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HOW TO USE THIS
Keep the work somewhere it survives.
This is the companion workbook for Module I: Foundations of Leadership. It holds the write-in surfaces and nothing else — every principle, field practice, debrief and evidence standard stays in the guide. Work from the guide. Keep your answers here.
It runs across all three parts. Part One covers Practices 1–3, Part Two covers 4–7, Part Three covers 8–10.
How the pieces fit
Video is understanding. The guide is application. Real life is the proof. This workbook is only where you keep the work — it is not a substitute for any of the three.
Three ways to keep it
Duplicate the workbook in Notion and work there. Use this Word file. Or use any notebook you like. Pick one and stay with it — answers scattered across three places are the same as no answers.
Notion: https://meadow-hen-706.notion.site/J-W-WALKER-ae94ca27aa778273a70e81b84ebc0d20
	
	THE ONE RULE THAT DOES NOT MOVE
Your evidence has to exist somewhere outside this workbook. A filled-in page is not proof. A changed calendar, a decision that closed, a conversation someone else remembers, a person who is more capable than they were — that is proof.


Write badly and write honestly. Nobody grades this. The only reader who matters is you, eight weeks from now, trying to work out whether anything actually changed.
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BASELINE
Score yourself before you start.
Score each item 1 to 5 before you change anything. One means you rarely do this. Five means someone who works with you would say it about you without being asked. Be unflattering — score the last month of your actual behavior, not the leader you intend to become.
	#
	Test
	The question
	Score 1–5

	1
	Reality
	I see what is actually happening, not what protects my ego.
	 

	2
	Responsibility
	I own what is mine without trying to own everything.
	 

	3
	Judgment
	I separate facts, assumptions, and tradeoffs before I act.
	 

	4
	Direction
	People around me understand where we are going and what success looks like.
	 

	5
	Movement
	Something that matters is actually moving.
	 

	6
	Ownership
	People are thinking and acting, not waiting for me.
	 

	7
	Trust & Standards
	My behavior, expectations, and accountability tell the same story.
	 

	8
	Integrity
	I pursue the result in a way I am willing to defend.
	 

	9
	Capacity
	My involvement is making other people stronger and more capable.
	 


You score these same nine items again at the end of Part Three. The comparison is the point, so keep this page.
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PART ONE  ·  PRACTICE 1
Leadership Is Demonstrated
Claim a live responsibility.
Leadership Spotting
PERSON 1 — FORMAL AUTHORITY
 
 
PERSON 2 — INFLUENCE WITHOUT MUCH AUTHORITY
 
 
PERSON 3 — SOMEONE I CONSIDER A GENUINE LEADER
 
 
WHAT I WOULD PUT IN PLACE OF WHAT I SAW
 
 
MY WORKING DEFINITION OF LEADERSHIP (FOR NOW)
 
 
 
The responsibility I am claiming
Everything after this runs against it. If it ends, closes, or changes, pick the next real thing and keep going.
WHAT I AM RESPONSIBLE FOR RIGHT NOW
 
 
 
WHO ELSE IS INVOLVED
 
 
WHAT OUTCOME I AM ACCOUNTABLE FOR
 
 
WHO WOULD NOTICE IF I DISAPPEARED
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PART ONE  ·  PRACTICE 2
See Reality Clearly
Map the system before you fix it.
System Map
THE SITUATION
 
 
FORMAL AUTHORITY
 
 
REAL INFLUENCE
 
 
INCENTIVES & INTERESTS
 
 
ALLIANCES & TENSIONS
 
 
RESISTANCE — AND WHAT IT IS PROTECTING
 
 
THE UNSPOKEN ISSUE
 
 
MY BLIND SPOT
 
 
Five Whys
Take one important conclusion and ask why until you reach the assumption underneath it.
MY CONCLUSION
 
WHY 1
 
WHY 2
 
WHY 3
 
WHY 4
 
WHY 5 — THE ASSUMPTION UNDERNEATH
 
 
What survived the challenge
Who you talked to who sees it differently, and what changed or held.
WHO I TALKED TO, AND WHAT THEY SAW
 
 
WHAT CHANGED IN MY READ
 
 
WHAT HELD, AND WHY
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PART ONE  ·  PRACTICE 3
Lead Yourself Under Pressure
Catch the story in the pause.
Story Log
For one week, log the moments where your reaction was bigger than the event. Do it afterward, not in the moment.
1.  WHAT HAPPENED
 
