facilitate the conversation. If they don’t want to solve it together then the manager, 
parent, project leader, or whoever is in charge needs to step up and solve it.  
 
 
 

What Can Be Documented on the Front Wheel? 

Final action plans are between the members that are resolving conflict. Action plans are not be used 

for documentation. If you are in a situation where you need to provide documentation for resolving a 

conflict, the following chart shows how to log the information that is suitable for documentation. 
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Front Wheel Documentation 
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Ultimate Leader Checklist 

o Meet with all people involved in the conflict together. This is not the time to have individual  

        meetings. Everyone needs to hear the same message at the same time.  

 

 

o Communicate what right looks like. This means communicate clear expectations of what each  

         person needs to do effective immediately to get positive results.  

 

 

o Emphasize that the expectations are the solution that will be implemented to resolve the  

        conflict. These expectations are a requirement not a suggestion. 

 

 

o The back wheel option is not disciplinary. The expectations are communicated in a frank, fair,  

        firm, and friendly manner. The meeting is relaxed and clear communication is practiced. At no  

        time is anyone allowed to dump their bucket or revert back to any previous steps that have  

        occurred in the Conversation Map  
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Who Should Resolve the Situation? 
 

The Ultimate Leader program is a system to achieve ongoing results. When team members follow 
the system, using the right leadership tools at the right time, the bicycle stays balanced and team 
productivity is maximized. Remember, a Manager’s Decision means the decision maker within 
your home, community, or at work resolves the conflict on the back wheel. 
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Facilitated Conversation Checklist 
 
 EVALUATE: FACILITATOR PREPARATION 
____ 1. Is tension or miscommunication affecting productivity? 
____ 2. Are policies being adhered to? 
____ 3. Have the parties casually tried to resolve this situation? 
____ 4. Is the timing right? 
____ 5. Will conflict resolution be supported by the manager(s)? 
____ 6. Am I a neutral facilitator? 
 
GO DIRECT & IN THE OPEN: TELL ME ABOUT IT 
____ 1. Communicate “Conversation Map” agenda. 
____ 2. Observation Statement: Open with one behavior “I’ve noticed...”or “I understand...” 
____ 3. Program people to talk; communication is a 50/50 dialogue. Write down topics of  
              venting/storming to track repeated subjects. 
____ 4. Listen, ask clarifying questions. DO NOT FIX IT! 
 
SOLUTIONS & ACTION PLAN: GET THE SCORE 
____ 1. Commitment Question—determines red or green light. “Would you like different results than  
              we currently have regarding ________________ starting today?” 
____ 2. If you get a red light—communicate the situation will not be resolved on the front wheel.  
              That is okay, it is their choice. 
____ 3. If you get a green light—the situation moves to action plan. “What is one action you will  
              implement starting TODAY?” 
____ 4. Action plans must be written. Each person receives a copy before they leave the meeting. 
 
ACKNOWLEDGE: FEEDBACK PROCESS 
____ 1. Positive feedback reinforces action plan. PROVIDE IMMEDIATELY. 
____ 2. Negative feedback reinforces action plan. PROVIDE IMMEDIATELY. “Go to each other first if  
              you perceive an action plan is not being acted upon.” Communicate: “I’m confused, my    
              understanding of the actions were...” 
____ 3. One chance to slip from action plan. 
____ 4. People choose to be a part of the team/solution or not. “Contact me together if the  
              commitments are not being implemented. From today on, our discussions will only be on the  
              action plans.” 
 
ACKNOWLEDGE: FOLLOW-UP 
____ 1. Schedule follow-up session or phone call prior to completing session. 
____ 2. Follow-up session reviews progress of action plan. 
____ 3. Add additional action plans only if tension still exists. 
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Facilitator Action Plan 
 

What actions do you need to take to be an effective facilitator? 
 
1. 
  
 
 
 
2. 
  
 
 
 
3. 
  
 
 
 
4. 
  
 
 
 
5. 
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Conversation Map 
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Conversation Map Action Plan  

What actions do you need to take to effectively resolve conflict? 
 
 
1. 
  
 
 
 
2. 
  
 
 
 
3. 
  
 
 
 
4. 
  
