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Leadership Series 

Agenda Items 

☐ Ice-Breaker 
 
Flexing Your Strengths 
 

☐ Self-Awareness Recap and Exercise 

☐ I am Admirable, Self-Awareness-
Exercise 

☐ Strengths Finder Discussion  
 
Re-Juvante and Re-Energize  
 

☐ Are you Headed for an Energy Crisis?  

☐ How Balanced are You?  

☐ Finding Your Sabbath Moments 

☐ Words of Affirmation Cards 
 
Meditation 
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The Six Thinking Hats ® 

Blue Hat: The Conductor’s Hat. Thinking about and managing the thinking 
process 

The blue hat is the control hat. It is used for thinking about thinking. The blue 
hat sets the agenda, focus and sequence, ensures the guidelines are observed 
and asks for summaries, conclusions, decisions and plans action. 

Green Hat: The Creative Hat. Generating ideas 

The green hat is for creative thinking and generating new ideas, alternatives, 
possibilities and new concepts. 

Red Hat: The Hat for the Heart. Intuition and Feelings 

The red hat is about feelings, intuitions and instincts. The red hat invites feelings 
without justification. 

Yellow Hat: The Optimist’s Hat. Benefits and Values 

The yellow hat is for a positive view of things. It looks for the benefits and values. 

Black Hat: The Judge’s Hat. Caution 

The black hat identifies risk. It is used for critical judgment and must give the 
logical reasons for concerns. It is one of the most powerful hats. 

White Hat: The Factual Hat. Information 

The white hat is all about information. What information you have, what 
information you need and where to get it. 

Important points to note 

• The hats can be used on your own or in a group.
• In group discussions, it is essential that everyone uses the same hat (mode of thinking) at the same

time. This is to avoid personal preferences and conflicts between modes of thinking.
• The black hat is essential. It is a necessary part of thinking but is often overused.
• Training in the use of the hats includes how to structure the hats into sequences to address different

situations.

https://www.debono.com


10 Strategies for Improving Work Life Balance 
Create a Personal Purpose Statement 
It can be hard to know what and how to change when life feels out of balance if a person 
doesn’t know what parts of life need the greatest emphasis.  The process of creating 
a personal purpose statement can help a man figure out the important things he needs to 
be and do.  Writing, revising and rereading a personal purpose statement is a key element 
in intentionally creating a work-life balance strategy. 

Complete an Activity Log 
Almost every time management guru recommends that people create an activity log from 
time to time to see, in real life, how people use their time.  The idea of an activity log is to 
track on 15 or 30-minute intervals during an entire day how we spend our time and 
seeing whether our practices align with our priorities. 

 It can seem tedious and like a time waster, but it is an important investment in seeing 
how we are doing and preparing us for a needed change in how we program our time. 

Think in Terms of Roles 
When we see life in terms of our various roles, it is easier to determine how effective our 
life balance is.  Planning your time with an emphasis on balancing the many roles you 
have can become a big part of finding that elusive ideal of work-life balance. 

Set Effective Boundaries 
Setting some boundaries for the use of technology can be really helpful in finding greater 
balance.  

Make Time for You 
Having a self-care and personal development plan helps you eat smarter, integrate 
exercise into your schedule, read and study on personal improvement topics, and make 
time to refresh your relationships with things like weekly date nights and periodic 
retreats. 

Create a Personal Morning Routine 
 The Miracle Morning suggests an ideal routine of getting up an hour before the rest of 
the family is up and engaging in 6 daily practices - silence (meditation or prayer), 
affirmations, visualizations, exercise, reading and journaling.  



Plan Times Weekly and Schedule Them 
Many people plan time on Sundays to create and schedule their week, balancing their 
work appointments and schedule with the schedule of the family and programming in 
needed time for appropriate balance. 

Multitask with the Family 
For example, if you are needing some exercise, take one of the kids with you on a walk.  If 
you need to run to the hardware store, load one of the kids in the car and talk while you 
drive.  Look for opportunities to do tasks in which you can involve your family members. 

Use Rituals When you Get Home 
Create a “coming home ritual” so that when you walk through the door at home, work 
gets left behind.  One person commented that she listens to her favorite music in the car 
on the way home so that when she pulls in the driveway, she is relaxed and ready to 
interact with the kids.  

