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1

When we interviewed Don Bennett for our book, he said something that we’ve never for-
gotten. Don is the first amputee to climb Mt. Rainier. That’s 14,410 feet on one leg and
two crutches.

“How did you make it to the top?” we asked Don.
“One hop at a time,” was his instant reply.
One hop at a time. One hop at a time. One hop at a time.

When you think about it, that’s how most extraordinary things are accomplished. As much
as you might desire it, you simply cannot leap to the top of a mountain. You can only get there
by taking it one step at a time—or, as in Don’s case, one hop at a time.

Yet we sometimes find ourselves simply paralyzed by the mere scale of the challenge. We
are challenged to do more with less, adapt quickly to changing circumstances, innovate on
the fly, deal with extreme uncertainty, and somehow still find time for our families and
friends. Sometimes it’s all just too overwhelming. But so is looking up to the top of that
mountain when you are at the bottom. That’s why Don would tell himself, as he looked just
one foot ahead, “Anybody can hop from here to there.” And so he did—fourteen thousand
four hundred ten times.

But Don had something else in mind when he looked up at the top of that mountain.
Despite what you might have heard about why people climb mountains, it’s not because they’re



there. When we asked Don to tell us why he wanted to be the first amputee to climb Mt.
Rainier, he told us it was because he wanted to demonstrate to other disabled people that they
were capable of doing more than they might have thought they could do. Don had aspirations
that went beyond individual glory and success. He was the one doing the climbing, but he was
not climbing just for himself. He was climbing for an entire community. He had a vision of
others doing great things.

And there’s another lesson we learned from Don that’s directly applicable to leading
others to get extraordinary things done. We asked him, “What’s the most important lesson
you learned from this climb?” Without hesitation, he said, “You can’t do it alone.”

We produced The Leadership Challenge Workbook so that you can apply to your pro-
jects the leadership lessons we have learned from Don Bennett—and from the thousands
of other leaders we have studied. This is a practical guide that is designed to help you use
The Five Practices of Exemplary Leadership®—the model of leadership derived from
more than twenty years of research—as a tool for planning and preparing for your next
climb to the summit.

The Leadership Challenge Workbook is a one-hop-at-a-time guide for leaders. It’s a tool
that asks you to reflect on each essential element of leading and to act in ways that incre-
mentally create forward momentum. It asks you to think beyond your personal agenda and
imagine how your leadership efforts engage others’ desires. And because you can’t do it
alone, it also helps you involve others in the planning and the doing.

ARE YOU LEADING AT YOUR “PERSONAL BEST”?

When we began our research, we wanted to find out what practices characterize exemplary
leadership, so we created a question that framed everything else. The question we asked every-
one we studied was, “What do you do when you're operating at what you consider to be your
“personal best”? We did not want to know what the most famous and the most senior leaders
did. We wanted to know what leaders at all levels and in all contexts did.

We asked people to tell us a story about one project they led that they considered their
Personal Best Leadership Experience—an experience that set their individual standard of
excellence. We collected thousands of stories of leaders performing at their peak, and we
looked for actions that were consistent across all the stories.

Many years—and several thousand quantitative and qualitative analyses later, we found
that there are Five Practices that define exemplary leadership.
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When operating at their best, leaders:

+  Model the Way

+ Inspire a Shared Vision
+  Challenge the Process

+  Enable Others to Act

+  Encourage the Heart

You might already be familiar with The Five Practices from our book, The Leadership
Challenge, which describes this research in detail. Or you might know The Five Practices
because you have used our 360-degree assessment instrument, Leadership Practices Inventory
(LPI) to further your development as a leader. In case the practices are new to you, we provide
a brief overview in Chapter 2 of this workbook.

Whether you are familiar with our other work or not, we ask you to keep this in mind:
When you engage in The Five Practices more frequently than you do at present, you will be
more effective. We know from our research that those who Model, Inspire, Challenge, Enable,
and Encourage more frequently are more likely to get extraordinary things done than those
who do so less frequently. Exemplary leadership, in other words, is not an accident of birth or
circumstance. It’s a result of conscious and conscientious practice.

PROJECTS PROVIDE THE CONTEXT

Projects are how we tend to organize work these days. Projects create the context for our goals,
determine with whom we work, and set our schedules. We will be more specific in Chapter 3
about what kind of project to select, but you might start thinking now about something you are
currently leading or about to lead that could benefit from the application of exemplary practices.

One important point to keep in mind is that every new project you take on provides you
with an opportunity. It’s an opportunity to do things the same way you have always done them,
or it’s an opportunity for greatness—an opportunity to achieve another personal standard of
excellence. It all depends on how you approach the challenge.

No world-class athlete ever set foot on the playing field saying to him- or herself, “Well, I
think I'll settle for performing at my average today.” The same is true of world-class leaders.
Every day is an opportunity to improve performance, and the most challenging projects are the
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ones that create the most opportunity. Your next project is your chance to create extraordinary
results for your organization and to develop your leadership capabilities. This workbook is
designed to help you plan and prepare so that you can lead at your personal best.

WHO SHOULD USE THE LEADERSHIP CHALLENGE WORKBOOK?

This workbook is designed for anyone in a leadership role. Its purpose is to help you further
your abilities to lead others to get extraordinary things done. Whether you are in the private or
public sector, an employee or a volunteer, a first-line supervisor or a senior executive, a student
or a parent, you will find that this workbook applies to you. That’s because leadership is not
about being in a formal position. It’s about action. You can grant someone the title of chief
executive, but that does not make him or her a leader. Leadership is earned.

You get to be a leader in the eyes of others because of what you do. Leadership is about hav-
ing the courage and spirit to move from whatever circumstances you are in to a place of mak-
ing a difference in the world. This workbook is designed to help anyone who has the desire to
lead and the will to make a difference. It’s for anyone who is in a role that requires mobilizing
others to want to struggle for shared aspirations.

LEADERSHIP IS EVERYONE’S BUSINESS

The next time you say to yourself, “Why don’t they do something about that?” look in the mir-
ror. Ask the person you see, “Why don’t you do something about that?” By accepting the chal-
lenge to lead, you come to realize that the only limits are those you place on yourself.

While our research has taught us many things about the practice of leadership, our inter-
action with the thousands of individuals we have studied has taught us something more
important. It’s driven home the lesson that leadership is everyone’s business. We need more
leaders today, not fewer. We need more people to accept responsibility for bringing about sig-
nificant changes in what we do and how we do it. We need more people to answer the call. The
world is in great need of your talents.

We believe that you are capable of developing yourself as a leader far more than tradition
or mythology has ever assumed possible. Simply imagine yourself standing at the base of Mt.
Rainier, and then start climbing—one hop at a time.

We wish you great joy and success on your next leadership adventure. Onward and upward!

James M. Kouzes and Barry Z. Posner
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How to Use This Workbook

The best leaders are continually learning. They see all experiences as learning experiences. But
there’s a catch. Unexamined experiences don’t produce the rich insights that come from reflec-
tion and analysis. If you want to become a better leader, you need to study your own perfor-
mance and become more conscious about the choices that you are making and how you are act-
ing on your intentions.

The purpose of The Leadership Challenge Workbook is to help you become a better leader by
applying The Five Practices of Exemplary Leadership to a project of your choice. As with the
learning of any new discipline, we will ask you to do some exercises that isolate specific skills.
This may seem a bit artificial at first, but it’s no different from any form of practice—you are
not actually in the game, but you know you are improving your capacity to play the game.

HOW THE WORKBOOK IS ORGANIZED

In Chapter 2 we’ve provided a summary of The Five Practices model that resulted from our
twenty-plus years of research. If you've read The Leadership Challenge or have used the
Leadership Practices Inventory you may not need to review the model, but it’s here if you need
a reminder. If you are not already familiar with The Five Practices, read this chapter carefully—
it provides the foundation for the work that you will be doing.



Chapter 3 offers some guidelines for choosing the right leadership project. To enable
you to focus your work, it’s essential that you select a real project to serve as the target of
your reflections, applications, and actions. In Chapters 4 through 8, you’ll apply The Five
Practices to that project. And in Chapter 9, which you’ll complete after your project is fin-
ished (or well underway), you will find questions that help you reflect on the project’s
highs and lows and on what you learned—Iessons you can then apply to your next personal
best project.

As you progress through the activities, the Workbook supports your success in three ways:

1. Reflection. We want you to think about how you approach leadership. The questions
we pose are designed to challenge your thinking and help you become more conscious
about how well you engage in each of the Practices. Contrary to myths about leader-
ship that assume you either have it or you do not, we know from our research that the
very best leaders spend time examining what they have done and are planning to do.
Call it the “mental game of leadership.” The exercises in this Workbook ask you to be
more reflective about what your experience has taught you about leadership.

2. Application. We want you to apply the practices and commitments to your project. To do
that, we provide exercises that help put The Five Practices of Exemplary Leadership to
work. In some cases you will do this application alone. In other cases, you will go out to
talk to your team members and engage them in an activity.

3. Implications. As a result of your reflections and applications, you will learn about your-
self, your team, your organization, and your project. At the end of each chapter, we ask
you to jot down the implications of what you have learned about leadership.

GUIDELINES FOR COMPLETING THE WORKBOOK

It would be ideal if you could complete the entire Workbook as a way of getting everyone ready
for the project—somewhat like a series of warm-up exercises before playing the game. On a
practical level, that may not be possible. The way you use the Workbook depends on the nature
of your project and your situation. Here are some suggestions:

If you're just starting, we recommend that you begin with Chapter 4 on Model the Way
and work your way through Chapter 8 on Encourage the Heart.
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If your project has been underway for some time, we recommend that your first step be
to read through this Workbook quickly, without completing all the activities. Then go
back and start with those worksheets that address immediate concerns. For example,
your team may have been working long hours and has not taken a break. You believe that
they need some recognition and celebration. In that case, start with Chapter 8,
Encourage the Heart. Or you may feel that conflicts have arisen because there is not con-
sensus around shared values. In that instance, begin with Chapter 4 on Model the Way.
However, make sure you address all of The Five Practices and complete all activities as
soon as you can. They are all designed to improve the way you lead.

You may find that you have already completed some of the activities that are in this
Workbook. For instance, you and your team may have spent a lot of time and have
agreed on your shared values. If you have already done something equivalent to what’s
in this Workbook, then just pause long enough to make sure you are comfortable with
what you have done and do not need to revisit it. Then move on to the next activity.

You may decide that you want to start with Chapter 7 instead of Chapter 4 because you
think the activities in that chapter are more important to your team right now. Or you
may find that some questions are richer and more useful to you than others. That’s okay
with us. Start with the practice that most needs your attention. We encourage you to pro-
ceed through this book in whatever way resonates for you.

No matter how you use the Workbook, however, we urge you not to skip over any of
the Practices.

At times you may find yourself saying, “I don’t know.” For example, we are going to ask,

“Who’s on your project team?” Your answer today may be, “I don’t know. The team members

haven’t been selected yet.” That’s a perfectly acceptable response. If you are not ready to answer a

question or complete an activity, set the Workbook aside and do what you need to do so that you

can respond or engage in action, or simply move on to the next question or activity and come

back when you are ready. What’s important is that you come back to everything that you skip.

Leadership is not a linear process! It’s like participating in a pentathlon. You can’t opt out of

any of the five events if you want to enter. You may feel that you are better prepared for some

of the events than for others, but you must still participate in all five.
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The Five Practices
of Exemplary Leadership

We’ve been conducting intensive research on leadership since 1982. During that entire time, in
selecting the people to interview and survey we have consistently chosen not to focus on
famous people in positions of power who make headlines. Instead, we’ve always wanted to
know what the vast majority of leaders do—those ordinary people who get extraordinary
things done in organizations. We have concentrated our research on people who lead project
teams, manage departments, administer schools, organize community groups, and volunteer
for student and civic organizations.