 
 
 
5. 
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Discover What Motivates 

 
Ultimate Leader Actions: 
 

1. If the motive for doing something outweighs the action of completing the task you have a 
motivated individual. 
 

2. For motivation to occur the action has to be lighter than the motive. 
 

3. Need satisfaction is directly related to motivation. If someone meets our needs then we are   
       motivated to do what needs to be done. 
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Ultimate Leader Action Plan 

                    
Review what motivates people in order to influence their actions by completing the following 
Motivation Discussion Worksheet. Here are the definitions to the terms that are included in the 
worksheet: 
 
 
WIIFM: What’s In It For Me? According to Mary Kay Ash (founder of Mary Kay Cosmetics) everyone is 
tuned into the radio station WIIFM. 
 
 
WSI: Why Should I? People want to know the why (or motive) so they may own the action. 
 
 
MMFI: Make Me Feel Important! No one goes home at night feeling too appreciated.  Appreciation and 
being in on things are two key elements that impact our morale and purpose. Ultimate Leaders excel at 
motivating others by sincerely inspiring others to feel important. 
 
 
Fear Motivation: People that are motivated by fear do things to avoid a loss. For example, why do you 
drive the speed limit? What do you pay your bills? If you are motivated by fear you are motivated to 
prove people wrong when they tell you it can’t be done. 
 
 
Incentive Motivation: People that are motivated by incentive do things to gain a benefit. If you are 
motivated by incentive you are motivated by rewards, goals, achievements, and acquiring new skills. 
 
 
Internal Motivation: Our active needs are what motivate us internally. Active needs are what drive or 
compel us to act because they are so important to our purpose. In this module we will discuss ten active 
needs that influence levels of motivation. 
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Motivation Discussion 

 

1. Definition of Motivation:            

• Motive for Action 
• Motive Must Outweigh the Action 

 
2. Methods of Motivation: 

• Fear  
• Incentive  
• Internal 

 
3. Which of these three methods are you motivated by the most?  

• The least? 
 

4. Which motivational method do you use to motivate others? 
 
5. If you were to motivate 6 people the following approach will provide you the greatest possible    
    results. 

• Fear  
• Incentive  
• Internal 

 
6. People do things for two reasons:  

• To avoid a loss  
• To gain a benefit. 
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Motivation Principles   
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Motivational Needs Assessment (MNA) Instructions 

The motivation instrument is designed to obtain feedback and insight on the active needs that most 
directly impact your current level of motivation. To successfully complete the assessment, you need to 
do four things: 
 

1. On the first page of the assessment fill out all of the fields so your results can be emailed to you. 
If the company you work for is training their leaders in the Ultimate Leader program you DO 
need to send the results of your assessment to your manager so he or she may get the MNA 
results. 

 
2. Answer honestly. You are not taking a test so there isn’t a right or wrong answer. This means 

there isn’t a result or a chart at the end of this assessment that tells you whether you are more 
motivated than someone else.  The purpose of this assessment is to identify dominant needs 
and based on that information help people meet their motivational needs. 

 
3. Select the motivational needs that are the strongest or more compelling to you today. Some 

people select needs that sound better or what they would like their needs to be. If you do this, 
the assessment will not be meaningful to you, and the results will not apply to you. 

 
4. Print your results to the MNA prior to advancing to the next module chapter. 
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Motivational Needs Assessment Interpretation 

 
What You Need to Interpret the MNA Results: 
 

1. Locate the results you received by email or that you printed from the browser after you have 
completed the assessment. 
 

2. Download and print the Action PDF for this module part. 
 

3. Apply the interpretation from Dr. Mary Kay to your MNA assessment results. 
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Motivational Needs Assessment - Sample Results 

Below are your results: 
 
Creativity 9 
Informed 7 
Interaction 6 
Accomplishment 5 
Independence 5 
Help Others 4 
Incentive 3 
Appreciation 3 
Leadership 2 
Advancement 1 

 
TOP NEEDS 

1. Creativity 
The need to come up with ideas and solutions outside of regular day-to-day activities. 

2. Informed 
The need to be in the loop and be aware of upcoming changes. 

3. Interaction 
The need to engage, cooperate and work with others. 

4. Position tied for multiple needs: 
◦ Accomplishment 

The need to experience progress and build momentum to get things done. 
◦ Independence 

The need to have “think time” and work alone. 
5. Help Others 

The need to give, serve and share resources to benefit others. 
6. Position tied for multiple needs: 

◦ Incentive 
The need to have a clear-cut enticement – a determined goal. 

◦ Appreciation 
The need to receive recognition and genuine acknowledgment. 