Evaluate Your Progress with the Family 
There is no better way to assess the time and attention you give to your family than to ask 
them.  Try at least monthly to spend time with the family and ask some questions about 
whether they feel loved, supported and appreciated. 

 

 
 



A Work Life Balance Exercise 

 

1. Create a Wheel of Life. Draw a large circle on a page. Divide the circle into 8 triangular 
wedges (like slicing a pizza). Each wedge represents a different area of your life. 8 
sample areas are: money, career, physical environment (your home and/or office), 
personal growth, friends & family, significant other, health, fun & creativity. Of course, 
you can create your own categories if you prefer. See the sample Wheel of Life 
illustration above for guidance. 
 

2. Rank your level of satisfaction in each area. With the center of the circle being "0" and 
the outer edge as "10," rank your level of satisfaction with each life area by drawing a 
line to create a new outer edge. "0" is complete dissatisfaction and "10" is complete 
satisfaction. After drawing a new outer edge for each life area, color in the area 
between the new outer edge and the center of the circle. This will visually demonstrate 
your level of satisfaction with each life area. See the illustration above for an example of 
a completed wheel. Remember, the new outer edge you create can (and often will) be 
different for each life area. The new perimeter represents your life right now. 
 

3. Take a look at your new wheel. I'm betting it looks a little bumpy. :) That's natural. The 
purpose of the exercise isn't to create a smooth ride, i.e., all "10's." The purpose is 
simply to note which areas of your life need some attention. When we're out of balance, 
it's easy to overgeneralize and say that that everything is out of whack. The Wheel of 
Life is a simple tool that quickly points you to the areas that need work . . . (click below 
for rest of article) 
 

4. Get coached. Have your friend/colleague ask you the following questions: 
• What area do you want to work on? 
• What is the best possible outcome? 
• What is important about this to you? 
• What qualities do you need to bring out of yourself in order to accomplish this? 
• What is the first step? 
 

5. Check your progress sporadically. You can come back to the Wheel of Life anytime and 
reassess. 
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Leadership & Managing People

Do You Know Burnout When You See It?

by Margaret M. Luciano and Joan F. Brett

January 28, 2021

Summary.   

Illustration by Nia Winslow

While burnout isn’t a new problem, the ongoing crises of 2020 made it

worse, and it’s following us into 2021. Burnout can take many forms, and the

wellness surveys many companies use to identify it overlook the more active forms,

such as erosive behaviors,... more

https://hbr.org/topic/leadership-and-managing-people
https://hbr.org/search?term=margaret%20m.%20luciano
https://hbr.org/search?term=joan%20f.%20brett
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Uncertainty was a defining characteristic of 2020, and with it came it

record-high levels of burnout. Failing to address burnout is costly for

both individuals and organizations. In 2019, burned-out employees

were 2.6 times as likely to be looking for other employment.

Researchers also estimate that workplace stress accounts for 8% of

the national budget in healthcare. Whereas most people understand

that burnout is a state of emotional, physical, or mental exhaustion,

many business leaders use flawed methods to identify it in their

employees.

Organizations often attempt to gauge burnout with annual wellness

surveys, which have several important limitations. First, these surveys

only assess the passive forms of burnout and ignore the more active

forms. Second, they capture a snapshot in time and may not be

administered when employees are actually facing high burnout.

Finally, we’ve observed that employees experiencing burnout often

don’t complete them.

Based on our research on employee well-being and conversations

with over a hundred working professionals, we developed a more

comprehensive model of burnout to help managers and their

employees identify the early warning signs. This behavioral

framework encompasses both the passive forms of burnout stemming

from low-arousal emotions (such as sadness and fatigue) and the

active forms driven by high-arousal emotions (such as frustration and

distress). We also differentiate the internal symptoms that are trickier

to spot from easier-to-observe external forms.

Passive Indicators of Burnout

There are two types of passive burnout: internal passive and external

passive. The most common form, internal passive, is the hardest to

see, which is why companies often use surveys to detect it. The early

warning signs include weariness accompanied by feelings of

inadequacy and sadness. Passive burnout can harm productivity by

https://www.linkedin.com/pulse/burnout-signs-have-risen-33-2020-here-seven-ways-reduce-george-anders/
https://www.gallup.com/workplace/237059/employee-burnout-part-main-causes.aspx
https://hbswk.hbs.edu/item/national-health-costs-could-decrease-if-managers-reduce-work-stress
https://nam.edu/valid-reliable-survey-instruments-measure-burnout-well-work-related-dimensions/
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contributing to feelings of hopelessness and anxiety. We all have

setbacks at work, but they can feel insurmountable and become

internalized as personal failures for employees experiencing burnout.