     WHAT I TOLD MYSELF
 
     WHAT I DID
 
2.  WHAT HAPPENED
 
     WHAT I TOLD MYSELF
 
     WHAT I DID
 
3.  WHAT HAPPENED
 
     WHAT I TOLD MYSELF
 
     WHAT I DID
 
The moment that counts
WHAT MY FIRST IMPULSE WOULD HAVE DONE
 
 
WHAT I WAS PROTECTING
 
 
WHAT I CHOSE INSTEAD
 
 
WHAT CHANGED BECAUSE OF THE PAUSE
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CHECKPOINT 1
Before you go further.
Take what you have to the person holding you accountable. Bring the responsibility you claimed, your read on the system, and one moment where your reaction was bigger than the event.
WHAT I BROUGHT
 
 
WHAT THEY CHALLENGED
 
 
 
WHAT I NOW BELIEVE DIFFERENTLY
 
 
 
WHAT THEY WANT TO SEE BY THE END OF PART TWO
 
 
	
	IF YOU CANNOT SHOW IT
Nothing is timing you. Go back and run the practice again on something real, then come back to this page. A checkpoint you passed on description is a checkpoint you did not pass.
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NOTES
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PART TWO  ·  PRACTICE 4
Take Responsibility
Fault, ownership, and control.
Ownership Sort
WHAT I OWN
 
 
WHAT I INFLUENCE
 
 
WHAT BELONGS TO SOMEONE ELSE
 
 
WHAT IS OUTSIDE ANYONE’S CONTROL HERE
 
 
The two moves
ACTION I WILL TAKE THIS WEEK ON WHAT IS MINE
 
 
THE THING I WILL STOP CARRYING — AND WHO I WILL TELL
 
 
WHAT HAPPENED WHEN I TOLD THEM
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PART TWO  ·  PRACTICE 5
Exercise Judgment
Sort the decision. Place it.
Judgment Diagnostic
THE DECISION
 
 
WHAT I KNOW — AND HOW I KNOW IT
 
 
WHAT I AM ASSUMING
 
 
WHAT MATTERS MOST HERE
 
 
THE TRADEOFFS
 
 
COST OF ACTING
 
COST OF WAITING
 
REVERSIBLE OR IRREVERSIBLE
 
WHOSE CALL IS IT, ACTUALLY
 
MY DECISION MOVE — DECIDE, RECOMMEND, ESCALATE, OR NAME THE MISSING FACT
 
 
Pre-mortem
It is six months out and this failed. Why?
WHY IT FAILED
 
 
COULD I HAVE KNOWN NOW
 
 
WHAT I WILL CHANGE TODAY
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PART TWO  ·  PRACTICE 6
Create Direction & Alignment
Make the destination transferable.
Direction Brief
Write it from memory first. Whatever you cannot fill in without checking is the part that has been living only in your head.
WHERE WE ARE GOING
 
 
WHY IT MATTERS
 
 
WHAT SUCCESS LOOKS LIKE
 
 
WHAT IS NOT CHANGING
 
 
WHAT THEY CAN DECIDE WITHOUT ME
 
 
The back-brief
Hand it over and ask them to explain it back in their own words. Not to agree with it. To repeat it.
WHAT CAME BACK
 
 
 
THE GAP
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PART TWO  ·  PRACTICE 7
Make It Move
Find the blockage. Unstick it.
Stall Audit
List what is in motion. For each one, name what it is genuinely waiting on. “Time” is not an answer.
1.  WHAT IS STALLED
 
     WHAT IT IS ACTUALLY WAITING ON
 
     WHO CAN RELEASE IT
 
2.  WHAT IS STALLED
 
     WHAT IT IS ACTUALLY WAITING ON
 
     WHO CAN RELEASE IT
 
3.  WHAT IS STALLED
 
     WHAT IT IS ACTUALLY WAITING ON
 
     WHO CAN RELEASE IT
 
The smallest move that is still real
THE BLOCKAGE THAT MATTERED MOST
 
 
THE DECISION I MADE OR FORCED
 
 
WHAT CHANGED POSITION BECAUSE OF IT
 
 
WHAT I WAS AVOIDING BY STAYING BUSY ELSEWHERE
 
 
Module I  ·  Part Two  ·  Practice 7	● ● ● ● ● ● ● ○ ○ ○

J.W. WALKER	jeremywalker.us   ·   2
CHECKPOINT 2
Before you go further.
Bring the decision you diagnosed, the direction you wrote and what came back, and the thing that moved.
WHAT I BROUGHT
 