7. Leadership 
The need to influence, be in charge and take ownership of projects. 

8. Advancement 
The need to take on additional responsibilities and move up within the organization. 
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Motivational Needs Assessment Interpretation 

 
1. Whatever your lowest need is (take a look at your results) simply means this need is being 

satisfied more at this time than the active needs that are strongest at the top.  
 

2. Focus on the needs that were selected the most (active needs). This means that to help people 
(including ourselves) meet their needs we are going to address the Top Needs located in 
positions 1 and 2. 

 
Take a look at your Top Needs located in the positions 1 and 2. Some people have ties for 
position 1 or multiple needs in position 2. If this is the case you consider all needs that tied in 
positions 1 and 2.  

 
3. If the needs that tallied up to be strongest or lowest do not make sense to you, then you will 

need to retake the assessment. 
 

4. This motivational needs assessment is to be used as talking points to discuss the strongest and 
lowest needs with the person that completed the assessment. You want to converse about the 
results and ask them these types of questions: 

 
• Do you agree with the results that the needs located in positions 1 and 2 are your 

strongest needs? 
• Does it make sense to you that the need that received the lowest score is one that is 

being met more than the other needs that received the most tallies? 
 

5. Since need satisfaction is directly related to motivation, as we satisfy the needs in positions 1 
and 2, those needs become less strong and other needs will rise to the top. 

 
6. The needs that are the strongest we not fulfilling as we are doing the opposite of what we need 

which is why we get burned out, fatigued, and feeling stressed. What we need to do is to 
reverse this tendency by working with our needs and motivate ourselves as well as others. 
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Accomplishment 

 
Ultimate Leader Actions: 
 

1. Reverse you current thought process. 
 

2. Set up a valid measurement system. 
 

3. Complete recommendations from this module part consistently for two weeks. 
 
 
Action Plan for Working With the Accomplishment Need: 
 

1. Modify your to-do list into an achievement list.  For two weeks (every day) keep an achievement 
list.  

a. Write down what you have accomplished. Accomplishments are not only getting a task 
completed, but also include things like thinking of a new idea, listening to another 
person, or calling your mother, you get the idea. 
  

b. Write a list of accomplishments each day. If you start to go to sleep and realize you didn’t 
do it today, turn the light back on and write out your accomplishments for the day before 
you go to sleep. 

 
2. Set up a measurement system to know whether you won or lost each day.  

 
Keep it simple. I recommend you think about the hours you want to measure like 8 – 5 or 
whatever timeframe that works for your day and then at the end of the day when you are ready 
to unhook write down your score for the day. 

 
3. Act upon the recommendations from this module chapter consistently for two weeks. 

 
4. Over the next two weeks write additional actions below on the “Discover What Motivates Plan” 

worksheet to personalize your motivation plan. 
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Discover What Motivates Plan 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 
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Advancement 

Ultimate Leader Actions: 
 

1. Take inventory of the skills you have in your current position  
2. Find out what skills you need to advance your position.   
3. Invest in yourself; don’t wait for someone to invest in you.  
4. Complete recommendations from this module part within two weeks. 

 
Action Plan for Working with the Advancement Need: 
 

1. Take inventory of the skills you have in your current position. 
a. List front wheel (people) skills 
b. List back wheel (task) skills 

 
2. Meet with your manager. Find out what skills you need to advance your position.  Here are 

some talking points for your discussion: 
a. What skills need development? 

i. Front wheel skills needed? 
ii. Back wheel skills needed? 

b. Talk about a specific leadership path, as well as a career-development plan. 
c. Discuss additional education.  
d. What books should you read? 

 
If you are hesitant to meet with your manager do some research and find out what areas you 
need to improve. 

 
3. Invest in yourself; don’t wait for someone to invest in you. Take action and start learning one 

new skill.  
 

4. Implement the action plans above within the next two weeks. 
 

5. Over the next two weeks write additional actions below on the “Discover What Motivates Plan” 
worksheet to personalize your motivation plan. 
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Discover What Motivates Plan 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 
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Appreciation 

Ultimate Leader Actions: 
 

1. Recognize and appreciate self-first.  
2. Motivate self in alignment with your communication style.  
3. Provide incremental rewards every day. 
4. Complete recommendations from this module part consistently for two weeks. 

 
Action Plan for Working with the Appreciation Need: 
 

1. Recognize and appreciate self-first. The reason the appreciation need is not being met is caused 
by a common mistake – we wait for someone else to appreciate us. 
 