These employees may disengage from work because they feel like a

failure at everything they do, leading them to ask, why bother trying

only to fail again? Be on the lookout for this despondency, which can

manifest as gloominess, and for subtle clues in their language about

their hopelessness or resignation — phrases that indicate acceptance

of pain or an intolerable current state (“it’s just the way things are,”

“working with them is like hitting your head against the wall,” “why

bother?”) accompanied by a low tone, audible sighs, and slight head

shaking.

External passive forms of burnout are easier to observe if you know

what you’re looking for. Are your employees lowering their usual

standards of performance, withdrawing effort, relaxing the rules,

missing deadlines, or expressing more cynicism? These are side

effects of burnout-related apathy. If allowed to fester, burnout can

result in extreme avoidance behaviors, such as sidestepping

interactions with coworkers, not speaking up when they have an idea

or when something’s wrong, or letting problems slip by that they

would usually address. Employees become dismissive as they become

too burned out to help fix any more problems.

Active Indicators of Burnout

Burnout also lowers self-regulation. The resulting active behaviors are

easier to notice if you pay attention to departures from routines.

Internal active forms of burnout include erosive behaviors — for

example, using negative coping tactics like adopting unhealthy eating

and drinking habits or neglecting healthy routines like workouts and

hobbies. These behaviors are challenging to spot in most workplaces,

but they can result in easier-to-identify mental and physical

impairments and absences from work.
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The warning signs of external active forms of burnout include being

easily annoyed and expressing impatience and discontent. For some

employees, these behaviors are standard fare, but they may indicate

burnout in people who are usually patient and diplomatic.

If left unchecked, this can lead to more insidious behaviors like

incivility and blaming and even explosions like angry outbursts and

frequent, unprompted crying. Although it’s natural to experience

frustration at work, it’s important to notice if your employees are

losing their cool more frequently. People experiencing this form of

burnout may speak up more often, as every mole hill feels like a

mountain to them. Active external expressions of burnout, especially

if they turn into explosions, can generate even more stress for

colleagues, severely damage work relationships, hinder productivity,

and lower team morale.

Managing Burnout

Avoiding burnout is often easier than bouncing back from it. The

following strategies can help you identify it early, prevent it from

getting worse, and remedy it if it’s already taken hold. As you embark

on this process with your employees, be sure to put on your own

oxygen mask first — if you’re feeling crushed under your workload, it

will be nearly impossible to effectively help others.

Spot the symptoms. Passive burnout often escalates into more

active forms that exacerbate one another. For example, feelings of

failure can lead to drinking, which leads to exhaustion, which leads to

snipping at coworkers, and then finally to an office blow up. Be aware

of the subtle indicators and know your employees well enough to be

able to recognize when they’re deviating from their norms.

Periodically taking employees’ temperature by simply asking them

about the one issue that’s stressing them out the most may relieve

some pressure.

Reflect before you react. When you do notice a potential indicator

of burnout, hit the pause button for yourself and your employees. Ask

yourself: What just happened and why? Stop and reflect on what role

https://hbr.org/2020/12/how-to-lead-when-your-team-is-exhausted-and-you-are-too
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you might be playing in their burnout. Maybe you’ve set unrealistic

deadlines given the context, or your own burnout is resulting in a lack

of patience and snippy responses. Then ask them: What just

happened and why? What can I do to help? Take the time to respond

to the small issues with more understanding to prevent the burnout

from getting worse.

Practice and promote perspective-taking. Next, engage in

perspective-taking. Pausing to see the big picture is paramount in

determining which actions to take. It’s easy to find yourself in the

weeds, so take the time to assess which tasks and projects really

matter and which are less important. Coach your employees on how

to take perspective, reframe problems, and choose which requests

they can say no to and which actions they can defer. Helping them

develop this skill and giving them the freedom to do so gives them

more control — the lack of which is a significant cause of burnout.

