
O N E

Sometimes it starts
with a question.

An ordinary meeting. An ordinary question.
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T W O

What drives the behavior?

Curiosity Responsibility

Learning Discernment

Excellence Clarity

N O T  V I S I B L E  F R O M  T H E  O U T S I D E
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T H R E E

Afterward, the room
makes sense of it.

"They ask a lot of questions."

"They notice everything."

"They challenge things."
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F O U R

Behavior becomes
interpretation.

Asks questions → Challenging

Identifies gaps → Critical

Seeks clarity → Difficult
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F I V E

Interpretation
becomes reputation.

Difficult

Intense

Critical

Challenging

The labels arrive before the person speaks.
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S I X

And reputation shapes
what we see next.

An ordinary
question
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Heard as
a challenge

W H AT  W A S  R E C E I V E D
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S E V E N

Development requires
conversation, not
characterization.

Behavior Context Impact Conversation
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Are we responding to
what someone actually
did — or to the story
we have developed
about why they did it?

T A L K  W I T H  P E O P L E ,  N O T  O N L Y  A B O U T  P E O P L E .
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W H A T  P R O M P T E D  T H I S  Q U E S T I O N

Research on excellencism
and perfectionism prompted
it — it did not study it.

That research suggests similar high-striving behaviors can involve different underlying

psychological needs and motivations.

It did not study workplace reputation, labeling, bias, or organizational conflict. The cycle on the

previous cards is a question the research raised — not a finding it reported.

If behavior does not automatically reveal motivation, how careful should leaders be when

assigning meaning to someone else's behavior?
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