2. Motivate self in alignment with your communication style.  
 

3. Provide incremental rewards every day. This isn’t weird or awkward to do, it is important for 
increasing your motivation and operating at your peak level. 

 
4. Act upon the recommendations from this module chapter consistently for two weeks. 

 
5. Over the next two weeks write additional actions below on the “Discover What Motivates Plan” 

worksheet to personalize your motivation plan. 
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Discover What Motivates Plan 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 
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People Motivators—Survey Discussion 
 
The motivators of people are? 
 
#1 Appreciation—No one goes home at night and says, “I was just appreciated too much today!” 
 

                                       
 
 

§ Faster-paced back wheel appreciation must be Public and Tangible (Wall of Fame) 
 

§ Faster-paced front wheel appreciation must be Public and Intangible (One Minute Praising) 
 

§ Slower-paced front wheel appreciation must be Private and Intangible (Cards, Notes) 
 

§ Slower-paced back wheel appreciation must be Private and Tangible (G.O. M. B.) 

Lesson 51.3 
 



!"#$%&#'()'&*'+!!"##$%%

 © Dr. Mary Kay  |  All Rights Reserved. aboutleaders.com

 
  

Independence 

Ultimate Leader Actions: 
 
Take at least thirty minutes a day for: 

§ Think time 
§ Planning   
§ Working on a project 
§ Reading a book 

 

Action Plan for Working With the Independence Need: 
 

1. Carve out 30 minutes in your busy schedule. 
 

2. Take at least thirty minutes a day for: 
a. Think time 
b. Planning   
c. Working on a project 
d. Reading a book 

 
3. Act upon the recommendations from this module chapter consistently for two weeks. 

 
4. Over the next two weeks write additional actions below on the “Discover What Motivates Plan” 

worksheet to personalize your motivation plan. 
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Discover What Motivates Plan 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 
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Help Others 

Ultimate Leader Actions: 
 

1. Take inventory of all the committees and projects you are involved in. 
2. Narrow down which of these committees fits your passion. 
3. Drop all of your committees that don’t make the list. 
4. Hone in on one committee. 
5. Act upon the recommendations from this module chapter consistently for two weeks. 

 
Action Plan for Working with the Help Others Need: 
 

1. Take inventory of all the committees and projects you are involved in. 
 

2. Narrow down which of these committees fits your passion to help others and where you can get 
results. 

 
3. Drop all of your committees that don’t make the list. 

 
4. Hone in on one committee or project team where you can see the results of your talent for 

helping others. 
 

5. Act upon the recommendations from this module chapter consistently for two weeks. 
 

6. Over the next two weeks write additional actions below on the “Discover What Motivates Plan” 
worksheet to personalize your motivation plan. 
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Discover What Motivates Plan 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 
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Interaction 

 
Action Plan for Working with the Interaction Need: 
 

1. Set up interaction activities such as: 

• Conference calls 

• Virtual meetings 

• Team-related projects 

 

2. Provide yourself social interactions and appointments. 

 

3. Act upon the recommendations from this module chapter consistently for two weeks. 

 

4. Over the next two weeks write additional actions below on the “Discover What Motivates Plan” 

worksheet to personalize your motivation plan. 
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Discover What Motivates Plan 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 
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Leadership 

 

Action Plan for Working with the Leadership Need: 
 

1. Meet with your manager about ideas on how you can be involved in opportunities to informally 

lead.  

 

2. Volunteer to take on more responsibility and projects rather than wait for a formal leadership 

role. 

 

3. If you are a formal leader right now and your leadership need is high, reflect on how you can 

more effectively influence others in your role. This means leading your manager, your peers, 

family, and people in your community. 

 

4. Act upon the recommendations from this module chapter consistently for two weeks. 

 

5. Over the next two weeks write additional actions below on the “Discover What Motivates Plan” 

worksheet to personalize your motivation plan. 
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Discover What Motivates Plan 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

 

Lesson 55.2 
 



!"#$%&#'()'&*'+!!"##$%%

 © Dr. Mary Kay  |  All Rights Reserved. aboutleaders.com

 
  

Informed 

 

Action Plan for Working with the Informed Need: 
 

1. Don’t take it personally when you are not informed. Communication is a strong leadership skill 

and too many people fail to provide other people the information they need. 

 

2. Determine what you need to know more about and ask questions that will get you the 

information. In other words, channel your frustration to being more proactive about the topics 

you need information on to ensure you are being informed. 

