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The Enneagram and
Leadership

How your Enneatype can Guide
your Leadership Growth
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Welcome to the Enneagram and Leadership Workbook! © ') N A H I D

Please watch the companion video as you work through this book, and then | / COACHING & MENTORING
do the exercises in the sections that map to the enneagram numbers that you
most resonate with.

Keep in mind that we all have all the enneagram numbers inside us. One or 9
two generally show up more strongly than others, but you may have already '
learned to compensate for the liabilities of your number and you may even
find yourself engaged in the opposite behavior patterns that are typical for

your type!

To use this as a leadership development tool, all nine behavior patterns show

up in leadership as both strengths and liabilities. Choose one or two things to 7
practice to uplevel your leadership, regardless of which enneagram type they

connect to.

To use this book for deeper self -devel opment work, pay atte

journeye of your top number. I f it resonat ; ow f &
journey you are and consider your next step. If you find yourself surprised or \

resistant to what is written, you may want to jump on the internet to find 6 \

more in -depth write ups about your number, which could provide some deep

Il nsi ght s. But i f not, donét worry. Ul ti mately pm T what tf
say, 1 tés up to YOLulnneatyped,iarsdche purney offiguing it 5 -

outis initselfa journey of growth.

Enjoy!



COACHING & MENTORING

Applying the Enneagram to Leadership ‘)’NAHID

A Overview of Enneagram
A Tour of the Enneatypes , triad by triad

What are the basic drives and fears of each
type?

What are the natural leadership strengths that
align with each type?

What are the corresponding leadership
liabilities that align with each type?

How might others experience each type of
leader?

What are some tips and practices that allow
you to optimize the strengths while mitigating
the liabilities of each type?

A A professional development exercise for each

| A Summary of the Journeys of each

type

o Po Do Do Do




Nine Enneatypes

A Each type maps out a
unique path to personal
growth.

A This is a deep tool, that
can take you down to the
core issue or inner conflict
that your life revolves
around.

A Your leadership style and
level of effectiveness is
based partly on your type,
and on how much vy«
worked through the core
journey of your type.




/ Self Esteem

Love and Belonging

Physiological

Autonomy
(Anger)

Acceptance
(Shame)
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Masl|l owés HiIi er ar

A

A

Everything we do is about
getting our needs  met.

Every negative behavior
pattern comes from
believing our needs cannot
be met or that they are
threatened in some way.

Our entire survival belief

system is built around

learning how to get our

needs met when
cresourcese are s
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‘ Anger

(Desperately

V4 V[q

(Desperately
needs
acceptance)

(Desperately
needs safety)

/ COACHING & MENTORING

Core Emotion Triads

A
A
A

Fear triad believes safety is scarce .
Shame triad believes acceptance is scarce .
Anger triad believes autonomy is scarce .

We all need safety, acceptance AND
autonomy, and so we will discover pieces of
all the enneatypes within us.

But one enneatype typically aligns with the
needs we had the hardest time getting met
when young, and the strategies we developed
to get our needs met over time.
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Coping Triads

A Three types experience
their unmet need  directly
and deal with it head on.

A Three types completely
suppress their unmet need
and are unaware of it.

A Three types are  conflicted
and experience a kind of
cpusphul |l e 1 nsi de.



Energy Triads

A

Three types have strong,
assertive energy and go
after what they want
directly .

Three types have
withdrawn energy and
retreat into themselves to
get what they want .

Three types have
responsive energy and
attune to others to get
what they want .
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Your unique combination of
traits and characteristics
influence the beliefs,
challenges, and coping
strategies that shape your
personality and growth
journey.



The Fear Triad

Enthusiast/
Epicure 7

Observer/
Thinker 5
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COACHING & MENTORING

Each type has a specific name
and life journey. We will go
through these triad by triad.