Support them in the struggle. Most solutions to burnout aren’t

one-size-fits-all. Knowing your employees well will help you work

collaboratively to find ways to take the pressure off of them. Be

creative. Maybe you can eliminate a particular source of stress,

offload competing demands, offer suggestions for coping with

pressure, or simply share a laugh about an issue that’s stressing you

out as well. In the cases where you’re not able to take action, offer

emotional support in the form of empathy and deep listening.

Notably, genuine emotional support is required here. Well wishes like

“have a nice weekend” and “get some rest” after you’ve just given

them more work to do won’t cut it — perceived inauthenticity of well

wishes can actually heighten feelings of burnout.

Combat the culture of immediacy. Consider whether a tendency

toward urgency or a focus on clock time may be creating unnecessary

stress for your team. Maybe there are deadlines you can extend or

projects you can defer. Can you create flexible schedules that relieve

work and home-life conflicts? Can you rotate in staff to support

overwhelmed areas and provide backup? Stepping back from the

https://www.csh.umn.edu/education/focus-areas/whole-systems-healing/leadership/deep-listening
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typical modes of operation and looking at the context with fresh eyes

will help you identify specific actions that might make a difference for

your employees’ stress levels.

Burnout isn’t a new problem, but as the pandemic that made it worse

continues into 2021, it’s critically important that company leaders

understand how to identify and mitigate it.

Margaret M. Luciano, PhD, is an assistant

professor in the WP Carey School of Business at

Arizona State University, Tempe, AZ.

Joan F. Brett, PhD, is an associate professor in the

WP Carey School of Business at Arizona State

University, Tempe, AZ.

ML

JB

https://hbr.org/search?term=margaret%20m.%20luciano&search_type=search-all
https://hbr.org/search?term=joan%20f.%20brett&search_type=search-all


	  

Are You Headed for an Energy Crisis? 

 
Please check the statements below that are true for you. 

Body 

__ I don’t regularly get at least seven to eight hours 
of sleep, and I often wake up feeling tired. 

���__ I frequently skip breakfast, or I settle for 
something that isn’t nutritious. 

__ I don’t work out enough (meaning cardio- 
vascular training at least three times a week and 
strength training at least once a week).  

__ I don’t take regular breaks during the day to truly 
renew and recharge, or I often eat lunch at my desk, 
if I eat it at all. 

Emotions 

__ I frequently find myself feeling irritable, 
impatient, or anxious at work, especially when work 
is demanding. 

���__ I don’t have enough time with my family and 
loved ones, and when I’m with them, I’m not always 
really with them. 

__ I have too little time for the activities that I most 
deeply enjoy. 

���__ I don’t stop frequently enough to express my 
appreciation to others or to savor my 
accomplishments and blessings. 

Mind 

__ I have difficulty focusing on one thing at a time, 
and I am easily distracted during the day, especially 
by e-mail. ��� 

__ I spend much of my day reacting to immediate 
crises and demands rather than focusing on activities 
with longer-term value and high leverage. 

__ I don’t take enough time for reflection, 
strategizing, and creative thinking. 

���__ I work in the evenings or on weekends, and I 
almost never take an e-mail–free vacation. 

Spirit 

__ I don’t spend enough time at work doing what I 
do best and enjoy most. ��� 

__ There are significant gaps between what I say is 
most important to me in my life and how I actually 
allocate my time and energy.  

__ My decisions at work are more often influenced 
by external demands than by a strong, clear sense of 
my own purpose. 

__ I don’t invest enough time and energy in making 
a positive difference to others or to the world. 

 

How is your overall energy? 

Total number of statements checked: __ 

Guide to scores 

0–3: Excellent energy management skills  

4–6: Reasonable energy management skills  

7–10: Significant energy management deficits 

11–16: A full-fledged energy management crisis ��� 

What do you need to work on?  

Number of checks in each category:  

Body __  Mind __ ���  Emotions __ ���  Spirit __ ��� 

Guide to category scores ��� 

0: Excellent energy management skills  

1: Strong energy management skills 

2: Significant deficits 

���3: Poor energy management skills  

4: A full-fledged energy crisis 

 

From: The Power of Full Engagement: Managing Energy, Not Time, Is the Key to High Performance and Personal Renewal by Jim Loehr and Tony Schwartz 
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Clifton StrengthsFinder® Quick Reference Card
Achiever People especially talented in the Achiever theme have a great deal of stamina and 

work hard. They take great satisfaction from being busy and productive.