 

3. Get yourself on a communication distribution list with the key people that have the information 

you need. 

 

4. Act upon the recommendations from this module chapter consistently for two weeks. 

 

5. Over the next two weeks write additional actions below on the “Discover What Motivates Plan” 

worksheet to personalize your motivation plan. 

Lesson 56.1 
 



!"#$%&#'()'&*'+!!"##$%%

 © Dr. Mary Kay  |  All Rights Reserved. aboutleaders.com

 

Discover What Motivates Plan 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 
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Incentive 

 
Action Plan for Working with the Incentive Need: 
 

1. Remember, there isn’t such a thing as a bad need, so don’t let people make you feel guilty if 

acquiring things motivates you. 

 

2. Crystallize your thoughts and bring your goals into focus by asking questions such as,  

“What goal do I want to attain next?” Perhaps the answer will be, “I want to install a swimming 

pool.” The object here is to converse about an event that you can visualize and plan for. 

 

3. Get out a calendar and do some goal setting—plan your next vacation or acquisition, so that it’s 

really clear why you’re getting out of bed in the morning. 

 

4. Act upon the recommendations from this module chapter consistently for two weeks. 

 

5. Over the next two weeks write additional actions below on the “Discover What Motivates Plan” 

worksheet to personalize your motivation plan. 
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Discover What Motivates Plan 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 
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Creativity 

  
Action Plan for Working with the Creativity Need:  
  

1. Do something out of your normal routine. Sign up for a new course, explore all 

possibilities on what you would like to do that you are not doing now.  

  

2. The key is to take action—to initiate a change, and to venture outside of your normal 
routine.  

 
 

3. Pursue projects and teams outside your work area. Actively participate in special 

projects or volunteer for opportunities where people need your creative talent.  

 
4. Act upon the recommendations from this module chapter consistently for two weeks.  

 
 

5. Over the next two weeks write additional actions below on the “Discover What 

Motivates Plan” worksheet to personalize your motivation plan.  
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Lesson 58.2 

Discover What Motivates Plan 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 
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Ultimate Leader Actions 

 
1. Expectations are clear, direct, and honest communication of what right looks like. 

 

2. Communicating expectations involves telling people verbally, followed up in writing, the 

decisions you have made on how to handle a situation. 

 

3. Expectations may be used to resolve a conflict, clarify someone’s role or position, or provide 

direction. 

 

4. Expectations are an essential tool to be an Ultimate Leader. 
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The Purpose of the Bicycle 

A proposed method to attain organizational balance is to have the organizational structure follow the 
anatomy of a bicycle. For a bicycle to work there has to be balance. An individual has to be willing to 
ride the bike by knowing there is some flexibility in how to ride the bike, but also definite rules and laws 
of gravity that must be respected. 

                             

The front wheel of the bike represents individual needs and the back wheel of the bike represents 
clarity, structure and organizational design. Is it possible for members of an organization to feel they 
have input, are part of a team, and still adhere to the organization's structure, formal process and 
policies? The answer is yes. The first step to achieving balance is to teach team members how to 
communicate effectively by using front and back wheel communication. 

Here's how to start. When you have a problem or question on the front wheel, people situations, the 
member goes directly to the parties involved regardless of position on the chain of command. The 
opposite works for back wheel situations. When you have a problem or question with a process or 
procedure you seek clarity from the person in charge of the process or project. When these two 
methods of communication are practiced and supported within an organization, balance starts to occur. 
Team members realize they can fulfill their needs by providing input on decisions when appropriate, 
while also adhering to the necessary communication structure required for organizational profitability. 
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Ultimate Leader Actions 

1. A great shortcut for remembering how to balance the bike is to remember the four F’s: 

§ Be Friendly and Fair on the front wheel 

§ Frank and Firm on the back wheel 

§ Use the four F’s on an ongoing basis to strengthen your leadership skills 

 

2. To be an Ultimate Leader it requires your willingness to practice using the front and back 

leadership tools that we have discussed. Starting today rather than staying on your preferred 

wheel, practice being flexible by transitioning from guiding people to directing people as 

needed. 

 

Leadership Reflection 

 

1. What is the first action I need to take to balance the bike? Pulling people up or directing people 

toward a desired result? 