In each triad we will start with
the number that experiences
the core emotion directly,
then move to the number that
completely suppresses the
emotion, and finally to the
number that experiences

emotional conflict.
10



The LoyallstQuestlonner

y 5/
A ,

Core Unmet Need: Safety
Core Driving Emotion: Fear
Experiences Fear Directly
Attunes to others through
responsive energy

The journey of the six involves learning

to trust that they will be okay despite the
danger in the world.

On their journey they tend to seek
protection by joining or forming strong
communities; at the same time they are
suspicious and question the motives of
others. They will often build courage by
testing their limits and taking on big

scary things.




Enneagram Six at
Work

A Radar is always tuned to
potential dangers

A May be the one on the
team who always sees
the pitfalls and problems

A It may seem like they are
throwing up obstacles so
the team caneét




Enneagram Six
Leaders

A The best leader in any
type of danger

A Will see it first
A Will know how to get

people to safety

A Tends to be risk -adverse
A Slow to make decisions
A Slow to drive change

A May spend too much time
worrying about low
probability scenarios
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Learn to take Calculated Risks. Instead of eliminating
ALL risk, eliminate the highest potential risk.

Develop systems and processes you can trust to
handle the risks you canét p
Use the 90/10 rule to identify the 10% of risk that will
yield 90% of the negative consequences.

Example: Have ethical guidelines for how you do
business, and liability insurance just in case something
goes awry.

Example: Move forward on a project with a
reasonable chance of success and a plan for what

youéll do i f 1t fails
Continue to work on building trust in your relationship — ‘
with yourself. ¢cThis is how I "h&ndl e ba
t hat happen. e

14



Professional Development Exercise:

Worst-Case Scenario Preparation

Instructions:  Write down your worries, prioritize them, and develop a plan for
how you will handle the worst  -case scenario. This should reduce your feelings of
fear and increase your trust in your ability to handle whatever comes your way.

How

Worried? Worst that can Happen How | will Handle it
(1-10)




Worst-Case Scenario Preparation

How
Worries Worried? Worst that can Happen How | will Handle it
(1-10)




Worst-Case Scenario Preparation

How
Worries Worried? Worst that can Happen How | will Handle it
(1-10)
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The Enthu5|est/Ep|cure

A Core Unmet Need Safety
A Core Driving Emotion: Fear
A

A

Suppresses fear and i
Assertive energy going after what
they want

The fear of the seven shows up as
restlessness. They chase happy emotions
and positive experiences. Sevens tend to
to create fun wherever they go, mutli -
task a lot, and will admit to FOMO.

Being still and present is extremely
challenging.

The journey of the seven involves
learning to sit still and experience one
full moment at a time, even if the

moment contains negative emotions.



Enneagram
Seven at Work

A Charismatic, Fun
A Has great ideas

A Multi-taskers - often with too
many balls in the air and may
miss deadlines or make
mistakes going too fast

A Sometimes it doesn’t seem
like they are truly paying
attention to you

A FOMO




Enneagram ll'.lllll‘ll

Seven Leaders | . £ A -

Fun Team Activities
High energy - lots of action
Visionary - lots of ideas

Chaotic - changes the plan a
lot

No time to execute fully
before the next change

Hard to pin down for 1-1 time

o Do Do Po Do Do Do

May not feel they are fully
present with you
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Learn to focus on one project or initiative at a time, or

at least provide the time and space for others to

complete one thing well.

Keep an c¢cidea booke where yo
ideas and work through them without overwhelming

ot her s. | nosétehaidn kofofg | deas t
come out of the book as c¢not

Set a timer and give tasks 15 minutes of focus before
moving onto the next.

Mindful Moments: Allow yourself to fully experience
moments of boredom, anxiety, fear, sadness and
notice that they wash over you.

Practice focusing 100% on the person or conversation
at hand.

Have shorter but more focused meetings.

21



Professional Development Exercise: Joyful

Moments Log

Instructions:  Each day practice being completely present just doing one task or paying
attention to one person for 30 seconds or a minute at a time. Then compare your multi -
tasking moments with your present moments to tune into what brings you most joy.