To conduct our research, we asked thousands of people, in writing and in interviews, to tell
us about their “Personal-Best Leadership Experience.” Each person was asked to select a pro-
ject, program, or significant event that represented a time he or she believed represented his or
her own “best practices” leadership experience—the one he or she personally recalled when
thinking about a peak leadership performance.

Despite the differences in people’s individual stories, the Personal-Best Leadership Experiences
that we read and listened to revealed similar patterns of action. We found that when leaders are at



their personal best, they engage in The Five Practices of Exemplary Leadership. They:

Model the Way

*+ Inspire a Shared Vision
Challenge the Process

+ Enable Others to Act

Encourage the Heart

Let’s take a brief look at each of these practices before you apply them to your project.

MODEL THE WAY

Titles are granted, but it’s your behavior that wins you respect. If you want to gain commit-
ment and achieve the highest standards, you must be a model of the behavior that you expect
of others.

To model effectively, you must first believe in something. As a leader, you are supposed to
stand up for your beliefs, so you had better have some beliefs to stand up for. The first com-
mitment you must make, then, is to find your voice by clarifying your personal values and then
expressing them in a style that is authentically your own.

Eloquent speeches about your personal values are not nearly enough. Your deeds are far
more important than your words when expressing how serious you are about what you say, and
your words and deeds must be consistent. Exemplary leaders go first. You go first by setting the
example through daily actions that demonstrate you are deeply committed to your beliefs. And
one of the actions you must take is to build consensus around shared values. You can’t impose
your values on others, no matter how hard you try or how much power you have. Unless val-
ues are shared among all those who work together, intense commitment is impossible. What
you get is simply compliance.

The personal-best projects we heard about in our research were all distinguished by relent-
less effort, steadfastness, competence, and attention to detail. We were struck by how the actions
leaders took to set the example were often simple things. Sure, leaders had operational and
strategic plans, but the actions they described were all the day-to-day things they did to prac-
tice what they preached.

You set the example by spending time with someone, by working side by side with col-
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leagues, by telling stories that make the values come alive, by being highly visible during times
of uncertainty, and by asking questions to help people to think about values and priorities.
Modeling the way is essentially about earning the right and the respect to lead through direct
individual involvement and action. People first follow the person, then the plan.

INSPIRE A SHARED VISION

When people described their Personal-Best Leadership Experiences, they told of times
when they imagined an exciting, highly attractive future for their organization. They had
visions and dreams of what could be. They had absolute and total personal belief in those
dreams, and they were confident in their abilities to make extraordinary things happen.
Every organization, every social movement, begins with a dream.

Leaders envision the future. They gaze across the horizon of time, imagining the attrac-
tive opportunities that are in store once they and their constituents arrive at the final des-
tination. Leaders have a desire to make something happen, to change how things are, to
create something that no one else has ever created before.

In some ways, leaders live their lives backward. They see pictures in their mind’s eye of
what the results will look like even before they have started their project, much as an archi-
tect draws a blueprint or an engineer builds a model. Their clear image of the future pulls
them forward. Yet a vision seen only by a leader is insufficient to create an organized move-
ment or a significant change in a company. A person with no constituents is not a leader,
and people do not follow until they accept a vision as their own. Leaders cannot command
commitment; they can only inspire it. Leaders enlist others in a common vision.

To enlist people in a vision, as a leader you must know your constituents and be able to
relate to them in ways that energize and uplift them. People must believe that their leader
understands their needs and has their interests at heart. Only through an intimate knowledge
of their dreams, hopes, aspirations, visions, and values are you able to enlist support.
Leadership is a dialogue, not a monologue.

Leaders breathe life into the hopes and dreams of others and enable them to see the excit-
ing possibilities that the future holds. Leaders forge unity of purpose by showing constituents
how the dream is for the common good. You cannot ignite the flame of passion in others if you
cannot express enthusiasm for the compelling vision of the group. You must communicate
your passion through vivid language and expressive style.

Without exception, the leaders in our study reported that they were incredibly enthusiastic
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about their personal-best projects. Their own excitement was catching; it spread from leader to
constituents. Their belief in and commitment to the vision were the sparks that ignited the
flame of inspiration.

CHALLENGE THE PROCESS

Leaders venture out. None of the individuals in our study sat idly by waiting for fate to
smile upon them. While “luck” or “being in the right place at the right time” may play a
role in the specific opportunities leaders embrace, those who lead others to greatness seek
and accept challenge.

Every single Personal-Best Leadership Experience we collected involved some kind of chal-
lenge. The challenge may have been developing an innovative new product, coming up with a
cutting-edge service, shaping a groundbreaking piece of legislation, spearheading an invigorat-
ing campaign to get adolescents to join an environmental program, leading a revolutionary
turnaround of a bureaucratic military program, or starting up a new plant or business.
Whatever the challenge, all the cases involved a change from the status quo. Not one person
claimed to have done his or her personal best by keeping things the same. All leaders Challenge
the Process.

Leaders are pioneers—people who are willing to step out into the unknown. They search for
opportunities to innovate, grow, and improve. But it’s impossible for you, or for any leader, to
be the only creator or originator of new products, services, or processes. Product and service
innovations tend to come from customers, clients, vendors, people in the labs, and people on
the front lines, while process innovations tend to come from the people doing the work. Your
primary contribution to the search for opportunities is in the recognition of good ideas, the
support of those ideas, and the willingness to challenge the system in order to get new prod-
ucts, processes, services, and systems adopted.

Leaders know well that innovation and change require them to experiment and take
risks. One way of dealing with the potential risks and failures of experimentation is to
approach change through incremental steps and small wins. Little victories when piled on
top of each other build enough confidence to meet even the biggest challenges. By building
incrementally, you strengthen commitment to the long-term future. Yet not everyone is
equally comfortable with risk and uncertainty. You also must pay attention to the capacity
of your constituents to take control of challenging situations and become fully committed

to change.
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Yet even the most prepared and skilled people never succeed at 100 percent of what they
do. This is even more true when they are taking big risks and experimenting with new,
untried concepts and methods. Risk and experimentation are always accompanied by mis-
takes and failure. The key that unlocks the door to opportunity is learning. Great leaders are
great learners. You must create a climate in which people can learn from their failures as well
as their successes.

ENABLE OTHERS TO ACT

Grand dreams do not become significant reality through the actions of a single leader.
Leadership is a team effort. After reviewing thousands of Personal-Best Experiences, we devel-
oped a simple test to detect whether someone is on the road to becoming a leader. That test is
the frequency of the use of the word we.

Exemplary leaders Enable Others to Act. They foster collaboration and build trust. This sense
of teamwork goes far beyond a few direct reports or close confidants. In today’s “virtual” orga-
nization, cooperation cannot be restricted to a small group of loyalists; it must include peers,
managers, customers and clients, suppliers, citizens—all those who have a stake in the vision.
You have to involve, in some way, everyone who must live with the results, and you must make
it possible for others to do good work.

Leaders also know that no one does his or her best when feeling weak, incompetent, or
alienated; they know that those who are expected to produce the results must feel a sense of
personal power and ownership. Leaders understand that the command-and-control tech-
niques of the Industrial Revolution no longer apply. Instead, leaders work to strengthen oth-
ers to deliver on the promises they make. You can’t hoard the power you have as a leader;
you must give it away. When you trust others and give them more discretion, more author-
ity, and more information, they are much more likely to use their energies to produce extra-
ordinary results.

In the cases we analyzed, leaders proudly discussed teamwork, trust, and empowerment as
essential elements of their efforts. A leader’s ability to Enable Others to Act is essential.
Constituents neither perform at their best nor stick around for very long if their leader makes
them weak, dependent, or alienated. When you make someone feel strong and capable—as if
he or she can do more than he or she ever thought possible—that person will give all and
exceed your own expectations. When leadership is a relationship, founded on trust and confi-
dence, people take risks, make changes, and keep organizations and movements alive.
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ENCOURAGE THE HEART

The climb to the top is arduous and long. People become exhausted, frustrated, and disen-
chanted. They are often tempted to give up. Leaders Encourage the Heart of their constituents
to carry on. Genuine acts of caring uplift the spirits and draw people forward.

Encouragement can come from dramatic gestures or simple actions. It’s part of the leader’s
job to recognize contributions by showing appreciation for individual excellence. In the cases we
collected, there were thousands of examples of individual recognition. We’ve heard and seen
everything, including marching bands, costumed skits, “This Is Your Life” imitations, as well as
T-shirts, note cards, personal thank-you’s, and a host of other awards.

Leaders also celebrate the values and victories. Celebrations are not about fun and games,
although there is a lot of fun and there are a lot of games when you Encourage the Hearts of
your constituents. Neither are they about pretentious ceremonies designed to create a phony
sense of camaraderie. When people observe a charlatan making noisy affectations, they turn
away in disgust. Encouragement is curiously serious business. It’s how leaders visibly and
behaviorally link rewards with performance.

When striving to raise quality, recover from disaster, start up a new service, or make dra-
matic change of any kind, leaders make sure people see the benefit of behavior that’s aligned
with cherished values. And leaders also know that celebrations and rituals, when done with
authenticity and from the heart, build a strong sense of collective identity and community spir-
it that can carry a group through extraordinary tough times.

THE FIVE PRACTICES AND TEN COMMITMENTS OF LEADERSHIP

Embedded in The Five Practices of Exemplary Leadership are behaviors that can serve as the
basis for learning to lead. We call these The Ten Commitments of Leadership. The Five
Practices and The Ten Commitments serve as the structure for this Workbook, and as the
foundation that supports the activities in this Workbook. We’ll apply them to your project in
the chapters that follow.

Take a look at the following page for a summary of The Five Practices and The Ten
Commitments. They’re what leaders use to get extraordinary things done in organizations. Let
them be your guide on your journey to success.
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THE FIVE PRACTICES AND TEN COMMITMENTS
OF EXEMPLARY LEADERSHIP

MODEL

the Way

INSPIRE

a Shared Vision

GHALLENGE

the Process

ENABLE

Others to Act

ENCOURAGE

the Heart

10.

. FIND YOUR VOICE by clarifying your personal values.
. SET THE EXAMPLE by aligning actions with

shared values.

. ENVISION THE FUTURE by imagining exciting and

ennobling possibilities.

. ENLIST OTHERS in a common vision by appealing to

shared aspirations.

. SEARCH FOR OPPORTUNITIES by seeking innovative

ways to change, grow, and improve.

. EXPERIMENT AND TAKE RISKS by constantly

generating small wins and learning from mistakes.

. FOSTER COLLABORATION by promoting cooperative

goals and building trust.

. STRENGTHEN OTHERS by sharing power and

discretion.

. RECOGNIZE CONTRIBUTIONS by showing

appreciation for individual excellence.
CELEBRATE THE VALUES AND VICTORIES
by creating a spirit of community.

Copyright © 2003 by James M. Kouzes and Barry Z. Posner.
Published by Pfeiffer, A Wiley Imprint, San Francisco, CA. All Rights Reserved.
For more information, please visit www.leadershipchallenge.com or call 1-800-274-4434.
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Selecting Your Personal-Best
Leadership Project

In today’s organizations the project is the most common way people organize their efforts.
Publishing this book is a project. Getting a new product launched is a project. Making a
movie is a project. Implementing a quality improvement process is a project. Remodeling
your house is a project. Putting on this year’s management conference is a project. Raising
funds for a new homeless shelter is a project. Some projects are small projects within big
projects. And, usually, one project leads to another. So we’d like you to begin The Leadership
Challenge Workbook process by selecting a real-world leadership project as the framework
for applying The Five Practices.
Your leadership project should meet these six basic criteria:

The project is about changing business as usual. Although there are some projects
about keeping things the same, those are not leadership projects. Select a project that
involves starting something new or making changes in how something is being done
or both.

«  You're the leader. You may be a contributor on a number of projects, but for purpos-
es of this Workbook, select one for which you are leading the effort. You might be the
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leader because you are the manager, and it’s part of your job, or because you have
been selected to lead by your manager. You might be the leader because you've been
elected by the team or because you have volunteered for the role. Whatever is the case,
select a project for which you are the leader.