 

2. Based on what you selected in Question 1, what skills will you increase to achieve balance? 
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Transitioning from Front Wheel to Back Wheel 

Back wheel skills are just as much a part of being an Ultimate Leader as front wheel skills. When 
transitioning to the back wheel the Ultimate Leader moves the conversation from asking to telling.  
It is at this point the member needing direction has it clearly provided. 
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Ultimate Leader Actions 

1. Be a risk taker and act upon the principles you know are right. People will see this as being 

proactive and have a high level of respect for you. 

 

2. Step in and clarify expectations in a clear, informative, detailed and specific manner. In such a 

situation, your verbal and written responses are immediate (within 24 hrs.), with the intent to 

motivate and help.  

 

3. Be professionally direct as there are no secrets. When important information is upfront, and our 

approach aligns with the values of teamwork, integrity and accountability, those who do not fit 

in will weed themselves out. Those who are a match will move on to enjoy a clearer, more 

satisfying working experience—one in which they know what they need to do, and have the 

support they need to do it. 

 

4. Identify the people that would benefit from hearing clear, written expectations from you in the 

area provided below. 

 

5. Let’s start by writing 1 – 3 expectations of what right looks like for each person you have 

identified before you advance to the next module chapter.  

 

6. Check to see that your expectations are SMART. This means your expectations are Specific, 

Measurable, Attainable, Realistic, and have a Time Frame. Rewrite your expectations as needed. 
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Writing Expectations Practice Worksheet 

 

Name: _______________________________ 

Expectation #1: _______________________________________________________________________ 

Expectation #2: _______________________________________________________________________ 

Expectation #3: _______________________________________________________________________ 

 

Name: _______________________________ 

Expectation #1: _______________________________________________________________________ 

Expectation #2: _______________________________________________________________________ 

Expectation #3: _______________________________________________________________________ 

 

Name: _______________________________ 

Expectation #1: _______________________________________________________________________ 

Expectation #2: _______________________________________________________________________ 

Expectation #3: _______________________________________________________________________ 
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Ultimate Leader Reflection 

 

Communicating expectations isn’t hard to do because it is the right thing to do to help people succeed. 

Enjoy being more candid with people by communicating expectations in a fair, frank, firm, and friendly 

way. Reflect on the following questions and make a plan on the “Clarify Expectations Plan” worksheet 

on what you will do to communicate and clarify your expectations of others. 

 

 

1. What tough issues do you have now that need clear expectations? What people are not doing 

what is needed? Use the plan below to draft your expectations. 

 

 

2. What information do you need to be communicating so people will know what you expect? Use 

the plan below to draft your expectations. 

 

 

3. What people do you need to visit with directly and have a productive discussion? Use the plan 

below to draft your expectations. 
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Clarify Expectations Plan 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 

Action: 

_____________________________________________________________________________________

_____________________________________________________________________________________

_____________________________________________________________________________________ 
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What is Accountability? 

Ultimate Leaders practice and teach people four steps to instill accountability. These steps are to: 

1. Recognize when we are not being accountable. 

2. Accept responsibility for our actions. 

3. Focus on solutions. 

4. Persist and take proactive action. 

 

Use this PDF to take notes while watching the video. Formulate your personalized written action plan 

for instilling accountability in yourself and others. 

 

Instill Accountability Action Plan: 

1. 

 

 

2. 

 

 

3. 

 

 

4. 

 

 

5.  
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Culture Saboteurs 

 

Ultimate Leader Actions 

1. Implement the first two steps (Build A Foundation and Establish A Connection) of the Ultimate 

Leader System with everyone involved. Do this as a team with all people together working on 

building trust and connecting with each other.  

  

2. As a team discuss the meaning of accountability. Emphasize team members controlling their 

own actions and interacting with each other appropriately and productively by following Steps 

One and Two of the Ultimate Leader System. 

 

3. Implement the Trust Expectations located below as described in Module 1 (Build A Foundation). 

Saboteurs will either choose the path of a, b, or c: 

a. Follow the Trust Expectations and become a valued contributor. 

b. Leave the organization on their own. 

c. Violate a policy or procedure, which will result in termination. 

 

Instill Accountability Action Plan 

Formulate your personalized action plan below for implementing Actions 1 - 3 above. 

 

1.  

 

2. 
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Trust Expectations 
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Recognize 

 

1. Study the “Four-Step Process to Accountability” worksheet below. When we are not being 

accountable (below the accountability line) we are too focused on “what can’t be done”. 