Fully Present or Multi What was the Key to your Joy in this
el IomEn s e tasking? Experience?
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) The Observer/Thmker

A Core Unmet Need: Safety

A Core Driving Emotion: Fear

A Inner conflict: Other people tend to be overwhelming
they often want to engage but are not sure how without
being swallowed up in the demands of others
Withdrawn energy: escapes into head

o

The five tends to intellectualize their need for safety and

hide in their inner world, choosing to become an expert or
deeply knowledgeable, usually in one specific area. The
worl d of this ¢nicheeée becomes
because they tend to know more than most people about it.
They can come across as standoffish, arrogant and aloof.

The journey of the five is to learn to trust that people will
respect their boundaries and need for space, which makes it
safer to come out and share more of themselves.



Enneagram Five
at Work

A Quiet and Introverted

A Can seem distant or
Intellectually arrogant

A Incredible depth of
knowledge, usually in one
area of expertise

A Excellent teacher




Enneagram Five
Leaders

A Excellent teachers & can
uplevel the knowled%e
and skills of their eams

A May be absent or
disconnected from team
for long periods of  time

A Ma not notice the
][o le issues that
rouble their teams,
which might lead to
disengagement or
turnover
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COACHING & MENTORING

A Set aside time for yourself to focus with no
Il nterruptions, so that Ikaveuo donet
fight for it. |
A Create a systemized way to reach out to people
proactively and check i n on
This can be in any format: teaching sessions, 1 -1
mentoring sessions, blocks of time set aside for
coffice hourse, but i1t shoul
peopleés needs to |l earn from
you, and receive support from you when they need it.
Capitalize on ways to communicate and connect with
people that arenét draining f
you like to write, write an email /letter to your team
once per week with updates on your thoughts or
performance indicators so they feel connected to you.

26
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Professional Development Exercise: ©\e) N A H I D
Contained Connection System AT I LT
Instructions:  Draw a calendar, similar to the one below, where you carve out time to focus on
work with no interruptions. Then sandwich each of those
During reach out time, proactively check in with your team, peers and / or boss to see how
they are doing and if they need anything from you. Al so

next. This will result in fewer surprise interruptions, and a more productive work team. You
can also get creative and include teaching times or office hours times as well as 1

Reach out Meetings

Focus Time Meetings
Reach out
Focus Time

Reach out Reach out

27
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Professional Development Exercise: *\ N A H I D

Contained Connection System

COACHING & MENTORING

Your calendar:

28



The Shame Triad

Shame

Individualist/
Romantic

&

2 Giver /
=

) Helper
i

Achiever /
Performer
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COACHING & MENTORING

Each type has a specific name
and life journey. We will go
through these triad by triad.

In each triad we will start with
the number that experiences
the core emotion directly,
then move to the number that
completely suppresses the
emotion, and finally to the
number that experiences
emotional conflict.

29



[ BB et TRy .
J The Indmduahst / Romantlc

A Core Unmet Need Acceptance /
Love

A Core Driving Emotion: Shame

A Experiences Shame Directly

A Withdrawn energy & escapes into
inner world.

The four feels shame directly at not
cbeing enoughe to be
understood, loved, and cherished by

others. They keep searching within to

find something special or significant that

will make them worthy of positive regard.
They can experience intense emotional
highs and lows related to connection.

The journey of the four involves learning
to accept and cherish their beautifully
unique albeit often  oridinary self.




Enneagram Four
at Work

A Can be compelling and
Inspiring
A Often very creative in

their work, which may or
may not be in the arts

A Can show up as moody

A Relationships can feel
like an emotional
rollercoaster




Enneagram Four
Leaders

A Can be inspiring in a creative
and collaborative
environment

A Especially adept at seeing
uniqueness and forming
close bonds with individual
team members

A Can be unpredictable and
disappear for periods of
time, leaving the team
feeling abandoned
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A Remember that your emotions are
contagious. When you express your
positive emotions people can be inspired,;
when you express your negative emotions,
people can get really drained and shut
down to protect themselves.