+  The project has an identifiable starting and stopping place. While there may be other things
going on at the same time, and while other things may continue after it’s over, the pro-
ject needs a deadline.

«  The project has a specific objective that it’s intended to accomplish. At the end of the pro-
ject, a new product will have been successfully released, a new system successfully
installed, the top of a mountain successfully reached. Whatever the objective, there will
be something at the conclusion of the project that everyone can point to and say, “We
did it!”

«  The project involves other people. There are projects you might do by yourself, but you
cannot do a leadership project by yourself. It takes a team to get extraordinary things
done in organizations.

*  The project is about to start or has just started. While you should seek to improve your
leadership in whatever you do, for purposes of this activity you should select something
that is not too far along in the process. You will find this Workbook more useful if you
pick a project that’s just getting underway or will soon launch.

Here are some examples of projects that are candidates for the process in this workbook:

*  You are trying to institute a new system or process—a new customer resource manage-

ment system, for instance—and expect to face some resistance.

*  You have been assigned to turn around a factory that’s had a history of poor labor-

management relations.
*  You have volunteered to lead a local environmental clean-up campaign.

*  You are heading a team responsible for instituting a new teacher development program.
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*  You are taking over a project that got offtrack, and you need to restart it and still make
the original deadline.

*  You need to grow business this quarter despite a downturn in the economy and a cut in
your budget.

*  You are creating a new event: a program, publication, association, or something no one

has ever done before.

*  You are opening a new territory or launching a new product.

In addition to the six criteria we’ve listed, there’s one other thing you should keep in mind.
This is a Personal-Best Leadership Project, so you're setting out to perform at your highest lev-
els. Select a project that represents a significant challenge to you. We know from our research
that challenge is the opportunity for greatness. People are much more likely to do their best
when they’re stretched to exceed what they’ve done before. New assignments, turnarounds,
cross-cultural experiences, and the like are good candidates for projects that offer that kind of
opportunity. Only you can determine what’s a stretch for you, but for the purposes of this
process do not select something that’s comfortable and easy.

Now—use the Personal-Best Leadership Project worksheet that begins on the next page to
describe your project. In the next five chapters, you will explore the five leadership practices in
turn, with a focus on expanding and enhancing your own leadership practices as you lead this
project. We believe that the questions and activities on those pages will be instrumental in your
achieving a personal best.
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MY PERSONAL-BEST LEADERSHIP PROJECT

Take a few minutes to reflect on your leadership role—whether formal or informal, appointed,
selected, or self-initiated—and the various projects (impending or just initiated) that meet the
criteria outlined in this chapter. It does not have to be a project at the office. Remember what
we said in the beginning: leadership is everyone’s business. Your project can be one that involves
your community, religious organization, volunteer association, or your work. You will find that
you can use this Workbook for all kinds of change initiatives.

Identify the project you have selected to work through in this Workbook.

Now look at what you know so far about this project. (Remember, you may not be able to
answer all of these questions, so respond to what you can and come back to this section when
you can complete the rest.)

As far as they’ve been determined, what are the project goals?

What’s the time frame?
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What’s the budget?

What are the challenges that you face in leading this project? For example:

+ Funding is limited due to an economic recession.
+ The constituents are apathetic about, or even resistant to, change.
+  Team members have great technical skills, but they lack skills in collaboration.

+  The last new product or service was not well-received, and there’s pressure to make this

one a winner.

« There’s not a lot of upper management support for this initiative.

Challenges for leading this project:

Who’s on the immediate project team? Include titles, positions, and roles, as well as what you
know about each person that’s relevant to the project’s success. For example:

+  Mario—Human resources representative—staff resource to team on HR issues;
strengths—people skills and intimate knowledge of who’s who in organization.
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+ Iona—Senior software engineer—responsible for supervising technical aspects of project;
strong technical skills, very credible with engineers, highly creative and innovative thinker.

+  Tyrone—Technical writer—doing much of the text for manuals; new to organization,
but very talented at making technical material readable for a non-technical audience.

Team member:

Team member:

Team member:

Team member:

Team member:

Team member:

Team member:

Team member:

If you have more than eight team members, photocopy this page or continue on another sheet of paper.
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What other actual or virtual team members should you consider? What other stakeholders have
a vested interest in the success of the project? A stakeholder might be a peer whose support you
need, your boss or another manager in your organization, a vendor, or a key customer or client
who may be using what you produce as a result of the project. What criteria will each stake-
holder use to measure success?

Examples:

Stakeholder or stakeholder group: Rick, HR Manager

Criteria for success:

Morale is high; people report being highly satisfied with the others on the team; turnover is low

Stakeholder or stakeholder group: Caroline, CFO

Criteria for success:

Project is within budget; financial reporting is on time

Stakeholder or stakeholder group: Jaime, clinical services director

Criteria for success:

State of the technology and processes are deployed; results in a journal article
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Stakeholder or stakeholder group:

Criteria for success:

Stakeholder or stakeholder group:

Criteria for success:

Stakeholder or stakeholder group:

Criteria for success:

Stakeholder or stakeholder group:

Criteria for success:

Stakeholder or stakeholder group:

Criteria for success:

If you have more than five key stakeholders, photocopy this page or continue on another sheet of paper.
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What are your current feelings regarding this project? List several words that describe those
feelings, such as excitement, dread, panic, anticipation, and so forth.

What aspects of this project do you expect to be frustrating or difficult? List the specific aspects
of this undertaking that are most challenging.

Why is this project important. . .
To you?

To your organization?
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To others (for example, the community, stockholders, other departments, colleagues,
and others)?
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Model the Way

To Model the Way, you find your voice by clarifying your personal values and set the example by
aligning personal actions with shared values.

Here are some examples from the personal-best cases we’ve collected of how leaders
Model the Way:

A senior district manager in a telecommunications company began her new job assign-
ment by taking her management team on a retreat. The purpose of the retreat was to
develop a set of principles that will serve as a guide for all team members. She began by
sharing her personal values and then engaging the team in a discussion of their person-
al values. At the retreat the team developed a set of common values and made a com-
mitment to discuss this with all their direct reports after the meeting.

The president of a chain of neighborhood convenience stores does not just talk about
the importance of employee satisfaction and work/family balance. On important
national holidays, he and other corporate office staff members work in the stores so that
employees can spend time with their families.

The division manager of an electric and gas utility works diligently to demonstrate the
importance of customers. She makes a point every day of bringing up customers in her daily
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interactions with other employees. The first agenda item in her staff meetings is always cus-

tomer satisfaction.

The new superintendent of a major inner-city school system inherited a district that,
like many, faced a huge budget deficit, had a majority of students with below average
standardized test scores, enrolled a highly diverse student body, and had a host of
other problems. He wanted to demonstrate his commitment to improvement in a
highly visible manner. On the first day of school he held a district-wide rally at a
large stadium near downtown. It was attended by students, teachers, and adminis-
trators from all over the district. He wrote a personal pledge to all, and he had a local
superior court judge administer this oath to him before the entire audience. He then
repeated this act every year he was superintendent.

OBJECTIVES

As a result of completing the worksheets in this chapter you will be better able to:
+  Clearly articulate your personal values to the members of your project team
+ Engage your team members in a discussion of their values
*+  Build consensus on shared values

+  Align your leadership actions with the shared values
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Reflection 1

Think back over the last several years and recall the projects you have been a part of, whether
you were the leader or not. Identify two or three that were the most meaningful, energizing,
enriching, and fun for you. What would you say characterized these experiences? What made

them meaningful, energizing, enriching, and fun? What made you want to continue to be part
of them? Make a list of these attributes.
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What do the attributes you listed above say about what you value in the way projects are con-
ducted? For example, you might say, “One of the things that I liked most about the project was
the chance to work with some really talented people on a project that was really cutting-edge.
This tells me that ‘teamwork and collaboration, ‘innovation, and ‘intelligence’ are important
values to me.” Another way of asking this question is, What values and what actions are impor-
tant to you in creating a climate in which you feel happy and successful?

Reflection 2

Imagine that it’s one year after your project was successfully concluded. You overhear several
people talking about the legacy you've left as a result of how the project was handled. What two
or three things do you hope to hear them say?

What are you already doing to help create this legacy?
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What do you need to start doing to create this legacy?

Application 1

Clarify Your Values

The late Milton Rokeach, one of the leading scholars and researchers in the field of human val-
ues, referred to a value as an enduring belief about the way things should be done or about the
ends we desire. Values are principles that are intrinsically important to us, and it’s unlikely that
we will easily change them.

Your values are the underlying principles that guide your decisions. It’s absolutely essential
that you be clear and mindful of the values that guide your actions, because your personal
credibility depends on it. So we’ll start with clarifying the values that you believe should guide
your actions in this project.

Identify Your Values

For this project, which values are most important to its successful completion? What princi-
ples do you want everyone to understand and hold as priorities? Review the list we offer here
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of some commonly held values. On the blank lines at the end of the list, add any values that

you think are missing. Then put check marks next to the seven values that you feel are most

important in the success of your project.

[N Iy ey ey ey Ay N Ay Ny N Ny I

Q
3
Q

achievement
caring

caution
challenge
communication
competition
cooperation
creativity
curiosity
customer focus
determination
diversity
fairness

family time

flexibility

Set Your Priorities

Q freedom
4 fun
] growth

individualism
innovation
involvement
learning
organization

productivity

I Iy Ny Iy Ny

profitability
O quality

U quantity
A respect

honesty and integrity

human relationships

O00D0D U

3
3
3
3
3

O00D0D U

responsibility
risk

security

service to others
speed

task focus
teamwork
uniqueness

winning

Because you hold many values, at times some of them will be in conflict with others. For exam-

ple, let’s say you identify a new technology that can increase your department’s productivity,

but it will also lead to some layoffs. In your decision process, you are likely to weigh such val-

ues as productivity and profitability against, say, loyalty, security, and respect for employees’

family needs. This kind of conflict cannot be avoided. It’s important to achieve a greater under-

standing of your priorities so you are better able to resolve the inevitable conflicts.
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To help you be clearer about the priorities of your values, list the seven values you selected
on the lines below. Then distribute a total of 100 points among the seven. Be sure to assign a
numerical value to each of the seven priorities—if you decide not to assign a numerical value

to a priority, it should not be on your list.

Value Points

Total Points: 100

Now what does this activity tell you about what you feel is most important?
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Application 2

Check the Fit

If your leadership project is inside a formal organization, there may be an expressed set of
organizational values that everyone is expected to adhere to. We know from our research that
it is not possible to be fully committed to the organization if your personal values conflict with
the organization’s values. So take a moment to do a fitness check.

+ Does your organization have a published set of values? If yes, take them out and look at
them. If not, there may be a set of values that’s lived out anyway. For instance, you may
observe that whenever something needs to be done, individuals go off to their own cubi-
cles or offices and work alone, implying that this organization values individual achieve-
ment as compared to teamwork and collaboration. Another clue that this is a value is
that all awards and recognitions are given to individuals and not to groups.

+ What are values in your organization?

« If youre not clear about your organization’s values, what can you do to get that clarity?
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+  Now think about how your personal values relate to the organization’s values. Where is
there alignment? Where do your values and the organization’s appear to conflict?

Personal Value Organization’s Value Alignment? (Yes/No)

If there appears to be alignment between your values and the organization’s values, move on
to the next application exercise. If not, determine how you are going to resolve the conflict.
One way is to engage in a dialogue with your manager about the situation. Another way is to
talk it over with your family or a close colleague. Sometimes we find that the conflict is a result of
a lack of clarity, and sometimes it’s because you can’t figure out how to meet your needs and the
organization’s at the same time. Whatever the root cause, you must address the conflict. You can-
not be a good role model of what the organization values if you are not fully on board with it.