Activator People especially talented in the Activator theme can make things happen by turning 
thoughts into action. Once a decision is made, they want to act quickly.

Adaptability People especially talented in the Adaptability theme prefer to “go with the flow.” They 
tend to be “now” people who take things as they come and discover the future one day 
at a time.

Analytical People especially talented in the Analytical theme search for reasons and causes. They 
have the ability to think about all the factors that might affect a situation.

Arranger People especially talented in the Arranger theme can organize, but they also have a 
flexibility that complements this ability. They like to figure out how all of the pieces 
and resources can be arranged for maximum productivity.

Belief People especially talented in the Belief theme have certain core values that are 
unchanging. Out of these values emerges a defined purpose for their life.

Command People especially talented in the Command theme have presence. They can take 
control of a situation and make decisions.

Communication People especially talented in the Communication theme generally find it easy to put 
their thoughts into words. They are good conversationalists and presenters.

Competition People especially talented in the Competition theme measure their progress against 
the performance of others. They strive to win first place and revel in contests. 

Connectedness People especially talented in the Connectedness theme have faith in the links between all 
things. They believe there are few coincidences and that almost every event has a reason.

Consistency People especially talented in the Consistency theme are keenly aware of the need to 
treat people the same. They try to treat everyone in the world with consistency by 
setting up clear expectations and adhering to them.

Context People especially talented in the Context theme enjoy thinking about the past. They 
understand the present by researching its history. 

Deliberative People especially talented in the Deliberative theme are best described by the serious 
care they take in making decisions or choices. They anticipate the obstacles.

Developer People especially talented in the Developer theme recognize and cultivate the 
potential in others. They spot the signs of each small improvement and derive 
satisfaction from these improvements.

Discipline People especially talented in the Discipline theme enjoy routine and structure. Their 
world is best described by the order they create.

Empathy People especially talented in the Empathy theme can sense the feelings of other people 
by imagining themselves in others’ lives or others’ situations.

Focus People especially talented in the Focus theme can take a direction, follow through, 
and make the corrections necessary to stay on track. They prioritize, then act.
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Futuristic People especially talented in the Futuristic theme are inspired by the future and what 
could be. They inspire others with their visions of the future.

Harmony People especially talented in the Harmony theme look for consensus. They don’t 
enjoy conflict; rather, they seek areas of agreement.

Ideation People especially talented in the Ideation theme are fascinated by ideas. They are able 
to find connections between seemingly disparate phenomena.

Includer People especially talented in the Includer theme are accepting of others. They show 
awareness of those who feel left out, and make an effort to include them.

Individualization People especially talented in the Individualization theme are intrigued with the 
unique qualities of each person. They have a gift for figuring out how people who are 
different can work together productively.

Input People especially talented in the Input theme have a need to collect and archive. They 
may collect information, ideas, history, or even relationships.  

Intellection People especially talented in the Intellection theme are characterized by their 
intellectual activity. They are introspective and appreciate intellectual discussions.  

Learner People especially talented in the Learner theme have a great desire to learn and 
want to continuously improve. In particular, the process of learning, rather than the 
outcome, excites them.

Maximizer People especially talented in the Maximizer theme focus on strengths as a way to 
stimulate personal and group excellence. They seek to transform something strong 
into something superb.

Positivity People especially talented in the Positivity theme have an enthusiasm that is contagious. 
They are upbeat and can get others excited about what they are going to do.

Relator People especially talented in the Relator theme enjoy close relationships with others. 
They find deep satisfaction in working hard with friends to achieve a goal.

Responsibility People especially talented in the Responsibility theme take psychological ownership 
of what they say they will do. They are committed to stable values such as honesty 
and loyalty.

Restorative People especially talented in the Restorative theme are adept at dealing with 
problems. They are good at figuring out what is wrong and resolving it.

Self-Assurance People especially talented in the Self-Assurance theme feel confident in their ability 
to manage their own lives. They possess an inner compass that gives them confidence 
that their decisions are right.

Significance People especially talented in the Significance theme want to make a big impact. They 
are independent and sort projects based on the level of influence it will have on their 
organization and others around them.  