Find ways to ask for what you need without
conveying blame for what
automatically been given.

When you notice yourself starting to spiral

into feeling sorry for yourself, practice

flooding yourself with empathy, acceptance

and love as you are. Once your connection

with yourself has been strengthened, you

will receive more support from others.

33
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Professional Development Exercise: “\) N A H I

Spiritual Connection

COACHING & MENTOR

D

ING

Instructions: Sometimes, especially for fours, there is a need to feel connection to something far more vast than another

person. This can be God or nature or even something like art or music or a pet. Find something that is meaningful to you
a and give yourself permission to try a few different things as you go through this connection exercise.

At least once per week, set aside time to completely immerse yourself and connect with this special thing. This practice
can be something like having your own day each week that you go to the beach or on a hike or horseback riding. It could
be going to a place of worship and connecting deeply with the tenants of your spiritual beliefs. It could be losing
yourself for hours in art or music or writing.

The idea is to get you connected to a higher power on a regular basis and help you feel the pure joy of being a part of
something bigger than yourself where your sense of g¢youe or
short while, and you experience the true joy and strong connection that goes along with insignificance.

After these weekly immersions, spend some time journaling about the experience.

What this exercise does for you in a work environment is help you become less triggered when others ignore you or let
you down, and more engaged with people in a positive and inspiring way.

34
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Professional Development Exercise:

Spiritual Connection

Journal some examples:

How does doing this Impact
How did it Feel? me in the other areas of my
life?

What Immersive Experience

did | Try?




Professional Development Exercise:

Spiritual Connection

Journal some examples:

How does doing this Impact
How did it Feel? me in the other areas of my
life?

What Immersive Experience

did | Try?
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) The Achlever/ Performer

/
/ A Core Unmet Need Acceptance / Love s
A Core Driving Emotion: Shame ;/\f'“‘\ \
A Suppresses Shame and does not Experience :]« TN :
|t 1\, SN —{‘ 3N
A Assertive energy & goes directly after what “\ j
they want

The three wants to be valued and seen as a tha ‘
success. They quickly |l earn thlat

the parte through dress and"-ta"angi;‘
They tend not to discuss or dwell in feelings, but 3 |
in quiet moments they often feel lost or empty

The journey of the three involves learning to let W &
go of ¢the personae of ‘
and accept their true selves, embracing messy |
inner emotions such as insecurity, and fear of
being seen as worthless. Then others become
more genuinely connected to them.



Enneagram
Three at Work

A Generally shows up
well -dressed and put

together

A Is extremely goal
oriented and manages
to accomplish a lot

A Can seem to care more
about c¢the | ooke

the reality of the
situation




Enneagram
Three Leaders

A Will be very clear with team on
goals and steps to achieve results

A May send the message that failure
IS not an option, causing team
members to point fingers or hide

mistakes

A May see burnout or turnover on
team with no obvious explanation a
usually i1 tés becaus
donét f eel seen or
they are, only for what they can
produce
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COACHING & MENTORING

A Keep in mind that whil

drive people towards results and not spend

a |l ot of time in the c¢fl
people who feel connected to you and have

an emotional connection to the results will

actually achieve  more.

With that in mind try to connect with

people personally and show your team

more of yourself.

Create a safe environment
and learn from mistakes. This way people

will be more honest about what they are

struggling with, which will enable you to

work through obstacles more quickly and

achieve more.

40



Professional Development Exercise:

The Struggles of People | Admire

Instructions : Make a list of people you truly admire. Think about each person and write down

somet hing

y o u

know theyéve struggl ed

struggle or flaw changes your opinion of them?

Names of People | Admire

What is something they
struggle with?

with or a f|l aw

How does their struggle

t hat

change your opinion of them?

t
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) The leer / Helper

A Core Unmet Need Acceptance / Love

A Core Driving Emotion: Shame

A Inner Conflict: Need relationships but give
up their needs to be in relationships.

A Attunes to others through Responsive

Energy

The two feels shame if
orderto be liked they believe they must meet the
needs of others, but this becomes exhausting
because there is never enough reassurance that
theyéve done enough, and
they get much back.

