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Four Core Social Needs – Are You Supporting Them? 
• Empowered  - I know I am influential, and my potency 

is welcome. 
• Lovable - Who I am uniquely is delightful to 

others. I am recognized, appreciated, and enjoyed. 
• Connected - I belong in the organization, and I 

experience community. 
• Contributing - My special gifts and assets are 

important, wanted, needed, and received 

1. Of the four core needs, which two are easiest to nurture and support? Why? 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

2. Which one is most challenging to cultivate and foster? Why? 

____________________________________________________________________________________ 

____________________________________________________________________________________ 

3. What practices can be added to nurture the four core needs with: 
a. Yourself? 

___________________________________________________________________________________ 
b. Those you lead? 

___________________________________________________________________________________ 
c. Those who lead you? 

___________________________________________________________________________________ 
d. Your entire organization? 

___________________________________________________________________________________ 

4. What practices can be removed to nurture the four core needs with: 
a. Yourself? 

___________________________________________________________________________________ 
b. Those you lead? 

___________________________________________________________________________________ 
c. Those you who lead you? 

___________________________________________________________________________________ 
d. Your entire organization? 

___________________________________________________________________________________ 
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  Let’s Talk: Control vs. Responsibility 
 
 

1. How would you describe the people you lead? (We all lead some of the time – at home, work, in your family of origin, the neighbors.) 
________________________________________________________________________________________________________________________ 

________________________________________________________________________________________________________________________ 

________________________________________________________________________________________________________________________ 

________________________________________________________________________________________________________________________ 

2. How would you describe your leadership approach? 
________________________________________________________________________________________________________________________ 

________________________________________________________________________________________________________________________ 

________________________________________________________________________________________________________________________ 

________________________________________________________________________________________________________________________ 

3. Of the 4 models (autocratic, incentives, evaluating or responsibility-based), which do you operate in most of the time?  (Give examples) 

________________________________________________________________________________________________________________________ 

________________________________________________________________________________________________________________________ 

________________________________________________________________________________________________________________________ 

________________________________________________________________________________________________________________________ 
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Commitment vs. Compliance 
The following story from the book Leadership and Self-Deception by Arbinger Institute is a great example of an 
adult illustrating one of many ways a lack of responsibility can show up in a real day-to-day experience and that 
it’s not always easy to recognize; it can be subtle and challenging to spot and redirect.  Bud is an older man 
sharing his story with a new worker, Tom, at his firm. 

“I was a young lawyer at the time, working long hours at one of the most prestigious firms in the country. One of 
the deals I worked on was a major financing project that involved about 30 banks worldwide.  Our client was the 
lead lender on the deal. 

“It was a complicated project involving many lawyers. In our firm alone, there were eight attorneys assigned to it 
from four different offices worldwide. I was the second most junior member of the team and had chief 
responsibility for the drafting of 50 or so agreements that sat underneath the major lending contract. It was a big 
sexy deal involving international travel, numbers with lots of zeros, and high profile characters. 

“A week after I’d been assigned to the project, my wife Nancy and I found out she was pregnant. It was a 
marvelous time for us. David was born some eight months later, on December 16th. Before the birth I worked 
hard to wrap up or assign my projects so that I could take three weeks off with our new baby.  I don’t think I’d 
ever been happier in my life. 

“But then came a phone call. It was December 29th. The lead partner on the deal was calling me. I was needed at 
an ‘all-hands’ meeting in San Francisco. “How long?” I asked. “Until the deal closes – could be three weeks, could 
be three months.  We’re here until it’s done,’ he said. 

“I was crushed. The thought of leaving Nancy and David alone in Alexandria, Virginia, left me desperately sad. It 
took me two days to wrap up my affairs in D.C. before I reluctantly boarded a plane for San Francisco. I left my 
young family at the curb.  With a photo album under my arm, I tore myself away from them and turned through 
the doors of the terminal. 

“By the time I arrived at our San Francisco offices, I was the last one in on the deal. Even the guy from our London 
office arrived before me.  I settled into the last remaining guest office – an office on the 21st floor.  The deal 
headquarters, and everyone else, was on floor 25.  I hunkered down and got to work. Most of the action was on 
25 – meetings, negotiations among all the parties, everything. But I was alone on 21 – alone with my work and 
my photo album, which sat open on my desk. 