(1 There is alignment. (Move on)

() There are conflicts. | will do the following to resolve them:
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Application 3

Build and Affirm Shared Values

When you're an individual contributor working alone, you might be able to use your person-

al values as a guide. But when you are the leader, other folks’ values need to be considered if

they are going to be committed. Because we know from our research that commitment flows

from a strong sense that personal values are clear and shared, it’s important to discuss values

at the beginning of a project. If you have not done so already, now is the time to talk to your

team about values.

Note: If you have not yet assembled your team, come back and do this activity after you have.
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Here’s what we suggest that you do.

Gather the most immediate members of your project team together for a meeting. (It
would be great if you could do this in a retreat setting.) Let people know ahead of time
that you are coming together to talk about the principles that will guide your decisions

and actions as you move forward.

During the meeting, have every individual complete Application #1 (pages 31-33)—the
same one you used to clarify your own values. Have them select the values they think are
important. Tell them you have already done this, and you now want them to do the same.

After everyone has completed the task, be the first to communicate the values on your
list. Tell them about any conflicts and tensions you might have had in the process. By
doing this you are already setting the example of what you expect of people, and you
are also working to build your own personal credibility. Ask everyone to share the val-
ues on their lists.

Once everyone has had the chance to communicate personal values, look for the val-
ues that team members hold in common. What values appear on everyone’s list?
What values do a majority of the group hold? Where are there conflicts? For exam-
ple, do a majority of the team members value teamwork and collaboration, but a few
value individualism and independence more? Discuss how these kinds of tensions
can be resolved.
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+ As a final step, produce a one-page “team credo” articulating the principles that will
guide all of you during the project. Post this credo prominently so that the values are

visible as a reference.

Application 4

Align Your Actions with Shared Values

“Actions speak louder than words” is a common refrain. So it is with your leadership actions.
The extent to which your actions are consistent with your words determines your personal
credibility. The extent to which your actions are consistent with shared values determines your
leadership credibility. Now that you have a clearer sense of shared values, you need to make
sure there’s alignment between words and deeds.

As project leader, what can you do to demonstrate the importance of the shared values to
the team members, to colleagues, and to management? Brainstorm two or three actions you
can take to show your commitment to each value. Actions might include:

«  How you spend your time. The actual allocation of your time to key values sends a mes-
sage. For example, if creativity is on the list of principles important to the project, then
you need to spend some of your own time in pursuit of creativity. It might be by visit-
ing a product design firm to see how they stimulate creativity, or it might be by partic-

ipating in a team brainstorming session.

Where and how do you need to spend your time?
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How you deal with critical incidents. The way you handle specific important events or
episodes in times of stress and challenge can be opportunities for demonstrating
commitment to a value. They are what we call “teachable moments.” For instance,
let’s say your team values collaboration, but there’s one very bright member of the
group who consistently comes unprepared to meetings. When you confront him, he
says that he doesn’t need to prepare because his performance is better than that of
the other members of the team. How you handle this “lone wolf” will send a strong
message about whether teamwork is for everyone, or for everyone except this tal-
ented individualist. If you are true to the teamwork value, you will be clear with this
individual that you expect him to come prepared like everyone else. There are no
exceptions, regardless of how many sales he makes. You will then set some very spe-
cific next steps for meeting with this individual to monitor his progress and to offer

coaching if needed.

What are some ways you can prepare yourself to handle potential critical incidents?
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Telling stories about exemplary actions by others. We are all fond of telling stories, and
telling stories about a member of the team who does something to live out one of the
project values is a very useful way to demonstrate that you are paying attention to what’s

going on.
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Who has done something recently to exemplify a shared value? Where and when can you tell
the story about what this person did so that others can learn from it?

Note: If you are just beginning your project, you might have to come back and answer
this question later.

«  Choosing your language carefully and asking questions that probe key values. Words
are very powerful, and you need to choose them carefully. Let’s say your team values
service to others, but the language you and others use is all about “What’s in it
for me?” After hearing this over and over, what do you think people will assume

is important?

Similarly, the questions you ask can stimulate action in a particular direction. If you want
people to be constantly innovative, try asking something like this on a regular basis: “What
have you done in the last week to improve so that you're better this week than you were

seven days ago?”
What key words do you want to make sure you use to signal commitment to your core values?
What words do you want to make sure you avoid and discourage? What questions can you ask

to stimulate people to align their thoughts and actions around the core values?

Key Words to Use:
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Key Words to Avoid:

Questions to Ask:

Application 5

Select Actions

Review your responses to the questions above on your use of time, critical incidents, stories,
and language. For each of your top three project values, select at least one action from the
options you generated above that you can take to personally demonstrate each of your project’s
shared values. If you do not have an action for each shared value, then make a note of it so that

you come back to it later.

Value Action I'll Take Personally

40 THE LEADERSHIP CHALLENGE WORKBOOK



IMPLICATIONS

What have you learned about yourself as a leader from the activities in this chapter?

Based on your experience with these application exercises, what do you need to do in order
to improve how you Model the Way during this project?

MODEL THE WAY L3






Inspire a Shared Vision

To Inspire a Shared Vision, you envision the future by imagining exciting and ennobling possi-
bilities, and you enlist others in the dreams by appealing to shared aspirations.

WHAT IS A VISION?

We define vision as a unique and ideal image of the future for the common good. To be able
to inspire others you need to be able to state what’s unique and distinctive about your vision
of the future. You need to be able to describe it so that people can picture it in their own
minds—“Oh, I see what you're talking about!” And you need to be able to talk about the
future, not just the present, in a way that is appealing to a large number of people. Your
vision may be compelling to you, but if it’s not attractive to others they will not move
toward it.

Here are examples from our personal-best cases of actions that helped some leaders Inspire
a Shared Vision.

An insurance executive assigned each of his dozen team members three different mag-

azines and newspapers to read. Some were popular magazines and others were indus-
try-related. She wanted the reading to be diverse, so the publications covered the
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gamut from popular music to science and technology. The task of each reader was to
look for articles that had implications for their business in the future and then to write
one-page summaries of the trends and their implications for the business. Each quar-
ter the team members would meet to discuss their work and look for themes. This
process of continually scanning the horizon for emerging trends helped the team stay
ahead of the curve.

A forest ranger was heading up a reforestation project after a major fire. He described
the work as a “great cause.” He continually talked about how this project was about help-
ing future generations, making life better for others in the long run. It was something for
his grandchildren and great-grandchildren.

The president of a financial services company needed to get his organization on
board with a new range of services that were a break from the tradition of the com-
pany. At the annual management off-site retreat, everyone was asked to write down
one dream they had for the future and then paint it onto a piece of ceramic tile. That
evening, the managers stood around a bonfire, read what they had written, and then
placed the painted ceramic tile in the fire. The next morning when they arrived in the
meeting room they saw a large multi-media art piece that had been constructed from
their tiles. The image was of a man looking through a telescope into the future. This
piece was hung in the company conference room, and, of course, caused folks who
saw it to ask, “What’s that?” It became a perfect opportunity to talk about a shared
vision of the future.

The community outreach program coordinator of a state university wanted to provide
an educational and service opportunity for students to engage with issues and people
with whom they were unfamiliar. He traveled to San Francisco with a group of stu-
dents for the campus’ first-ever “alternative” spring break. This group slept on the
floor of a San Francisco church and worked at local homeless shelters and with the
AIDS Memorial Quilt. Each night they cooked dinner together and discussed the day’s
events as they ate. After dinner they gathered as a group to participate in team-build-
ing exercises, discuss social issues related to their service experiences, write in the
group’s journal, and prepare for the next day’s work. His fondest wish for the project
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was for students to return to campus with a new sense of passion and commitment to
social justice.

The head of a new product development team for a high-tech company reported that
“You have to have faith” in order for the project to be successful. She said that you real-
ly have to believe in what you're doing and have the conviction that it will happen before
you can envision and picture it. She shared her own genuine excitement with others and

saw their enthusiasm and energy increase.
OBJECTIVES
As a result of completing the worksheets in this chapter you will be better able to:

+ Articulate your personal vision of the future to the members of your project team
+  Engage your team members in a dialogue about their hopes, dreams, and aspirations
+  Enlist others in a common vision

+  Communicate the common vision in an attractive, appealing way

INSPIRE A SHARED VISION 45



Reflection 1

Make a list of four or five experiences from your past that have been “turning points” for
you—experiences that have truly influenced the direction you have taken in your life. These
experiences can be from twenty years ago or more, or they can be from the present. The
important thing is that they made a real difference in your life. Describe each experience in

a few words.
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+  Now review each of the experiences in your list. Do you see a pattern? Is there a theme
or two that connects them? What'’s the pattern? What are the themes?

+  What do the patterns and themes tell you about what creates meaning for you? About

your hopes and dreams for the future?

Reflection 2

Imagine that you are attending a dinner given by your colleagues five years from now, honor-
ing you as “The Visionary Leader of the Year.” One after the other, your colleagues and family
talk about the contributions you have made to them, the organization, and to the community.

What do you hope that they will say about you?
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+  What you want others to say about your contributions is really an expression of your
own dreams. What does your description of what you want others to say tell you about
the difference you'd like to make in the world?

Application 1

Find Your Theme

Focusing on the project you've chosen, what truly inspires and excites you about it?
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Beyond its business or financial objectives, what higher meaning or purpose does (or
could) this project serve?

What future trend(s)—demographics, technology, and so forth—are likely to influence
the direction of this project? For example, we know that a younger generation of work-
ers, “The Millennials,” is entering the workforce. These younger workers are different
from the Boomers. Both may be a part of your desired future, and data indicates that
they have some different, and potentially competing, values. This trend would influence
your project in the sense that you will need to find ways to accommodate both sets of
values and be prepared to resolve conflicts.

What future trends are likely to influence what you aspire to achieve?
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Application 2

Check the Fit

As you did with your values, you need to do a fitness check with the vision you are beginning
to articulate.

+  Are you clear about the organization’s vision? If not, where do you need clarity, and

how are you going to get it?

Now compare your personal aspirations for your project to the organization’s vision. If there
appears to be alignment between your vision and the organization’s vision, move on to the next
application exercise. If not, determine how you are going to resolve the conflict.

As you did with Model the Way, you can engage in a dialogue with your manager about the
situation. Another way is to talk it over with your family or a close colleague. Sometimes we
find that the conflict is a result of a lack of clarity and other times it’s because you can’t figure
out how to meet your needs and the organization’s at the same time. Whatever the root cause,
this is something that you need to address. You will not be able to lead others to a place you

personally do not want to go.

(U There is alignment. (Move on)

(1 There is a conflict. | will do the following to resolve it:
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Application 3

Discover Common Ground

Engage your project team in a conversation about the same questions that you answered in
Application #1. You can hold that conversation over a series of meetings or on a retreat. You can
do it one-on-one or in a group. However you do it, it’s important to hear about each person’s
hopes, dreams, and aspirations. At the conclusion of these conversations, help the group find
common themes among the individual aspirations by asking the questions below.

Note: If you have not assembled your team yet, do this activity when you have.

+  What are the common themes that weave our dreams and hopes into one tapestry?

+  How does our project contribute to the larger vision of the organization?
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Application 4

Give Life to the Vision

The practice that most differentiates leaders from other credible people is their ability to Inspire
a Shared Vision. So now write a “vision statement.” You have to get comfortable talking about
your unique and ideal image of the future. You need to write and rehearse your statement,
whether you deliver it to one person at a time or to one hundred.

You give life to a vision when you infuse it with powerful language, with metaphors, stories,
word pictures, and other figures or statements. Think of a vision as a song. Most songs are about
the theme of “love.” But it would be pretty hard to sell a song that just repeated that one word
over and over again. All songs that stand the test of time are variations on a theme, and the words
in the songs have a unique way of expressing that theme. Your vision needs to do the same.

The following exercises are intended to help you develop a vision statement that will res-
onate with your audience—one that will be remembered and repeated.