The journey of the two involves learning to give ;
to themsel ves. cTakinge- s
indulgent to them, but when they learn to flood
themselves with love and caring they get the rest
and support they need, and their relationships
with others also become more genuine and
balanced.



Enneagram Two
at Work

Often works long hours and
says yes to more than they
have time for

A Can feel unappreciated for
all they give and resentful if
ot hers who donét s
work as hard get promoted
faster

A Is generally a wonderful
friend, a great listener, and
has good relationships with
everyone on the team




Enneagram Two
Leaders

A Great mentors, teachers, and
supporters of their team. Usually
are quite beloved by their team

A May not give direct performance
feedback for fear of hurting a team
member és feelings, | ea
without the clarity to improve

A Often will take on extra work
instead of delegating to team
members in an effortto  not
overwork them. But their own
burnout then backfires as they
struggle to achieve  results

|
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COACHING & MENTO

Keep in mind that when you give too much to
others you take away their chance to grow into
their best selves.

Delegate to others and allow them to
experience overwhelm or frustration. Give

them space to work through it. You can still

be there to support them as they rise to the

challenge.

Learn to set boundaries and give yourself the

time, rest, and joyful moments that you need.
Understand that others wonet

just because they notice how hard you work.
Flood yourself with all the things you need in
relationships: empathy, acceptance, love, and
especially caring. Just like the oxygen mask
on the plane & the more you give to yourself
the more capacity you have to truly help
others.




Professional Development Exercise:

Extreme Self-Care

Instructions:: Every day challenge yourself to do something completely for yourself with no guilt. This
could actually be doing nothing, or NOT doing something you feel others might want you to do. Flood
yourself with love and empathy in your relationships with yourself. Then take note of any changes.

What | did to care for, What | noticed about my en ergy level

appreciate, or indulge myself AT I and happiness as a result?
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)
Leader/ 8)
Challenger

Each type has a specific name and life journey. We will go through these
triad by triad.

In each triad we will start with the number that experiences the core emotion
directly, then move to the number that completely suppresses the emotion,
and finally to the number that experiences emotional conflict.

a7
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) The Leader / Challenger
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A Core Unmet Need: Autonomy/Personal Power
A Core Driving Emotion: Anger

A Experiences Anger Directly

A Assertive Energy: Expresses anger directly to
get needs met

Eights will not allow others to get the better of them

and will directly take on or take down anyone who
seems like a threat. They will often misperceive the
actions of others as malicious and come across as
defensive or as a bully. They love to debate and
tend to disrespect peopl e
them.

The journey of the eight involves discovering that it
can be much more powerful to give others grace and
connect authentically than to force people to give
them the upper hand. They can experience that a

¢ wi-wmi n é& actaally be MORE of a win for both
parties than a win / lose.



Enneagram
Eight at Work

A Highly competent. Tends to
naturally take charge in
group situations

A Can feel intimidating and
people may be afraid to get
on the eigshe és bad

A Will often speak up and
assert their position on an
Issue, and then get
exasperated when others
d o n éespond with their
own opinions




Enneagram
Elght Leaders

Eights love to compete and win, and can
inspire the team to go after and achieve
ambitious results

They protect their own, which can
someti mes | eathegpeamewea
and create silos

An eight has no problem giving -
performance feedback or calling people

out in front of others. But sometimes

they make negative feedback personal,

which can leave others reeling

An eight might get accused of emotional
abuse, especially if they are female,
because their loud and assertive stand
taking can be perceived as yelling
|
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COACHING & MENTORING

A Keep in mind that true power is not about
taking people down and feeling good when
otherslose at hat és just bullyilng.
lifts everyone up and guides those who
struggle to improve.
When others engage in behavior that makes
you believe they donét car
malicious motives, acknowledge that your
brain may be playing tricks on you and extend
the benefit of the doubt. Try to learn what
their true intenion is and reserve judgment
until you fully understand their position.
Embrace the bravery behind vulnerability.
Build trust with others by sharing more of
yourself and learning more about them.
Notice how much more loyalty that inspires
from those you lead and work with.

