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Direct Leaders 
(Operational Tasks) 

Levels of Leadership 

Integrative Leaders 
(Coordinative Tasks) 

Systems Leaders 
(Strategic Tasks) 
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Leadership Development  
Requires 

u  Personal Mastery - Self-Understanding 
(assessment and feedback) 

u  Understanding the World of Your 
Organization 

u  Understanding the World Outside Your 
Organization 

u  Reflective Practice 
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u  Bringing People Along 

u  Considerations About Culture and the 
Importance of Linking the Future to the 
Past 

u  Allowing People to Share in Their Own 
Good Outcomes 

Leadership Development  
Requires 
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Learning From A Master:  
Purposes 

u  Facilitate lifelong development of 
work/nonwork experiences 

u  Understand concept of “Learning How 
to Learn” from reflective practice 

u  Review unique patterns of your own 
learning history and their implications 

u  Explore what it would look/feel like to 
stretch boundaries of how you learn 
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A “Master” Enhances  
Lifelong Development by… 

The Variety of Leadership Challenges 

Seeking and Responding to Feedback 

Developing the Ability to Learn from 
Experiences 



7 

Learning From A Master 

Ability to capitalize on personal insight …  
a model of unfolding self-knowledge. 

CAUTION: Beware of the Dangers 

w  Personal Inertia 

w  Organizational Inertia 
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For a “Master” to Learn 
How to Learn 

KEY:  Learn about the “learning 
process.” Pay attention to “how” you 
learn. 

Learn enough about patterns to build 
flexibility into how you go about 
learning. 
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How Is My “Learning 
Grain” Shaped? 

DRIVE OR 
MOTIVATION 
IN LIFE 
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Debrief –  

Identifying and Understanding 
your Basic Drives  

Activity: 
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Drive Types 

Transformer 

Fun Lover 

Loyalist 

Theorist 

Artist 

Achiever 

Altruist 

Perfectionist 
Harmonizer 

1 9 8 

5 6 
7 

2 3 4 
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Against the Grain: 
How We Learn from Experience 

DRIVE is not a definition of 
self, but a clue to self. 

When push comes to shove, 
what do you run toward and 
what do you run away from? 
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Factors/Principles to Consider in  
Understanding Drive Types 
n  Individuals are made up of all types. Some are more 

dominant in our personalities. 

n  Drive types are a combination of natural, innate forces 
and learned behavior. 

n  Each drive has both a positive and a negative side; a 
strength overused becomes a weakness.  
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Factors/Principles to Consider in  
Understanding Drive Types 
n  Each drive has an avoidance motive: when 

we strive to be a Perfectionist, we are trying 
to avoid failure. 

n  To break a drive compulsion, define and 
understand the negative. Balance an 
overused (and harmful) type  
with a type that has  
opposite characteristics:  
the Fun Lover needs to  
incorporate the Perfectionist.  
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Since we succeed, fail, and contribute 
mainly through working with people, 
it is very important that we 
understand the types of drives that 
affect human relations. 
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Drive Types: Aggressive 

n  Transformer 

n  Individual Achiever 

n  Perfectionist 

Individuals who overdo these drives 
focus exclusively on results to the 
detriment of relationships. 
 



17 

Drive Types: Dependent 

n  Altruist 

n  Loyalist 

n  Fun Lover 

Individuals with these drives prefer 
to move toward people and are 
more concerned with relationships 
than results. Goals may not be 
accomplished and objectives will go 
unmet if these drives are overdone.  
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Drive Types: Withdrawing 
n  Theorist 

n  Harmonizer 

n  Artist 

Individuals with these drives prefer 
to move away from people to 
maintain personal worth. These 
types tend to prefer individual 
achievement to team work.  
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Drive Types Associated with Preference 

for Working with People 
People Preference   Categories of Types 
Aggressive 
   Task orientation versus  
    relationships  

n  Transformer 
n  Individual Achiever 
n  Perfectionist 

Dependent 
   Relationship orientation     
   versus tasks   

n  Altruist 
n  Loyalist 
n  Fun Lover 

Withdrawing    
   Independent worker 
   versus team orientation 

n  Theorist 
n  Harmonizer 
n  Artist 
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Drive Focus and Avoidance 
Perfectionist 

Altruist 

Individual Achiever 

Artist 

Theorist 

Loyalist 

Fun Lover 

Transformer 

Harmonizer 

Perfection 

Helping Others  

Achievement 

Refinement/Sensitivity 

Understanding/Knowledge 

Duty/Loyalty 

Fun 

Taking Charge 

Peace 

Imperfection 

Looking after Self 

Failure 

Ordinariness 

Ignorance 

Rebellion 

Pain 

Vulnerability/Weakness 

Conflict  
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Activity: Drive Types 

Please identify your major 
drive(s) and decide in what ways 
you may overuse this drive. 
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“Drive” helps determine 
preferences/avoided areas. 