Before you write your own, here’s an example of an inspiring vision statement that a pro-
ject leader put together:

We have a very noble and important mission before us—one that will contribute to the
liberation of our employees. In talking to all of you about what you believe we are here
to accomplish, it’s clear that together we share the aspiration of making the work of our
colleagues effortless and the experience of our customers joyful.

In so many organizations policies and procedures are like heavy stones around the necks
of employees. Even saying the words “policies and procedures” makes people groan.
They weigh us down. They get in the way of innovation and growth. They make employ-
ees and customers furious. They make me furious! We are embarking on an honorable
quest to remove those mighty stones from around our necks and use them instead as
building blocks for a future in which we can and we will flourish.

Over the next two years, we will work together to create fully integrated and interactive
systems for financial tracking and reporting. From where we are today, that may seem
like trying to build the Pyramids at Giza. It’s a huge project, with a lot of pieces that have
to come together smoothly, but it is possible.
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Policies and procedures, when justly established, equitably administered, and rapidly
executed, are essential to every organization’s effectiveness and fairness. Without them,
life would be arbitrary, uncertain, and subjective. Even dangerous.

The basic policies and procedures we’re putting in place today are the building blocks. As
we build each system, we’ll be putting more stones in place. Then merging and integrat-
ing the systems will be the “capstone” that completes this awe-inspiring accomplishment.

Along the way, we may get discouraged—we may find there are too many stones, the stones
are too heavy, there aren’t enough of us. But I know that the organization is committed to
this project and will give us what we need to complete it. The final system will have all the
elegance and durability of the pyramids. People will be able to access timely, relevant, reli-
able, and secure information from their desktops. No more hunting for current numbers,
and all the glitches that arise from systems that are not integrated. People will feel like a
weight has been lifted and that they can operate more freely and responsibly.

Picture their faces when:

+  The sales rep accesses current cost information from her laptop and beats the com-
petitor’s proposal by three days and 20 percent.

+ The service technician accesses accurate inventory data and can confidently promise
delivery dates to a customer.

This is what we can—and will—create together. We will make it possible.

Envision the Future

Picture yourself, your team, and your organization at the end of this project. It has been suc-

cessful beyond your wildest dreams. What do you see? Describe it in rich detail by responding

to the questions and instructions that follow.

What are people doing?
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+  What are people saying?

+  How are people feeling?

+  What positive things are happening as a result?
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Use Metaphor

The most powerful visions use metaphor or visual analogy to change abstract notions into tan-
gible and memorable images. Here’s an example:

Metaphor How It’s Like This Project
Skyscraper Ambitious, expensive
Reaching to the sky
Requires a team and lots of coordination

Requires different kinds of material to make it strong and beautiful

Take a few minutes to identify a concrete object or activity that could serve as a metaphor
for your project, one that might be inspiring if your team and other stakeholders hold it in
mind. For example, you could say your project is like:

* A marathon

+  The ascent of Mt. Everest

+  The America’s Cup yacht race
* An eagle’s flight

+ A revolution

« A tall redwood

Now, try this for yourself. First, take three minutes to brainstorm and record below a list of
as many metaphors—figures of speech that suggest a likeness between your project and some-
thing else—as you can.

My project is like:
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From your list, select the metaphor that works best for you and your project. Explain how your

project is like your metaphorical expression.

Metaphor How It’s Like This Project

Enlist Others

Now take a few moments to think about the people whom you want your vision to inspire.
Who are they? Be sure to include as many groups as you can identify: customers, shareholders,
and vendors, as well as team members. What motivates them? Study the example below.

Audience: Shareholders

Motivators: Profit, future growth, competitive advantage
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Audience:

Motivators:

Audience:

Motivators:

Audience:

Motivators:

Audience:

Motivators:

Now review what you have written with one objective in mind: to identify what these audi-
ences have in common. What can you do to appeal to their overlapping interests? For exam-
ple, let’s say one of the motivators they share is the chance to learn new things. How can you
help all of them advance their learning? You might send each to a training program, have a
book club, have brown bags to discuss what’s being learned from the project, invite an author
of a relevant book to speak to the group, or go on a site visit to another organization that is
engaged in a related project but in a different industry.

What They Have in Common How | Can Appeal to This Motivator
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Application 5

Vision Statement

As a culmination of all the thinking you’ve done in this section, you are now going to write a
compelling vision statement for your project. Do you remember how we defined vision at the
beginning of this chapter? If not, take a moment to review. Then answer the questions below

to formulate the key components of your vision statement.

+  What ideal inspires you—gives you passion—for this project?

+  What ideal(s) would inspire the other constituents on this project?
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«  What is unique about your dream for this project—yours and that of your constituents?

+  What future do you envision for your constituents and for the greater organization
or community?

+  How does this vision serve the common good: the good of all essential constituents?
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What metaphors or visual image(s) can you provide that appeal to others?

Now pull all the pieces together and write your vision statement in four to seven paragraphs
on the blank lines that follow.

MY VISION STATEMENT
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Application 6

Try It Out

Going live with your vision statement is like taking a theatrical performance to Broadway. The
show does not open until weeks or months of rehearsals and a tryout off-Broadway or out of
town to work out the rough spots. Similarly, you need to rehearse your vision statement, ask-
ing colleagues, coaches, and friends who can give you honest feedback to play the role of your

<« : el »
loving critics.

+ Who are some trusted friends or colleagues you can approach to “test run” your vision?

+ When will you do these rehearsals?

*  Who’s really good at Inspire a Shared Vision who can act as your coach? (A coach is
someone who can help you build your skills, not just give you feedback.)
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+  Once you feel comfortable with your statement and your presentation, select a time and
a place to “go live”—“to open on Broadway.” What is that time and place?

After you have made your vision presentation, how will you know whether or not your audi-
ence is genuinely inspired? For example, when people are inspired they smile, applaud, show
excitement, and talk a lot about how meaningful and unique the project is. Someone might say,
“This is the most exciting project I have worked on in ten years,” “I never knew that something
that seemed so ordinary could become so truly extraordinary,” or “I feel as if 'm growing” and
“I'm contributing to something really important.”

+ Think about the signals people will be sending that will tell you they are inspired and
record them below.
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IMPLICATIONS

What have you learned about yourself as a leader from the activities in this chapter?

Based on your experience with these application exercises, what do you need to do in order to
improve how you Inspire a Shared Vision during this project?
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Challenge the Process

To Challenge the Process, you search for opportunities by seeking innovative ways to change,
grow, and improve, and you experiment and take risks by constantly generating small wins and
learning from mistakes.

Here are examples from personal-best cases we’ve collected of how several leaders Challenge
the Process:

To get members of his product development team to question the status quo in the
company, a director of development asks everyone on the team to imagine that they have
just left their jobs to join a startup that is intent on putting their former company out of
business. He then asks them to generate in thirty minutes as many ways to do this as they
can think of. The ensuing discussion is rich with all kinds of new possibilities.

A new plant manager was brought in to improve the quality of her plant’s production
process. In order to communicate that “things are going to be different,” she had the floors
cleaned, walls painted, and employee washrooms renovated. This grabbed people’s atten-
tion, demonstrated quality is in the little details—it’s hard to produce quality products in
a dirty facility—and made it clear that she was serious about getting started quickly.

To increase the flow of new menu ideas into his restaurant, the chef treats his servers and
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cooks to a meal at any restaurant with cuisine similar to theirs. The employees return
with written and oral reports on what they learn.

The new director of science and technology at a university needed to increase the number
of research grants coming into the university. He wanted to get his faculty to more freely
exchange ideas and engage in conversation so that they could come up with some innov-
ative ideas. His first action was to put blackboards on the hall walls in the physics building
so that spontaneous scientific discussions could occur anywhere and at any time.

The leader of a project team in a bank looking at how to enhance service sent her team mem-
bers to a department store known for its customer orientation so they could experience ser-
vice quality there and bring back suggestions on how to apply those ideas at the bank.

The principal of a suburban school faced problems that were numerous and deep. He
had to, in his words, “breathe new life into an organization that was on hold.” He knew
he needed to do something radical. He decided that the best way to do that was to cre-
ate a significantly different scheduling structure that no other school in the district had.
He was the first to challenge years and years of the traditional scheduling process.

The new president of a charitable organization wanted to change the culture from one
where people were reluctant to take risks for fear of failure to one in which everyone
admits and learns from mistakes. So at the end of a fundraising drive he conducted a
“postmortem” during which everyone talked about what they learned, what went well,
what went poorly, and what they could do better the next time. He was also the first to
admit his mistakes so that others felt more comfortable in doing the same.

OBJECTIVES

As a result of completing the worksheets in this chapter you will be better able to:

Identify opportunities in your project that would benefit from innovative approaches
Engage your team members in generating and selecting innovative solutions
Implement methods for learning from the inevitable mistakes of challenging the status quo

Identify incremental steps you can take to implement changes and to create a sense of

forward momentum
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Answer the following reflection questions.

+  What have you changed lately?

*  What “daring failure” have you experienced in your life? How did you handle it? What
did you learn? Be specific.
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+  What do you find fun and rewarding about taking risks and trying new things?

*  What do you find difficult about taking risks and trying new things?

Application 1

Check for Limiting Assumptions

In every sector, industry, organization, project, and group, it seems that even before you start
a project there are things that limit what you can do. You know, the “We can’t do that because

. responses you often hear when you propose doing something innovative and different.
Some of these reasons for not doing something new are real and rational, and some are imag-

ined and emotional.

*  What are the, “We can’t do that because . . ” statements that you’ve made, you’ve heard,
or you expect to hear that may constrain your project?

68 THE LEADERSHIP CHALLENGE WORKBOOK



For example:

We don’t use outside contractors to do core parts of our jobs.
We don’t have enough time.

We have inadequate staffing.

We have an inadequate budget for temps.

There are other management priorities.

There are too many conflicting commitments.

+  List the “We can’t do it because. . . ” statements that may constrain your project:

+  Ask your team members to make the same list.
+  Post the combined list of statements where everyone can see them. Then do the following:

« Puta plus (+) sign next to those statements that are really true, for example, some law
of nature, a governmental law, or an ethical value prevents you from doing something.

+ Puta minus (-) sign next to those statements that are not true or may be true but can
be challenged.

+ Put a check (V) next to those limiting assumptions that you want to challenge in the
planning and execution of this project. You may not want to challenge all the ones you
put a minus (—) sign by, but check as many as you can. Stretch yourself and your team
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to search for opportunities and experiment, but don’t stretch yourselves to the break-
ing point.

+  Prominently post this list. You and your team will come back to it again as you think
of ways to Challenge the Process and more “We can’t do that because . . .” assump-
tions appear.

Application 2

Look Outside

The best leaders and the best organizations do not assume that they have all the ideas they need.
They know that the source of creative and innovative ideas on how to do things differently is
more likely to be outside their boundaries. They are net importers of ideas. For example:

Arrange a field trip that would stimulate your group’s thinking.
Read magazines from fields you know nothing about.

Call three customers or clients and ask them what they would like to see your group do that
you are not now doing.

Go shopping at a competitor’s store or website.

Bring a client or customer into one of our project planning meetings and ask them to share
their ideas.

+  How can you search outside of your project and your organization to discover unex-
pected ideas? Now make your own list:
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Application 3

Innovate and Create

Gather your team together to complete this activity. Explain that behind every apparent limi-

tation is an opportunity waiting to be discovered. Say that you are going to ask them to think

outside the box—literally! By doing so, they can transform how they approach any obstacle.
Share this example of thinking (and writing) outside the box:

Plan an early, small-scale but dramatic
win that gets top management attention

and creates credibility for the project \

Triple our efficiency by e We won’t be able to get buy-in from )
shifting to the new database senior management
system identified in the R
benchmarking assessment ~_° We won’t be able to pull this off with

our primitive data storage system

e We’ve reduced staff and people are too
over-extended to support or contribute
|- pp

Ideal opportunity to test  ,_—] to this project

and assess outsourcing

as an option for certain e The relationships between departments

aspects of the project are so strained, there’s no way people
will collaborate ) N
Reinstitute the cross-functional Involve key people from
off-sites that created effective various departments in
teambuilding in prior years crucial planning meetings

As a group, refer back to your team’s list of limiting assumptions. To Challenge the Process,
identify a way to turn each limitation that you checked above into an opportunity to grow.
Review the potential sources of frustration and limitations you listed earlier. Look at the ones
you checked—the ones you want to challenge.