51



Professional Development Exercise:

The Power of Grace

Instructions : Choose one person who gets under your skin or you feel suspicious of or competitive with.
Plan for 20 interactions with them over the course of a short period of time (a month or two at most)

where you make it your mission to understand where they are coming from whether you agree with it or

not. After the 20 interactions, decide if you want to continue getting to know this person or not.

Names of People | How my perception of them changed (or

interacted with

What | learned about them di dnét change) and w
moving forward related to this person
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og// A Core Unmet Need: Autonomy/Personal Power
A Core Driving Emotion: Anger

A Suppresses Anger and does not Experience it

A Withdrawn Energy: Escapes into inner world.

Nines want to experience harmony and withdraw from
anything uncomfortabl e, I ncl udi
themsel ves a voice because theyé
interests up in the service of everyone getting along. Because
they donét allow themselves a
passive aggression.  Often , with a very sweet or kind
demeanor , they will make it difficult to move forward on a
project or not address an issue.

The journey of the nine involves discovering their opinion and
then learning that expressing it can actually increase the
positivity in a group, kind of like how adding another note to

a chord can make it richer. Sometimes the hardest thing for a
nine is to even know what they want, so asking themselves

that question can be key to growth.



Enneagram Nine
at Work

A Accommodating and
agreeable

A Excellent listener

A Often will not share an
opinion or address an
Issue, which leaves others
frustrated

A Can procrastinate,
especially when it comes
to difficult  conversations




Enneagram Nine
Leaders

A

Loves getting the team together
for an offsite or team building
event

Can get overwhelmed quickly if
team members bring complaints
or are having trouble getting
along

Might not provide clear direction,
make firm decisions or
immediately address issues
which can leave team members
confused
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A Keep in mind that your opinion matters,
so Iités Iimportant to do the worKk
your own inner clarity and learn to '
express that clarity to others.

When you find yourself procrastinating,
it can help to break things into very

small steps and reward yourself for just
these steps. In the moment they may

not seem like a lot, but each time you
accomplish one small piece, you r brain
will release dopamine and the task will

start to feel more enjoyable.

56
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My Journal Of opinions COACHING & MENTORING

Instructions : One of the most important exercises for an enneagram nine is to develop more clarity

about what they really want. To this end, we ask you to
yourself what your own opinion is about a few events that
arenét sure about your opinion or i f your opinion changes.

your inner values and wisdom. The stronger this connection is, the easier it will be for you to express
yourself in work and leadership situations.

SIS o5 il th.at What are my own thoughts and opinions about each of these things?
happened today:

57
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The Perfectlomst / Reformer

A Core Unmet Need: Autonomy/Personal Power

A Core Driving Emotion: Anger

A Inner Conflict: Feels anger and frustration

when things arenét c¢right
right expressing anger directly, so it tends to

come across as contained disapproval

A Responsive Energy: Attunes to others to get

needs met.

Ones sense that the path to personal power is in
knowing and doing what is right. They judge
themselves and others, and tend to be very focused
on and frustrated by the gap between how things

are and how things should be.

The journey of the one involves letting go of
judgment and embracing flaws and imperfections as
perfect in the present. Personal power comes from
the freedom to choose to allow things to be or to
change them based on your own value system and

- what you most need,  with no guilt .




Enneagram One

a
A

t Work

Ones love order and
organization. They tend to
have neat work spaces and
streamlined processes and
systems

They can be overly attuned
to what they consider to be
proper, appropriate, or
professional , and judge
accordingly

They can spend a long time
on projects perfecting minor
details until they are past the
point of diminishing returns




Leaders

A Generally provides clear goals
and instructions

A Can sometimes get too caught
up in details or show up as a
micromanager, redoing the work
of team members

A Can come across as critical or
disapproving, which might cause
team members to give up or
disengage