2. Ask people how you can be more accountable. When we ask others this question we have the 

opportunity to practice the Accountability Expectations below. 

3. Meet with team members at home, in your community, or at work on the following 

Accountability Expectations for Step 1.  

Accountability Expectations for Step 1: Recognize 

a. Accept feedback from others by staying approachable. 

b. Willingly acknowledge when we make a mistake. 

c. Openly listen to others’ point of view. 

d. Sincerely thank people for giving us honest feedback. 

4. Starting today implement the Accountability Expectations in your daily interactions with people. 

 

Step 1: Recognize Action Plan 

Formulate your personalized action plan below for implementing Actions 1 - 3 above. 

 
1.  
 
2. 
 
3. 
 
4. 
 
5. 
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Four Step Process to Accountability 
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Accept 

Ultimate Leader Actions 

1. Meet with team members at home, in your community, or at work on the following 

Accountability Expectations for Step 2.  

 

Accountability Expectations for Step 2: Accept  

1. Admit that something is wrong instead of pretending everything is okay. 

 

2. Speak up instead of complaining about the lack of clarity or not understanding. 

 

3. Accept responsibility by reflecting on the following: 

§ What questions could I be asking instead of feeling confused? 

§ Who or what should I have communicated to sooner? 

§ What behaviors prevented me from getting better results? 

§ What could I do differently instead of trying to do everything myself? 

§ What people could I have included when planning a project or completing a task? 

 

4. Take a few minutes and complete the Step 2: Accept Action Plan reflection questions below. 

 

5. Starting today implement the Accountability Expectations for Step 2 in your daily interactions 

with people.  

 

6. Before you advance to the next module part make sure you have fully practiced and endorsed 

the steps of Recognize and Accept into your leadership style. 
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Step 2: Accept Action Plan 

 

Reflect over the last 30 days and answer the following reflection questions: 

 

1. What questions could I be asking instead of feeling confused? 

 

 

 

2. Who or what should I have communicated to sooner? 

 

 

 

3. What behaviors prevented me from getting better results? 

 

 

 

4. What could I do differently instead of trying to do everything myself? 

 

 

 

5. What people could I have included when planning a project or completing a task? 
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Focus 

Ultimate Leader Actions 

1. Meet with team members at home, in your community, or at work on the following 

Accountability Expectations for Step 3.  

 

Accountability Expectations for Step 3: Focus  

 
1. Stay engaged when in meetings. 

 

2. Strive to think objectively and throw personal bias out the window. 

 

3. Use a different way of thinking. 

 

4. Be a part of solutions by overcoming tendencies of doubt, skepticism, and fear. 

 

5. Work on being comfortable with being uncomfortable.  

 

6. Take a few minutes and complete the Step 3: Focus Action Plan. 

 

7. Starting today implement the Accountability Expectations for Step 3 in your daily interactions 

with people. 

 

8. Before you advance to the next module part make sure you have fully practiced and endorsed 

the step of Focus into your leadership style. 
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Step 3: Focus Action Plan 

 

Review the Accountability Expectations for Step 3 above. What do you need to do to ensure you are 

practicing these expectations? 

 

1. 

 

 

 

2. 

 

 

 

3. 

 

 

 

4. 

 

 

 

5. 
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Persist 

Ultimate Leader Actions 

1. Meet with team members at home, in your community, or at work on the following 

Accountability Expectations for Step 4.  

 

Accountability Expectations for Step 4: Persist  

 
1. Quickly recognize situations, moods, people, and events that impact your leadership.  

 

2. Proactively report, within 24 hrs., situations that might be harmful, impact productivity, and 

affect a person’s or organization’s credibility to the people that are directly involved. 

 

3. Coach and teach others the steps to accountability. Invest in your key people so they may 

experience how to be an Ultimate Leader. 

 

4. When you are working on the Persist Step, do not give up. 

 

5. Take a few minutes and complete the Step 4: Persist Action Plan. 

 

6. Starting today implement the Accountability Expectations for Step 4 in your daily interactions 

with people.  

 

7. To indicate you have finished this Ultimate Leader course email Dr. Mary Kay 

(mk@DrMaryKay.com) your feedback and success stories. 
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Step 4: Persist Action Plan 

 

Review the Accountability Expectations for Step 4 above. What do you need to do to ensure you are 

practicing these expectations? 

 

1. 

 

 

 

2. 

 

 

 

3. 

 

 

 

4. 

 

 

 

5. 
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