Draw a box on a flip chart or whiteboard so it’s easy for all team members to see. Write the
limitations you want to challenge in the box. Draw arrows from each limitation to a point out-
side the box, as in the previous example, and write an opportunity for each limitation.
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Application 4
Check the Fit

Before you embark on making any changes, make sure you and your project team members talk
about how this all fits with the vision and values. Take a few minutes to discuss and record how
all the innovative things you want to do contribute to the realization of the vision and can be
guided by the shared values.
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Application 5

Take the Initiative

As we said in discussing Model the Way, leaders go first. If you want others to be proactive in
searching for opportunities and taking risks, then you need to be the first to demonstrate those

behaviors. Focus on yourself, and record how you will take the initiative.

+ The status quo I'll challenge and overturn:

The experiments I'll try:
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The places where I’ll look for new ideas:

The ways in which T'll reward failure (For example: You could give the Stuffed Giraffe
Award when people stick their necks out, or the Edison Award for failing lots of times on
the way to inventing something new and different. You could give a few lottery tickets to
someone who “took a chance.” Be creative, and send the message that you want people
to take risks and learn.)

The immovable obstacles I'll demolish:

14
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+  Other ways I'll take the initiative to change, grow, and make improvements:

Application 6

Encourage Initiative in Others

Remember, you can’t do it alone! You need to model Challenge the Process, and you need to
create a climate where others can do the same.

Ask your team members to answer the questions you answered in Application #5. Hand out
a sheet of paper with those questions—or make a copy of the pages in this Workbook—and
give your team members time to respond. It should only take them about thirty minutes. They
can do it as pre-work for a team meeting or they can do it in a meeting. The important thing
is that everyone participate in the process.

After people have written down their ideas, and before they share them with each other, ask
them to respond to the following:

+ In order for me to feel safe in taking this risk, I need you (the leader of this team) to. . ..

Record the responses so everyone can see them. Make a copy for yourself. Give team members
one of the following responses to each request:

« “Yes, I will do that. No problem.”

+  “I can do that, AND in order for me to do it, here’s what I need.”

+ “No, I won’t do that, because. . . ” For each thing you will not do, the team deserves to
know a reason why. It’s a sign of respect to explain your response.
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IMPLICATIONS

What have you learned about yourself as a leader from the activities in this chapter?

Based on your experience with these application exercises, what do you need to do in order to
improve how you Challenge the Process during this project?
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Enable Others to Act

To Enable Others to Act, you foster collaboration by promoting cooperative goals and
building trust, and you strengthen others by sharing power and discretion.

Here are examples from personal-best cases we’ve collected of how leaders Enable
Others to Act:

A vice president of property services is given the assignment to double available work-
stations at an already crowded facility—in nine months. In a series of meetings with
her team, she asks them to evaluate alternatives and set a plan of action. Once the team
does so, she entrusts them with implementing it. Her role is to make sure people are
organized, on schedule, and headed in the same direction. She also intervenes if team-
work breaks down or problems fall between the cracks. She provides lots of feedback
throughout the process.

A school principal at an underperforming school needs to make some radical changes
in order to improve student achievement. As part of this major project he creates an
Instructional Leadership Team made up of respected teacher-leaders and gives them the
discretion to determine curriculum. To show support for this team, at curriculum meet-
ings only teachers sit at the discussion table. Administrators sit in chairs around the
team to signal they are there to support, and not decide.
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The director of a large clinical study at a major university found that teamwork and trust
were absent. She needed to turn this around if the study was to succeed. She created a
team environment with a day-long retreat in which the team members began to identi-
fy their values, philosophy, and mission. They also told stories of family and loved ones
and began to feel a sense of trust and respect for each other.

When the incoming commander of a U.S. Navy ship took over, morale was terrible and
performance was the worst in the service. He knew he had to do something immediately
to turn the situation around. He decided that he would spend one hour with each of the
310 sailors just talking about them and their needs. In the process of listening and paying
attention, he not only built rapport and understanding, but he also gathered ideas about
how to improve the ship that when implemented saved the Navy millions of dollars.

One manufacturing executive facing a possible plant closure trained all employees to
read and interpret financial statements. The company’s financial information is shared
and discussed regularly—by machine workers and clerical staff as well as management.
The company not only has avoided bankruptcy but has become consistently profitable

by expecting everyone in the company to act as a business owner.

An American financial services executive was appointed the managing director of one of
its foreign offices. Because he was an outsider, he was viewed with skepticism. Rather than
jump in with all kinds of changes, his first acts were just to get to know people—who they
were, what motivated them, what things they liked to do, and what they thought they
could do collectively to achieve things. These early acts of relying on “local experts”
quickly earned him respect and enabled all of them to significantly improve services.

OBJECTIVES

As a result of completing the worksheets in this chapter, you’ll be better able to:
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Build supportive relationships with your project team members
Develop the competence and confidence of team members
Develop cooperative working relationships among team members

Connect team members to the people they need to get extraordinary things done
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Think of a time when, as a direct result of something a leader said or did, you felt personally

powerful and capable. Write down the actions the leader took that contributed to your feeling
powerful, strong, capable, and effective—the master of your own experience. Be as specific as
you can.

Now think of a time when you felt powerless, weak, and insignificant as a result of something
a leader said or did. What specifically did he or she do?

ENABLE OTHERS TO ACT 18



Recall a time when you were part of a team that “just clicked”—a time when it seemed as if
everyone was working together smoothly and effortlessly. Describe how people acted toward
one another and what the team leader did that contributed to making the team work.

Using the lessons from your own experiences—as an individual and as a team member—ask
yourself, “How can I enable others to feel powerful and avoid diminishing their personal effec-
tiveness? How can I contribute to teamwork and trust?” Record your responses.
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Ask yourself, “In what ways will making others feel powerful and creating a climate of team-
work and trust benefit this project?” Record your responses.

Application 1

Ask Questions, Listen, and Take Advice

Leadership is a relationship, and a good relationship is based on trust. Trust is fostered by lis-
tening and attending to the other person.

If you have not already done so, schedule a one-hour one-on-one relationship-build-
ing meeting with each of your project team members. During these meetings, ask a lot of
questions, and then listen. When you do share information, be as self-disclosing and
open as you can be. Here are the kinds of questions you should ask during the one-on-
one meetings:

+  What do you want to get out of your experience as a member of this project team?
+  What motivates you to do the best work you can?
+  What can I do to support you in getting what you want out of this experience?

+  How would you characterize the relationships among the team members right now?
(You might need to skip or delay this question if the team has just been formed.)
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What can I do to help create and maintain a climate of teamwork and trust?
What talents and skills do you bring to this project?

What can I do to help you sharpen your talents and strengthen your skills?
What do you like most about being part of this project?

What do you like least about being part of this project?

What would have to happen during the project for you to be able to look back later
and say, “This was the best project I was ever a part of ”? What actions would you have
to see and/or what events would you have to experience for you honestly to say, “This
was the best?”

What specific recommendations do you have about how we can improve the way we do
our work on this project? (You may want to skip or delay this question if your team has

just been formed.)

Application 2

Ensure Self-Leadership

After you have completed your interviews, complete a Power Profile for each person on your

project team. Write down what each person needs so he or she can lead or be self-led. (You have

our permission to make a copy of the Power Profile on pages 83—84 for each team member.)
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POWER PROFILE

Team Member:

Project Role:

What unique perspective does this person bring to our team?

Which of this person’s strengths and skills will be most useful to our team?

What kind of training and support might help this person become a stronger team member?

The Leadership Challenge Workbook.
Copyright © 2003 by James M. Kouzes and Barry Z. Posner.
Published by Jossey-Bass, A Wiley Imprint.
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What opportunities can I provide for this person to assume greater responsibility or achieve
greater visibility?

What information does this person require to work productively?

What opportunities can I provide for this person to work collaboratively with other team members?

What are the person’s weak areas, and how can I help him or her improve?
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Application 3

Develop Competence and Confidence

Review your team members’ Power Profiles. For each person on the team, identify at least one
action that you can take to increase his or her confidence and personal capacity to perform.

Examples

Team Member: Janaid

One Action to Enable This Team Member to Act

Feels powerful when he has the right information. Put him in touch with Betty in Information

Technology for systems assistance.

Team Member: Sharon

One Action to Enable This Team Member to Act

Feels powerful when she has strong skills. Says she needs training in time management. Send her to

a course on time management and then provide the tools, perhaps a planner, to help her use those

skills daily.

Team Member: Jose Luis

One Action to Enable This Team Member to Act

Highly experienced in his field, and feels powerful when he has the personal discretion to make

decisions. Make sure to use a contracting process in which, from the beginning, we agree on

what’s expected, and then “get out of his way.” Set up regular sessions in which I consult with

him on progress.
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Team Member:

One Action to Enable This Team Member to Act

Team Member:

One Action to Enable This Team Member to Act

Team Member:

One Action to Enable This Team Member to Act

Team Member:

One Action to Enable This Team Member to Act

If you have more than eight team members, photocopy this page or continue on another sheet of paper.
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Application 3

Develop Cooperative Goals

Based on your interviews, there are likely to be things that all or most of your team members
want from the project and want to accomplish through the project. What are the goals that peo-
ple share in common? What motivations are shared?

What actions can you take to build on these shared motivations and goals to create a sense that
“We're all in this together?”
For example:

+ Let’s say one of the shared motivations is to learn from others. To do that you hold week-
ly team meetings where everyone reports on something new they learned that week—a
new method of doing their work, the name of a contact who is a great resource, or an
effective way to reduce stress.

+ Let’s say a common goal is have the project recognized for its contribution to the
advancement of the field. You could assign someone to document what is done and
someone to write a journal article, and then make sure that the team submits a propos-
al to present a professional paper at a conference.

+ Let’s say that a shared motivation is to have fun. You could hold weekly celebrations
where everyone is encouraged to “brag” about something neat he or she did that week;
pass out inexpensive toys to liven up meetings; or encourage a musician on your team to

entertain during a break.
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Actions you can take to build on shared motivations:

Application 3

Make Connections

It’s not just what you know and what you can do that gets things done. It’s also who you
know. If your team members are going to perform at their best, they need to be directly con-
nected to the right people for important sources of support—information, materials, money,
and so on.

In the old world of work, the manager controlled access to these sources, but in this new
world of virtual information and flatter organizations, that old approach only slows things
down. You need to make the connections and then let your team members deal directly with
their sources of power.

One tool for helping you to map out who needs to be connected to whom is a sociogram. A
sociogram is simply a graphic representation of the relationships in a group. There’s an exam-
ple on the facing page.

To create a sociogram for people on your project:

+  Draw a circle in the middle of a page of blank paper. Put the name of a team member in
the circle.
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+ Surrounding this name, draw circles representing the critical people to whom this per-
son needs to be connected in order to do his or her best. There may be half a dozen or
more critical people.

+  Below each person’s name, indicate the kind of “resource” needed. For instance, the
resource could be information, money, the ability to teach a critical skill, approval, access

to other people, and so forth.

+  Draw lines to connect the people who should know each other or should be directly con-
nected with each other in some way. If two people should be closely connected—that is,
they should interact frequently—draw a thick line to connect them. If two people should
interact somewhat often, draw a thin line to connect them. If two people should know
each other, but they have no need to interact directly, then draw a dotted line.

+  Step back and see what this visual tells you about what needs to be done in this situation.