Strategic People especially talented in the Strategic theme create alternative ways to proceed. 
Faced with any given scenario, they can quickly spot the relevant patterns and issues.

Woo People especially talented in the Woo theme love the challenge of meeting new 
people and winning them over. They derive satisfaction from breaking the ice and 
making a connection with another person.



Self-Awareness, Awareness of Others & Self Control 
www.skillsconverged.com 

Purpose 
 

Knowing how we feel is part of our self-awareness. The more we are aware of our 
feelings, the better we can control our behaviors and understand those of others. This 
exercise helps the fellows to become more aware of their emotions and learn to describe 
them.  It also encourages them to think of ways to get to a target emotion, such as 
happiness. 

 
Objective 
Indicate how you feel now and find out as many emotions as you can. 

 
What You Need 

•  Blank 3" by 5" cards. 
 
Intro 

 
PART 1: 

• When the fellows come in, ask them "How do you feel?". Invariably, most people 
would say they are fine. 

• Ask, “Why do we almost always say we are fine, even though when we are not?" 
•  Expand the conversation based on the responses you get. Use the following as 

example questions: 
o  "Do you find it easy to talk about your feelings?" "What makes that 
hard?" o  "Can you consciously shift your feelings from one to another?" 

• Explain “ It is beneficial to know the range of feeling a person can experience so 
you are aware of how else you can feel and how others might be feeling at any 
given moment. Then you can then take steps to change the way you feel." 

 
PART  2: 

•  Place the blank cards as a stack for everyone to access. 
•  Ask all fellows to work together to identify as many emotions as they can and 

write one emotion on each card. 
• Ask fellows to spread these cards on a table so everyone can see them. This 

helps them to avoid making duplicates. 
• Encourage them to move around the table and get inspired by emotions already 

written down to find more emotions. 
• Allocate about 10 minutes for this part.  

 
Do you think you came up with many emotions?    Was it easy?   Are you surprised there 
are so many emotions? 

 
PART 3: 

• Collect the cards and place them upside down on the table, either as a stack or 
spread them out. 

• Ask each fellow to pick two cards at random. 
• One by one, ask fellow to reveal their cards and explain what it takes to get 

from one state to another.  If they are negative emotions, what does it take to 
get to a positive state? 

• After the explanation, encourage others to join and provide their answers as well. 
•  Repeat until everyone has participated. 
• Follow with a discussion. 

 
Was it easy to switch from one emotion to another? 
What did you learn about self-awareness, awareness of others, and self- control? 

http://www.skillsconverged.com/


I AM 
ADMIRABLE! 

 
Self-awareness and self-motivation are critical competencies within emotional 
intelligence. Everyone must actively take steps to become better in these areas. A 
great way to achieve this is by systematically reviewing your own performance 
and thinking of what you are good at. This positive thinking can reinforce your 
confidence and boost your motivation. This simple, yet powerful exercise helps you 
to achieve this. 

 
Remember, admiring yourself is not about being arrogant or feeding your ego. It is 
about knowing and appreciating what  you are good at so you can inspire others 
around you and help them to grow as you grow further. This is particularly 
important in leadership roles. 
 
 
What you see in yourself that you admire the most? What are your most 
admirable traits?  

 
 
 
 
 
 
 
 
 
 

What should you do to become even more admirable from your own point of 
view? 

 
 
 
 
 
 
 
 
 
 
 
 

Thank yourself for being admirable. How do you plan to reward 
yourself when you become as admirable as you desire? 

 
 

 
 
 
 
 
 
 
 

 
 
 
 
 

 



 
How do you feel now that you have identified your admirable traits?  Do you 
think others would recognize these traits in you easily? What did you learn 
from other people's admirable traits?  Where there any traits by others that 
you like to have too? How do you see your desired self in comparison with 
what you are? How do you plan to get there and what did you think of other 
people's strategies on getting there? 



Team Member's 
Name 

What can you do to make 
this person feel valued 

and important? 

What can you to elevate the 
meaning of their work? 

   

 
  

   

   

   

   
 

  

 
  

  

    

 
 
 

HELPING OTHERS FEEL VALUED 
www.skillsconverged.com  

 
 
 
 
 
 
 
 

http://www.skillsconverged.com/
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