
The way we think has a big effect on how we feel ,  and therefore on how wel l  we lead. 

I f  you th ink about something in a posit ive l ight ,  you wi l l  l i ke ly  feel  more posit ive about i t .
On the other hand,  i f  you th ink about something from a negative v iewpoint ,  regardless of
whether that thought is  backed by evidence,  you wi l l  probably feel  more negative.  

Cognit ive restructur ing helps ident i fy  and chal lenge negative and i r rat ional  thoughts
relat ing to you as a leader.  

In  th is  exercise,  you wi l l  learn to replace automatic thoughts with more accurate and
helpful  ways of th ink ing that represent the real i ty  of  a s i tuat ion.

Step 1 :  Identify automatic unhelpful  thoughts

The f i rst  step of cognit ive restructur ing is  to ident i fy  unhelpful  thoughts that are l imit ing
your leadership in some way.  Using the space below, wr i te down the negative thoughts
you are having.

Unhelpful  thoughts that are l imit ing my leadership effect iveness:

What ci rcumstances led to these thoughts? 
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Step 2:  Evaluate automatic thoughts

You wi l l  now evaluate the accuracy of the thoughts descr ibed in step 1 .  Th is  step
involves gather ing evidence for  and against  the accuracy of these thoughts so that you
can assess whether they are real ist ic.  Take some t ime to th ink about the fol lowing
quest ions and wr i te your responses in the space provided.

How do you feel  when you have these thoughts?

What evidence do you have to support  these thoughts?

You wi l l  now take a step back and gather ev idence against  these thoughts.  I t  i s  not
enough to ident i fy  unhelpful ,  negative thoughts;  you must also chal lenge their
accuracy.  

When we have these k inds of unhelpful  thoughts ,  i t  can be diff icult  to th ink of  why they
might not be true.  However ,  by chal lenging these k inds of thoughts ,  you can explore the
real i ty  of  any s i tuat ion and learn not to assume that every thought you have is  a fact.

Using the space below, take some t ime to th ink about and l is t  as much factual  ev idence
against  these thoughts as poss ible.  Remember,  th is  step is  about hard facts and not
about how you feel  -  emotions are not ev idence. To help you th ink more clear ly  about
the evidence against  these thoughts ,  a select ion of prompts and quest ions can be
found in Appendix A.

So,  what ev idence do you have to suggest these thoughts may not be true?
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Looking at the evidence above,  to what extent are your thoughts based on emotions
rather than on hard facts? 

Use the scale below to indicate from 1  (my thoughts are ent i re ly  based on emotions)  -
10 (my thoughts are based ent i re ly  on facts) .

1  2  3  4  5  6  7  8  9  1 0
(Based on emotions)                                                         (Based on facts)

Now that you have col lected al l  the evidence,  you can judge your thoughts more
accurately  and rat ional ly .

On a scale of 1  (not accurate at al l )  -  10 (very accurate) ,  how accurate would you say
these thoughts are?

1  2  3  4  5  6  7  8  9  1 0
(Not accurate at al l )                                                                 (Very accurate)

Step 3:  Substitute with fair ,  rational ,  and balanced thoughts

You wi l l  now think about the evidence gathered in the previous step and use th is  to
create a more helpful ,  balanced,  and accurate subst i tut ion for  the thoughts detai led in
Step 1 .

 For  example,  imagine you f ind yourself  st ruggl ing with team culture,  and yet al l  your
col leagues seem to be nai l ing th is .  You might th ink ,  “ I  am not a great leader ,  my team
culture is  toxic and negative.”

After  weighing the evidence for  and against  th is  thought ,  you can create a more
real ist ic and helpful  subst i tut ion l ike,  “Each team is  different.  And every team goes
through cycles.  I  am learning to bui ld the k ind of team culture that I  aspire to.”  

Consider ing the evidence,  a more helpful  and accurate thought would be:

How does th is  more balanced and real ist ic thought make you feel?
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Step 4:  Ref lect ion Quest ions

•  What was i t  l i ke to complete th is  exercise?
•  What did you f ind most rewarding about th is  exercise?
•  What did you f ind most chal lenging about th is  exercise?
•  In  what ways has th is  exercise changed how you th ink about negative and automatic
thoughts?
•  What is  the most valuable ins ight you have gained from this  exercise?
•  When you automatical ly  bel ieve negative thoughts ,  what is  the cost  to you emotional ly
•  How does i t  feel  to know that your automatic thoughts do not necessar i ly  represent
real i ty?
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Appendix A:  Questions and prompts to assess the evidence for and
against automatic thoughts

I s  th is  thought based on facts or  your feel ings?
Do you th ink th is  way out of  habit?
In what ways might th is  thought be an exaggerat ion of what is  happening?
It  may help consider other people’s  perspect ives.  What would a fr iend say to you i f
he/she knew you were having these thoughts? What evidence might he/she point  to
that would suggest these thoughts were not accurate?
What would you say to a f r iend or  loved one who thought th is  way?
How might other people interpret the s i tuat ion? How might they th ink different ly?
Is  i t  helpful  in  any way for  you to th ink l ike th is?
Are you v iewing the s i tuat ion as black and white when,  in  real i ty ,  i t  i s  more
compl icated?
Are these thoughts about something that you can control  to some degree? I f  not ,  i s
there any point  to th ink ing l ike th is? I f  th is  is  something you can control ,  what steps
can you take to improve th ings?
Even i f  th is  thought is  accurate,  what is  the worst  that could happen? Is  th is  outcome
that bad? How could you respond i f  the worst  happened?