Look at the example. Let’s imagine that Jim is on your team, and he’s writing a technical manual
that is on the critical path of the project. Around Jim are the individuals who are most critical

to his success.

Janis
direct
editorial
support

Lisa
project mgmt.,
informal counsel

Marie

scheduling
and
production

Fred

technical
support

Kirthi
Subject

expertise
approval

Homeyra

Design ideas
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What does this sociogram tell you? It’s clear that Lisa and Janis are the most critical
people to Jim in this project. Kirthi also plays an important role. If Jim is going to do the
best he can, he has to be empowered to work closely with these individuals. The sociogram
also shows that there are critical connections that need to exist between Lisa and Janis,
Janis and Marie, and Lisa and Marie. If you were the project leader in this situation, you
would want to pay attention to these relationships even if you did not have direct control
over them.

Use a blank sheet of paper to do a sociogram for yourself.

When you have finished your own sociogram, meet with each member of your immedi-
ate team to create their individual sociograms.

Review your team members’ sociograms. What do you need to do to make sure that
each one of them is connected to critical sources of power so they have the “energy” to do
their best?
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IMPLICATIONS

What have you learned about yourself as a leader from the activities in this chapter?

Based on your experience with these application exercises, what do you need to do in order to
improve how you Enable Others to Act during this project?
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Encourage the Heart

To Encourage the Heart, you recognize contributions by showing appreciation for individual
excellence, and you celebrate the values and the victories by creating a spirit of community.

Here are examples from the personal-best cases we've collected of how leaders Encourage
the Heart:

The new coach of a high school football team took the same team of boys who’d had a los-
ing season the prior year and applied a positive approach to creating a winning season the
next year. His method was simple. Instead of always pointing out the negatives, he would
always start with “Here’s what you guys did right,” and then “Here are two or three things
you can improve on.” He also required the team members to stay positive with each other.

The senior vice president of learning and education in one financial services company want-
ed to encourage her training group to take greater risks. She helped the process along by cre-
ating the Giraffe Award, given, naturally enough, for sticking your neck out. Recipients were
recognized in front of the group each month with a stuffed giraffe and a colored poster, and
the stories of their contributions were told to all. Each time the award was given by the

prior recipient it was personalized with something particularly unique to the recipient.

The senior vice president of a bank wanted to do something special for one employee who had
reached a personal milestone. To make the public recognition special, he staged a “This Is Your
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Life” production, complete with a conference call from the employee’s mother.

The general manager and executive chef of a university faculty club sent an “Open Letter of
Thanks” to club members, university departments, and club staff in which she described in
glowing detail the celebration of the club’s dramatic turnaround at the end of a year-long effort.

When his team reaches a key milestone, a project manager shakes the hand of each team mem-
ber, takes several key team members to lunch, calls each team member to personally thank him
or her for effort and contributions, and hosts a small cake-and-coffee celebration party.

A plant manager creates monthly “super person” award ceremonies in which she recog-
nizes people who make special contributions to improving productivity or reducing
costs. At each ceremony, she presents a creatively chosen, humorous gift that symbolizes
what the person has done and tells the story of why that person is receiving the award.

During the Christmas rush at one retail store, the owner wanted to create a sense of
community that would engage the temporary staff hired for the season. He installed a
“Bragging Board” at the employee entrance, and whenever he wanted to acknowledge an
employee for an achievement, he wrote a quick thank-you note and posted it on the
Bragging Board. Soon employees started attaching their own notes of thanks and

celebration.

The director of operations took on the project of turning around the sales of his com-
pany. To capture everyone’s attention he used what he called the “closing coat.”
Whenever a sale was made, the salesforce would select someone to wear the “closing
coat”—a bright yellow polyester jacket. The coat-wearer would then walk around the
company with the director of operations and tell the story of the sale. When people saw

someone wearing the coat they knew they were one step closer to their goal.

OBJECTIVES

As a result of completing the worksheets in this chapter, you will be better able to:
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Recognize individuals for their contributions to the success of the project
Tell recognition stories that will recognize individuals and reinforce key values and standards
Celebrate team accomplishments

Build informal social support among team members
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Think back over the times when someone has personally recognized and rewarded you for

outstanding performance—the times when someone showed genuine appreciation for what
you accomplished.

Select one time that you would consider your most memorable recognition—a time when
you felt the most appreciated by someone. Recall the story in as much vivid detail as you can.

+  What made this time so memorable? Why did you select this particular experience?

+  Make a special note of what the other person did to recognize you. What actions did he
or she take? What did he or she do? Describe the setting, the other person’s actions, and

your feelings.
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Application 1

Recognize Individual Contributions

Recognizing individual contributions to the values and the achievements of your project is

your opportunity not only to Encourage the Heart of your team members but also to reinforce

your project values.

In the chapter on Model the Way, your team agreed on shared values. Recognition for indi-

vidual contributions to the project should always be framed in the context of those values.

Refer back to your list of values. Note what each desired value looks like in terms of on-
the-job behavior. The best way to generate more of the behavior you want is to watch for
examples of people who are doing things right. Don’t wait for a special occasion to say
thank you; recognize them as soon as possible.

When you recognize a team member, link the person’s action to the value he or she
exemplified. This serves to reinforce the value, and it also provides an illustration of what
others can do to contribute. For example, you might say something like, “The other day,
I saw our project veteran, Kellie, coaching one of our newest team members on how to
use our sales tracking software. She took time away from her own calls to help someone
else. I'll never forget what she said: ‘I know you can do it! You're very talented.” Wow!
Kellie demonstrated to the rest of us our value of teamwork. Kellie, come on up here. I
know you love hockey, so the special ‘Stanley Cup’ [a tiny replica of the trophy] goes to
you, along with these two tickets to the next home game of our local hockey team.
Thanks, Kellie”

Check in: Do you honestly believe that every member of your team is capable of acting,
and will act, to achieve the goals you have set and live by the values you have agreed on?
If you do, make sure you express it in words and deeds. If you do not, you'll find that
you are going to have a tough time being very authentic and genuine in recognizing
contributions.

For you to help others do their best, you need to believe in their capacity to perform.
If you find yourself doubting the abilities of anyone on your team, it’s time for you to
take action. Sit down with that person and learn as much as you can about his or her
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skills and abilities, interests, and particular strengths; where the person thinks he or
she needs new skills; and whether he or she thinks this project is a good fit. Find a
strength on which you can focus. Find the best fit for the person in the project. Send
people, when feasible, to a class to improve their skills. Do something to increase your

own confidence in all your team members.

+  Personalize your recognition of an individual’s contributions. Of course, you can only
personalize recognition if you know what the person likes and would consider “special.”
If you can’t answer this question for some of your team members, you need to spend
more time getting to know them. Here’s a hint: Visit their cubicles, offices, or worksta-
tions. Check out the pictures on their desks or tables and the curios they keep in their
workspace. Listen to things they talk about doing for fun. Ask their co-workers. It’s all
about paying attention to the person.

As your project progresses, use the worksheet, Kudos for a Colleague, to think through how to
recognize individuals who make a special contribution to the project by exemplifying one of
the project values. Use this as a template each time you prepare for a recognition.

Completing this worksheet regularly is important. Research indicates that people tend to be
more engaged in their work when they are recognized at least once each week. That means that
if you have ten people on your team, you should do ten Kudos for a Colleague each week. That
may seem like a lot, but once you get the hang of it, it should only take about three minutes per
person, or thirty minutes out of your schedule. Don’t you think it’s worth it to spend thirty
minutes a week getting higher levels of performance?

A note of caution: The purpose of these worksheets is to help you pay attention and make
note of what people do that deserves recognition. It is not about filling out the worksheet. In
the end, the point is to recognize others for their contributions to the success of the project. Use
the worksheets as an aid toward that end.
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KUDOS FOR A COLLEAGUE

Team Member:

The shared value that was exemplified:

What did the team member do to exemplify the value? Be very specific and descriptive.

How can I personalize the recognition? What can I do to make the recognition special for

this person?
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Where and when will I recognize the person?

Who else should know about this person’s achievement and the action this person took to
accomplish what she or he did? How can I publicize it?

Application 2

Tell the Story

We all have the potential to make a positive, lasting impression on others through the recogni-
tion we give and the appreciation we show. Just look back at your own most memorable recog-
nition—the one you made a note about at the beginning of this chapter. Someone made a last-
ing and positive impression on you. You, too, can leave such a lasting, positive impression on
another person that years from now he or she will tell others that this most memorable recog-
nition came from you. These lasting impressions end up as the stories we tell others, and those
stories get passed along, not only as tales of celebration, but also as illustrations of what’s
important to us and to others.

We want to develop your capacity to Encourage the Heart through the medium of the story
so that you can not only recognize one individual, but also so that you can pass along the
lessons to everyone else on your team. Stories put a human face on success. They tell us that
someone just like us can make it happen. They create organizational role models that everyone

ENCOURAGE THE HEART 89



can relate to. They put behavior in a real context. Stories make standards—the goals of the
project and the values that guide the team—come alive. They move us. They touch us. By
telling a story in detail, leaders illustrate what everyone needs to do to live by the values and
move toward the goals. They communicate the specific and proper actions that need to be
taken to resolve tough choices. They bring people together around the “campfire” to learn and

to have fun.

Write Your Story

Recall a time recently when you observed one or more members of your project team con-
tributing to the project’s values and goals. Follow the steps below to write the story.

1. Identify the Actors. Name the person—or the people—you want to recognize.

2. Paint the Scene. Where and when did this happen? Talk about the circumstances. Set the
stage and paint the scene. What was the person (or persons) trying to achieve? What was
the motivation? (To answer this question, you'll have to know something about this per-
son. This goes back to the need for leaders to pay attention to what’s happening in their

organizations. To tell a good story you have to pay attention.)
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3. Describe the Actions. Relate in as much detail as you can what happened. What specifi-
cally did this person and/or each of the people involved do?

4. Tell How It Ended. Never leave your audience hanging. Tell the listeners what happened
in the end. What happened as a result of the actions?

5. Include a Surprise. Every great story includes some kind of surprise. Try to add an ele-
ment of amazement. What makes this story particularly interesting, unique, memorable,

funny, or surprising?
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Tell Your Story

Now have fun telling the story. At a regular meeting or at a special event, share this story
with your team. A good story will only take three to five minutes to tell, and you can always
find that much time at any gathering. Length is not important. What’s important is that you
authentically communicate how someone genuinely contributed to making the standards of
the project come alive.

After you tell your story, take a few minutes alone to reflect on these questions:

+  What was the reaction? How did people respond emotionally?

+  How did you feel when telling this story? How comfortable were you? To what extent did

you feel that your effort was forced?

+ Based on the reactions of others, how well did you clearly connect the actions of the cen-
tral character in your story to the values and standards you were trying to reinforce?
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What did you learn about your ability to tell stories? What can you do to improve your
story-telling abilities? For example, you could:

+  Attend the reading of a novel at your local library or bookstore. Pay particular atten-
tion to how the author constructs and tells the story. During question and answer, ask
how the author got the idea for the story.

+  Keep a journal of things that happen on the project that will make great stories.

+  Buy a CD or tape of one of your favorite children’s stories. Listen to how a profes-
sional tells a story. (We know that you’re probably not working with children. This is
about learning to tell stories, and children love stories.)

+ Take a class in story-telling.

+ At dinner with your family, don’t just talk about your day, tell a story about it.
Describe the rich details of place, people, and feelings. Let your home be your prac-
tice stage.
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Application 3

Celebrate Team Accomplishments

Every project milestone is an opportunity for team members to celebrate what they have
accomplished and gather spirit and momentum to continue. Here’s an example:

Project Milestone: Marketing plan completed

Team Celebration:

End the day early, and have everyone on the team and their families adjourn to a local park

where you can all hang out, play volleyball, meet family members, and relax.

« Invite a local comedian over to the office for a special show. Provide the performer some

“inside jokes” to include in the material.