 
WHICH OF IT ACTUALLY CHANGED SOMETHING
 
 
 
WHERE I AM STILL THE THING WORK WAITS ON
 
 
 
WHAT I HAVE BEEN AVOIDING THAT THEY CAN SEE
 
 
	
	IF YOU CANNOT SHOW IT
Go back and run the practice again on something real. Part Three asks what other people can do differently because of you, and that question has no answer if nothing moved here.
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NOTES
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PART THREE  ·  PRACTICE 8
Lead Through People
Ask to find out, not to persuade.
The conversation
One conversation where you already know what you would do. You may not offer your answer until they have offered theirs.
WHAT I LEARNED THAT I DID NOT KNOW GOING IN
 
 
 
THE MOMENT I MOST WANTED TO TAKE OVER
 
 
WHAT THEY LEFT WITH THAT THEY OWN
 
 
DID THEY LEAVE CLEARER, OR MORE DEPENDENT ON ME
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PART THREE  ·  PRACTICE 9
Build Trust, Standards & Accountability
Expectations that can be kept.
THE EXPECTATION, IN ONE SENTENCE SOMEONE COULD ACTUALLY MEET
 
 
WHO NEEDS TO HEAR IT
 
WHAT I HAVE BEEN TOLERATING THAT CONTRADICTS IT
 
 
Situation, Behavior, Impact
SITUATION
 
BEHAVIOR
 
IMPACT
 
WHAT I WILL DO THE NEXT TIME IT IS NOT MET
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THE LINE
Know your lines.
The standards you will not trade for a result, written down before the pressure arrives.
MY LINES
 
 
 
WHERE MINE GET TESTED
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PART THREE  ·  PRACTICE 10
Build Capacity Around You
Leave them stronger.
What I transferred
THE DECISION OR CAPABILITY THAT USED TO ROUTE THROUGH ME
 
 
WHAT I HAD TO TEACH BEFORE OWNERSHIP COULD MOVE
 
 
WHAT THEY NOW DECIDE WITHOUT ME
 
 
WHAT CHANGED IN THEIR BEHAVIOR BECAUSE OF IT
 
 
Rewrite your definition
Go back to the working definition you wrote in Practice 1. Write it again, now.
MY DEFINITION OF LEADERSHIP, REWRITTEN
 
 
 
WHAT CHANGED — OR WHAT HELD, AND WHY
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CHECKPOINT 3
The last report.
You are not asking whether you are on track. You are asking what changed in you, and whether anyone else can see it.
WHERE THE RESPONSIBILITY ACTUALLY ENDED UP
 
 
ONE PERSON WHO IS MORE CAPABLE BECAUSE OF HOW I OPERATED
 
 
WHAT THEY SAID IS DIFFERENT ABOUT HOW I OPERATE — AND THE EVIDENCE THEY USED
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NOTES
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BASELINE
Score yourself again.
Score the same nine items without looking at your first answers. Then put them side by side. Ask the person holding you accountable to score you on the same nine — where their number is lower than yours is the most useful information in this program.
	#
	Test
	The question
	Score 1–5

	1
	Reality
	I see what is actually happening, not what protects my ego.
	 

	2
	Responsibility
	I own what is mine without trying to own everything.
	 

	3
	Judgment
	I separate facts, assumptions, and tradeoffs before I act.
	 

	4
	Direction
	People around me understand where we are going and what success looks like.
	 

	5
	Movement
	Something that matters is actually moving.
	 

	6
	Ownership
	People are thinking and acting, not waiting for me.
	 

	7
	Trust & Standards
	My behavior, expectations, and accountability tell the same story.
	 

	8
	Integrity
	I pursue the result in a way I am willing to defend.
	 

	9
	Capacity
	My involvement is making other people stronger and more capable.
	 


WHERE THE NUMBER MOVED — AND THE EVIDENCE BEHIND IT
 
 
 
WHERE IT DID NOT MOVE — AND WHETHER I ACTUALLY RAN THE PRACTICE
 
 
 
THE ONE ITEM THAT WOULD CHANGE THE MOST OVER THE NEXT YEAR
 
 
A number that moved without evidence behind it is not improvement. It is familiarity with the vocabulary.
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