Which of the other types do you 
enjoy working with? 

Which types drive you a little bit 
crazy? 

What can you learn  
from each type? 
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How Is My “Learning Grain” Shaped? 

DRIVE OR 
MOTIVATION 
IN LIFE 

EARLY DEVELOPMENTAL EXPERIENCES 
Early Commandments 
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Concepts of life stages  

(ages 7-14 /receptive phase) 

Early Commandments 

“Make sure you have on clean underwear.” 

“Stand up straight” 

“Clean your plate.” 

“Don’t use alcohol.” 
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What are they? 

Where did you learn them? 

How do they play out today? 

How do they help you? 

How do they get in the way? 

What are the lessons that you learned 
from them? 

Early Commandments 
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Work hard if you want to amount to something. 
Anything worth doing is worth doing well. 
You can learn more by listening. 
You can do anything you set your mind to. 
If you can’t say something nice, don’t say anything at all. 
I suppose if she/he jumped off a bridge, you would too. 
You reap what you sow. 
Do unto others as you would have them do unto you. 
It’s not whether you win or lose, it’s how you play the 
game. 
Winning isn’t the most important thing, it’s the only 
thing. 
 

Early Commandments 
(Parental Quotes to Live By) 
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Early Commandments 
(Parental Quotes to Live By) 

Silence is golden. 
Always be good. 
You have to share. 
I’ll love you no matter what you do. 
You need to be an example for your brother/
sister. 
Make me proud of you. 
You can do better than this. 
This hurts me worse than it hurts you. 
Make sure you have on clean underwear: you 
never know when you’ll be in an accident. 
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How Is My “Learning 
Grain” Shaped? 

DRIVE OR 
MOTIVATION 
IN LIFE 

EARLY DEVELOPMENTAL EXPERIENCES 
Early Commandments 

Powerful Learning Experiences 
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Reflect on a Powerful 
Learning Experience 

What does the learning experience feel like? 

What happened? 
Describe how it unfolded. 
What did you learn? 
What did you do? 
What role did others play? 
What worked? 
What failed? 
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Feelings Associated with 
Powerful Learning 
Experiences 

STRESS 

FRUSTRATION 

PAIN 

ANXIETY 

DISCOMFORT 

BEING OVERWHELMED 

UNCERTAINTY 

FEAR 

TENSION 

EXCITEMENT 

CHALLENGE 

GROWTH 

ACCOMPLISHMENT 

ABLE TO OVERCOME 

PRIDE 

REWARD 

APPRECIATION 

SUCCESS 
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Hardships 

It is the “red” experiences in our early lives 
that have shaped us and it is the hardships 
that we experience as adults that serve as 
key events in our development. 
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The key point is that their 
responses to the experience 
were far more significant than 
the experience itself. 
 

Hardships 
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Moving Beyond Hardships 

Learning positive lessons is not 
automatic. It requires that people be 
willing to look inward and face 
whatever they find there. This kind 
of introspection goes against the 
grain for many people. Yet, without 
reflection and careful attention, it is 
easy to become cynical and feel 
victimized rather than to learn 
positive and enduring lessons.  
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Moving Beyond Hardships 

People must also learn how to move 
beyond the hardship.  One difference 
between leaders who are effective 
and those who are not is that effective 
leaders learn to face up to their 
hardships, acknowledge the effects, 
and then let go. They don’t get stuck, 
bitter, or cynical or continue to berate 
themselves.  
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Our achievements speak for 
themselves.  What we have to 
keep track of are our failures, 
discouragements, and doubts.  We 
tend to forget the past difficulties, 
the many false starts, and the 
painful groping.  We see our 
achievements as the end result of 
a clean forward thrust, and our 
difficulties as signs of decline and 
decay. --  Eric Hoffer 