For each of your project milestones, brainstorm several fun and meaningful ways for people to

celebrate as a team.

Project Milestone:

Team Celebration:
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Project Milestone:

Team Celebration:

Project Milestone:

Team Celebration:

Project Milestone:

Team Celebration:
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Application 4

Build Social Support

Public ceremonies serve another powerful purpose. They bring people closer together. As we
move to a more virtual world where communication is by voice mail, e-mail, cell phone, video-
conference, and pager, it’s becoming more and more difficult for people to find opportunities
to be together. We'’re social animals, and we need each other.

Those who are fortunate enough to have lots of social support are healthier human beings.
Social support is absolutely essential to our well-being and our productivity. Celebrating
together is one way we can get that essential support.

Think of some ways you can encourage informal social interaction. For example:

+  Put a few chairs at places where people would naturally congregate—the coffee and bev-
erage area, duplicating machine, or other places.

+  Put up a “Bragging Board” in a central spot. Tack a couple thank-you notes to it, and
then encourage others to do the same when they want to make a public recognition.

+  Atthestart of every scheduled meeting, begin by asking people to share something about
themselves—their favorite color, favorite sport, a book they read and would recommend,
a movie they like, the names of their pets, and other items. Get the group used to reveal-

ing information about themselves.

+ Stand at the entryway to your team’s work area one morning and greet everyone as
they arrive.

What other ideas can you think of to promote informal interaction?
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IMPLICATIONS

What have you learned about yourself as a leader from the activities in this chapter?

Based on your experience with these application exercises, what do you need to do in order to
improve how you Encourage the Heart during this project?
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Reflecting on Your Personal-Best
Leadership Project

Throughout The Leadership Challenge Workbook, you have been applying The Five Practices of
Exemplary Leadership to a real project in order to make it another one of your Personal-Best
Leadership Experiences. Now that it’s completed—or several significant milestones have been
achieved—we encourage you to spend some time reflecting on your experience. Remember,
leaders are learners. To grow as a leader, you need to learn from your experiences so that you
are ready to apply those lessons to your next project.

The questions in this chapter take you through the debriefing process for your own project.
You can answer these questions on your own, or you can gather your team together and answer
them as a group.

When you have finished, ask yourself, “What do my answers reveal about my leadership
practices, about leading, and about how I can be more effective as a leader in the future?”
Armed with this new awareness, you'll be ready to tackle your next Personal-Best Leadership
Experience with better understanding and a more thorough knowledge of your strengths as
a leader.

You may be finished—or nearly finished—with the execution of your landmark first
Personal-Best Leadership Project, but this debriefing carries an even larger consequence: It’s a



critical step in the continuing process of your leadership development. Take the time to do it
now, and reap the rewards for the rest of your leadership career.

MY PERSONAL-BEST LEADERSHIP PROJECT

Review what you wrote on the “My Personal-Best Leadership Project” worksheet in Chapter 3.

Then answer these questions:

+  How did you assess your progress during the project? What criteria did you use?

+  Who else besides you evaluated your success? How did they measure it?

+  How well did you meet the project goals?

How well did your project meet your expected time frame? The budget?
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Which aspects of your project proved to be frustrating or difficult?

+  What surprised you along the way?

+  Write down several adjectives that describe how you now feel about the project (proud,
exhausted, fulfilled, excited . . .).

How do your current feelings compare to how you felt at the beginning of the project?
What’s changed? What’s the reason for any change?
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Overall, what have you learned about leadership that is new? What have you learned
about yourself?

Model the Way

Review all the worksheets you completed in Chapter 4 on Model the Way and answer
these questions:

Which personal values were most important to you in guiding you along the pro-
ject journey?

+  How easy or difficult was it to forge consensus on values? Why do you think this was
the case?
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*  What values were the most important to you and your team in achieving your shared
goals? How did you model these values?

+  What leadership actions proved to be the most significant in creating alignment between
the stated values and the values in action? What was most important in creating consis-
tency between values and actions? What remains to be done?

+  What did you learn about Model the Way that you can apply to your next project?
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Inspire a Shared Vision

Review what you wrote in all your worksheets in Chapter 5 on Inspire a Shared Vision, and

answer these questions:

What higher purpose has this project served?

Now that you’ve completed your project, how does the reality of what you have accom-
plished compare to what you envisioned? How does it differ? How do you account for
the difference?

What metaphor would you use to describe this project now?

What did you learn about Inspire a Shared Vision in your organization? What
would you do differently the next time?
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Challenge the Process

Review what you wrote in all of your worksheets in Chapter 6 on Challenge the Process, and
answer these questions:

+  What innovative methods and techniques did you try in this project, and how did they
work out? What did you do differently in this project that made it one of your best?

+  What daring experiments did you try? How successful were they?
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+  What have you learned about thinking outside the box?

+  How did you promote learning from failure and mistakes?

+  How did breaking down your project into small wins—incremental “one-hop-at-a-
time” actions—help you achieve your goals?
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+ What have you learned about Challenge the Process in your organization? What would
you do differently the next time?

Enable Others to Act

Review what you wrote on all the worksheets in Chapter 7 on Enable Others to Act, and answer
these questions:

+  Which enabling actions were the most successful?

+ Were the people on your team able to get the information they needed? What systems
did you establish that facilitated this process?
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+  Write down some specific examples of when you gave power away. What effect did this
have on your constituents? On you?

+ What did you do to make your constituents feel powerful? Was this task easier or more
difficult than you expected? Why?

*  What have you learned about Enable Others to Act in your organization? What would
you do differently next time?
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Encourage the Heart

Review what you wrote it in all the worksheets in Chapter 8 on Encourage the Heart, and

answer these questions:

+ What form or forms of recognition had the most positive influence?

+ What effect did recognition and celebration have on your team?

+  What creative means did you use to recognize individuals?

+ What was your most successful team celebration? Why was it effective?
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What have you learned about Encourage the Heart in your organization? What would
you do differently the next time?

TYING IT ALL TOGETHER

Finally, it’s time for some leisurely reflections on what you learned while using The Leadership
Challenge Workbook to complete your Personal-Best Leadership Project.

+ Of all the actions that you took, which three to five do you believe had the most impact
on the success of the project?

* What would you do differently for the next project?
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*  What are the five most important things you learned about yourself as a leader?

*  What are the five most important things you learned about the members of your team?

+  Which practice was the easiest to implement? The most difficult? Why?
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+  What are your strengths as a leader?

*  Where do you need to improve your leadership skills?

+ In addition to asking others to complete this Workbook for themselves, how can you
pass your leadership lessons on—especially to those you might now be coaching or who
might be the most likely candidates for assuming leadership roles in the near future?
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The Challenge Continues

In this workbook, and in all of our discussions of leadership, we often use the metaphor of a
journey to communicate the active, adventurous spirit of leadership. We talk about leaders as
pioneers and trailblazers who take people on expeditions to places they’ve never been. We talk
about summits, and milestones, and signposts.

As with most journeys, the leader’s journey does not end with a single project. The journey
continues with the next project you take on, and the one after that. You know there will be more
challenges along the path of your development as a leader. There will be more opportunities for
you to do your personal best.

We hope that you will refer back to the questions we’ve asked you in this Workbook. We
hope you will use them the next time you face a challenge and begin to explore the possibilities
of what you and others can do together. We hope you will teach others to ask these questions.
And we hope that you will apply this process not only in your job, but also in your communi-
ty, in your place of worship, and even in your home.

Challenge is the opportunity for greatness. Given the daunting challenges we face today the
potential for greatness is phenomenal. Your leadership talents are needed now more than ever.
We wish you continuing joy and success on your next leadership challenge.
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In the introduction to this Workbook, we quoted Don Bennett, the first amputee to climb Mt.
Ranier, in response to our question, “How did you make it to the top?” As we conclude this
Workbook, another of Don’s comments comes to mind. We asked him, “What was the most
important lesson you learned?” He replied, “You can’t do it alone.”

Sometimes writing a book seems like climbing a mountain, and it really is true that without
the team of people climbing alongside us or helping out at base camp we’d never have made it.
In fact, this project began as a result of questions from the readers of our books and from par-
ticipant’s in The Leadership Challenge Workshop®. They are always eager for practical knowl-
edge. “How do we put this into practice?” they persistently ask. We owe the most gratitude to
them for their constant supply of new ideas and for continually requesting materials they can use.

We've always thought of The Five Practices of Exemplary Leadership as both a process for
planning change and as a set of skills for guiding change. To help people use The Five Practices
as a guide to change, we initially wrote a ten-page list of probing questions that walked people
step-by-step through a real-life initiative. That initial list of questions was then transformed
into “The Next Personal-Best Planner” by our colleagues at The Tom Peters Company. Christy
Tonge was the primary author of that tool; her soaring talent inspires everyone she works with.
Working in collaboration with Christy were Cathy Weselby, an instructional designer extraor-
dinaire, and Homi Eshaghi, our master of graphics design.

Overseeing the original planner was Lynne Parode. Lynne brought to the project her tal-
ent as an instructional designer and writer and her immense capacity and tenacity to manage

the process of turning an idea into print. When it came time to transform a workshop tool



into a self-directed guidebook, we turned to Lynne again for her expertise. We are blessed that
Lynne shared her energy with us, and the instructional design and co-creation of the first edi-
tion of this Workbook was the product of her shining talent.

When it came time to completely revise the original text and create The Leadership
Challenge Workbook, we were blessed with the talents of Janis Chan. Janis is an accomplished
writer and instructional designer with a number of publications to her credit, and she was both
coach and collaborator throughout this new edition. We are the grateful beneficiaries of Janis’
ability to put herself into the role of the user and then tell us what we needed to do to be
responsive. “This needs an example,” she’d say, or, “This is not clear.” The improvements in this
edition are a result of her ability to question and probe and craft.

Rachel Livsey was the first project manager of The Leadership Challenge products for our
publishers, Jossey-Bass and Jossey-Bass/Pfeiffer. She was responsible for making sure that the
first edition made it into manuscript and then was transformed into a book. We also want to
thank Larry Alexander, who developed the initial idea. But it was Lisa Shannon who convinced
her colleagues at Jossey-Bass that the The Leadership Challenge Workbook was worthy of trade-
book status, and it was also Lisa who in the most recent years has taken on the role of expand-
ing our line of books and products. She has been our champion, and as far as we’re concerned
deserves a gold medal for editorial excellence. Her promotion to senior editor for the Pfeiffer
imprint has enabled us to work even more closely with her on a whole host of new publica-
tions. We are grateful for her confidence in us. Thanks also to Kathleen Dolan Davies and
Dawn Kilgore for their persistence in actually getting the book into shape for production, and
to Rebecca Taff and Susan Rachmeler for their skills in copy editing, proofing, and layout.

Finally, our thanks to every one of you who want to continue to pursue your leadership
dreams and advance your personal skills. Never forget that you make a difference.
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Jim and Barry are frequent conference speakers and each has conducted leadership devel-
opment programs for hundreds of organizations, including Alcoa, Applied Materials, ARCO,
AT&T, Australia Post, Bank of America, Bose, Charles Schwab, Cisco Systems, Conference
Board of Canada, Consumers Energy, Dell Computer, Deloitte Touche, Egon Zehnder
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munities.

Jim directed the Executive Development Center (EDC) at Santa Clara University from 1981
through 1987. Under his leadership the EDC was awarded two gold medals from the Council
for the Advancement and Support of Education. He also founded the Joint Center for Human
Services Development at San Jose State University, which he managed from 1972 until 1980,
and prior to that was on the staff of the University of Texas School of Social Work. His career
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conducted seminars for Community Action Agency staff and volunteers in the “war on pover-
ty” effort. Jim received his B. A. degree (1967) with honors from Michigan State University in
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was one of a dozen Eagle Scouts selected to serve in John F. Kennedy’s Honor Guard at the
presidential inauguration. Inspired by Kennedy, he served as a Peace Corps volunteer from
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