“I worked from 7 a.m. till way past midnight every day. Three times a day I would go down to the deli in the lobby 
and purchase a bagel, a sandwich, or a salad. Then I’d go back up to 21 and eat while poring over the documents. 
If you had asked me at the time what my objective was, I would have told you that I was drafting the best 
possible documents to protect our client and close the deal, or something to that effect. But you should know a 
couple of other things about my experience in San Francisco. 

“All of the negotiations that were central to the documents I was working on were happening on the 25th floor. 
These 25th floor negotiations should have been very important to me because every change to the deal had to be 
accounted for in all the documents I was drafting. But I didn’t go up to 25 much.  In fact, after 10 days of lobby 
deli food, I found out that food was being served around the clock in the main conference room on 25 for 
everyone working on the deal. I was upset that no one had told me about it. And twice during those 10 days, I 
was chewed out for failing to incorporate some of the latest changes into my documents.  No one had told me 
about those either! 

“Another time I was chewed out for being hard to find. And on two occasions during that period, the lead partner 
asked for my opinion on issues that had never occurred to me – issues that would have occurred to me had I 
been thinking. They were in my area of responsibility.  He shouldn’t have had to do my job for me.”
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At this, Bud sat down. “Now, let me ask you a question, Tom. Just from the little bit you now know about my San 
Francisco experience, would you say that I was really committed to ‘drafting the best possible documents to 
protect our client and close the deal’? “No, I don’t think so,” he said.  “In fact, you don’t seem like you were 
engaged in the project at all. You were preoccupied with something else.” “That’s right,” Bud agreed. “I wasn’t 
engaged in it. And do you think the partner could tell?” “I think after those 10 days it would have been obvious,” 
he offered. “He could tell well enough to chew me out a couple of times at the very least,” Bud agreed. “How 
about this: Do you suppose he would say that I’d bought into the vision? Or that I was committed? Or that I was 
being maximally helpful to others on the deal?” “No, I don’t,” Tom  said. 

“I think you’re right, I had become a problem. I wasn’t engaged in the deal, wasn’t committed, hadn’t caught the 
vision, I was making trouble for others, and so on. But consider this: How do you suppose I would have responded 
had someone accused me of not being committed or not being engaged? Do you think I would have agreed with 
them?” 

Tom pondered the question. Although it should have been outwardly obvious, Bud might have had trouble seeing 
himself as others saw him at the time. “No.  I suspect you might have felt defensive if someone had said that to 
you.” 

“You’re right.  Think about it: Who left behind a new baby to come to San Francisco? I did,” he said, answering his 
own question. “And who was working 20-hour days? I was.” Bud was becoming more animated. “And who was 
forced to work alone four floors below the others? I was. And to whom did people even forget to mention basic 
details like food plans? To me. So from my perspective, who was making things difficult for   whom?” 

“I guess you would have seen others as being the main cause of the trouble,” Tom answered. “You better believe 
it,” he agreed. “And how about being committed, engaged, and catching the vision? Do you see that from my 
perspective, not only was I committed, I just might have been the most committed person on the deal? For from 
my perspective, no one had as many challenges to deal with as I had.  And I was working hard in spite of them.” 

“That’s right,” Tom said, nodding. “You would have felt that way.” “Now think about it, Tom. Remember the 
problem; I was uncommitted, disengaged, hadn’t caught the vision, and was making things more difficult for 
others on the deal. That’s all true.  And that’s a problem – a big problem.  But there was an even bigger problem. 
The bigger problem was that I couldn’t see that I had a problem. There is no solution to the problem of lack of 
commitment, for example, without a solution to the bigger problem – the problem that I can’t see that I’m not 
committed.” 

 
1. Self-Betrayal: An act contrary to what I feel I should do for another is called an act of self-betrayal. How, with 

whom, and when do you do this? 

__________________________________________________________________________________________ 

__________________________________________________________________________________________ 

__________________________________________________________________________________________ 

2. When I betray myself, I begin to see the world in a way that justifies my self-betrayal. Share an example with a 
partner. When I see a self-justifying world, my view of reality becomes distorted. Describe an example of a 
blind spot you’ve discovered in yourself or another person. Example: Bud agreed to go to San Francisco (even 
though he ignored his feelings and did not exercise his autonomy). 

__________________________________________________________________________________________ 

__________________________________________________________________________________________ 

__________________________________________________________________________________________
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